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3PSC NEWS

Adequate capacity is the foundation 

of effective and efficient Public Service 

delivery anywhere in the world.  In the 

South African context, the Public Service 

Commission (PSC) through its inves-

tigations and research has consistently 

raised the issue of capacity within the 

Public Service as a cause for concern.

 

It was therefore befitting for the PSC’s 

2006 State of the Public Service Report 

to focus on the capacity challenges 

facing the Public Service in terms of 

service delivery.  The Report closely 

examined this issue in relation to the 

nine constitutional principles governing 

public administration. We are delighted 

to bring you salient points from this 

Report through our lead ar ticle in this 

edition of the PSC News.

 

In this edition we also feature an ar ticle 

by the Human Rights Commission, 

which provides a perspective on citi-

zens’ rights per taining to public services. 

We also take a look at the role of the 

Office of the Public Protector.  These 

two organisations play a critical role in 

protecting the rights of and improving 

the quality of life of all citizens.

 

On human resource issues, we feature 

diverse and highly insightful opinions. 

The first ar ticle looks at effective recruit-

ment and selection as a prerequisite for 

capacity building.  Another ar ticle argues 

for effective performance management 

as a retention strategy.  We also look at 

challenges in recruiting professionals for 

provincial service delivery.

 

Performance management in the Public 

Service is widely regarded as a critical 

management tool that ensures that the 

goals and objectives of every organisa-

tion are effectively and efficiently met.  

In this edition, we put performance 

management under the microscope by 

looking at the evaluation process of key 

people that manage state institutions, 

namely, Heads of Departments.

 

The Promotion of Administration Justice 

Act, 2000, has been a challenge for the 

Public Service since its inception. The 

Act requires that procedures followed 

to take administrative actions must 

be clearly stated and affected persons 

must be given notice of their rights to 

review or appeal decisions as well as to 

be provided with reasons why cer tain 

decisions were made.  This edition puts 

to the fore the PSC’s assessment of the 

implementation of the Promotion of 

Administrative Justice Act.

 

Apar t from promoting service delivery 

through audits of compliance by depar t-

ments against the Batho Pele principles, 

the PSC also seeks to strengthen public 

par ticipation. The PSC has accordingly 

conducted a Citizen Satisfaction Survey 

focusing on the Economic and Infra-

structure services sector.  In this edition 

we unpack the results of the survey. We 

hope that these results will help depar t-

ments to attend to key service delivery 

areas that need immediate attention 

and strengthen those areas that they 

have been excelling at.

 

Lastly, we feature an ar ticle on an Audit 

of Government’s Poverty Reduction 

Programmes and Projects.

 

This bumper edition of PSC News 

contains a hybrid of topical ar ticles and 

we hope that they will be educational 

and add value to the work that is done 

by the more than 1.2 million public 

servants.

Humphrey Ramafoko

1. From the Desk of the Editor
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By Odette Ramsingh

Director-General

Office of the Public Service 

Commission

INTRODUCTION

The critical issue of Public Service 

capacity has been raised in many 

forums, with the President in his 2006 

State of the Nation Address, citing it as 

a major impediment for government 

to achieve its developmental goals 

and objectives. In previous editions of 

the State of the Public Service (SOPS) 

reports, the constraint that inadequate 

capacity poses for optimal performance 

of government has been raised. With 

this in mind, the Public Service Commis-

sion (PSC) dedicated its 2006 edition 

to examining the question of capacity 

more critically, especially as it relates 

to the nine Constitutional values and 

principles for public administration. The 

2004 edition was a review of progress 

made in the first 10 years of democracy, 

with the 2005 edition being forward 

looking. 

This ar ticle looks at some of the salient 

points and observations made in the 

2006 report.

Principle 1: The promotion 
and maintenance of a high 
standard of professional 
ethics 
The Report notes that the Public 

Service has generally responded well to 

demands for a transparent government. 

Comprehensive legislation and frame-

works have been put in place, accompa-

nied by commendable effor ts to involve 

business and civil society. However, it is 

noted that that the capacity to promote 

and maintain a high standard of ethics 

is central to sustaining a credible Public 

Service and safeguarding both its integ-

rity and efficacy. 

On the issue of combating corruption, 

the National Anti-Corruption Hotline 

(NACH) for the Public Service has 

bolstered the capacity of the Public 

Service to identify and act on corrup-

tion. As a toll-free facility operated in all 

official languages, the NACH offers an 

effective platform for anyone to actively 

par ticipate in the reporting of corrup-

tion. However, the integrity of the 

system depends on how well feedback 

is provided. In this regard, depar tments 

still need to improve their capacity to 

investigate and finalise corruption cases 

referred to them. Fur thermore, the use 

of whistle-blowing mechanisms needs 

to be strengthened, and the culture of 

blowing the whistle instilled. To this end, 

effor ts to foster an understanding of 

the Whistle Blowing Guidelines need to 

be strengthened. 

One of the key measures of ensuring 

clean governance is the Financial 

Disclosures Framework, which requires 

senior managers in the Public Service 

to disclose their financial interests. 

The Framework is one of the impor-

tant mechanisms for preventing private 

abuse of public power and resources. 

The average rate of compliance with 

the Framework for the 2004/5 financial 

year was 70%. The PSC calls for a target 

of 100% compliance in this regard, and 

urges Executive Authorities (EAs) and 

2. Capacity Challenges Facing the 
Public Service

Odette Ramsingh
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Heads of Department (HoDs) to be 

robust in fulfilling their responsibility 

to ensure that depar tments are fully 

compliant. 

Given the growing concerns around 

potential conflicts of interest in the 

Public Service, the PSC believes that 

there is a need for the establishment of 

a comprehensive framework to manage 

conflicts of interest. The implementa-

tion of such a framework will promote 

perceptions of integrity and boost 

effor ts to build and sustain a credible 

Public Service. The PSC has already 

completed a report in this regard and it 

has been tabled in Parliament.

Principle 2: The promotion of 
efficient, economic and effec-
tive use of resources
The Public Service needs the capacity to 

strategically deploy, manage and utilise 

resources in an efficient, effective and 

economic manner. The PFMA and its 

supporting guidelines have laid the basis 

for systematic planning and better finan-

cial management. However, the capacity 

to comply with the requirements of the 

Act needs to be strengthened. Reports 

by the Auditor General (A-G) show 

that a number of depar tments still fail 

to align their strategic plans with their 

annual and financial reports.

The A-G’s reports fur ther show a 

decrease in unauthorised, fruitless and 

wasteful expenditure. Clearly, this is 

a positive development, but the mere 

existence of such forms of expendi-

ture is still a concern for the PSC in the 

context of a Public Service that seeks to 

promote efficiency and effectiveness.

The PSC urges the Public Service to 

strengthen its capacity for sound finan-

cial management in order to ensure the 

efficient, economic and effective use 

of resources. This would include the 

strengthening of financial controls such 

as internal audit units and audit commit-

tees, which as the A-G pointed out, still 

do not function optimally.

Capacity for improved planning and 

reporting is also needed. This would 

ensure that annual reports begin to 

reflect a coherent link between plans, 

outputs and the Estimates of National 

Expenditure.

Equally, an important element of 

determining effectiveness in the Public 

Service is the implementation of sound 

monitoring and evaluation mechanisms. 

Notably, monitoring and evaluation has 

yet to be meaningfully embedded in 

the work of depar tments as a perfor-

mance management and improvement 

tool. Nonetheless, it is encouraging to 

witness the attention that is being paid 

to building the capacity to monitor 

effectiveness by establishing a Govern-

ment Wide Monitoring and Evaluation 

System.

Principle 3: Development ori-
entated public administration 
The 2006 SOPS Report argues that at 

the hear t of the capacity required for 

the fulfillment of this principle is the 

need to ensure that the Public Service, 

as the primary delivery vehicle of the 

government, is astute in rising to the 

development needs of the country. Of 

significance is ensuring the capacity to 

formulate and enact policies that target the 

development priorities of government. 

The Report notes that the Accelerated 

and Shared Growth Initiative of South 

Africa (ASGISA) recently launched by 

government as a strategy to consolidate 

economic growth in a manner that will also 

focus on poverty reduction, raises new 

capacity challenges for the Public Service. 

The Report fur ther notes that the 

strong economic foundation laid in the 

first decade of democracy has created a 

basis for increased social spending. This 

is evident in the increasing amount of 

funds allocated to social assistance and 

social security – R10 billion in 1994 to 

R70 billion in 2006, and from 2,6 million 

to 10 million beneficiaries respectively.

In addition, the Public Service has also 

embarked on a number of other diverse 

initiatives that seek to reduce poverty. 

While a number of these indeed 

contribute towards the improve-

ment of the quality of life of citizens, 

they require a collaborative approach 

in order to harmonise and leverage 

capacity throughout the three tiers of 

government.

It will be worthwhile for the Public 

Service to enhance its capacity to plan 

and manage development projects. 
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Such projects need to be integrated if 

their impact is to be optimised. It is also 

essential to address capacity challenges 

that hamper local government from 

effectively delivering poverty reduction 

initiatives. Unattended, these challenges 

can potentially have adverse conse-

quences on capacity at national and 

provincial levels. The negative multiplier 

effect of these consequences on key 

undertakings such as the ASGISA can 

also not be ruled out.

Principle 4: Services must be 
provided impartially, fairly, 
equitably and without bias
The Report notes that although the legal, 

normative and the regulatory framework 

to inculcate the ethos for just service 

delivery is in place, the capacity of the 

Public Service to fulfil this principle is 

far from developed. Coupled with this 

is the fact that in most depar tments, 

the capacity to adhere to the Batho Pele 

principles has not been fully developed 

beyond merely displaying the posters 

bearing them on walls. The implementa-

tion of the Promotion of Administrative 

Justice Act (PAJA) across departments, has 

also not improved significantly over the 

last three years. 

The Report indicates that the Public 

Service needs to develop the capacity 

to redefine and redesign depar tmental 

communication processes so that PAJA 

requirements are explicit, and citizens 

fully understand their options. Plans by 

the Department of Justice and Constitu-

tional Development to conduct training 

seminars for legal officers, with the PSC 

providing inputs into the monitoring and 

evaluation component, should therefore 

go a long way in improving the situation.

Principle 5: People’s needs 
must be responded to and 
the public must be encour-
aged to participate in policy 
making
The PSC’s research found that although 

there are encouraging signs with regards 

to service delivery as an indicator of the 

ability of the Public Service to respond 

to the needs of the people, the capacity 

to raise and calibrate public par ticipation 

in policy formulation, implementation 

and review processes needs improve-

ment. This will help avoid a disjuncture 

between policies and programmes on 

the one hand, and the needs they are 

intended to meet on the other.

Notably, the Izimbizo programme has 

facilitated public par ticipation, but it 

needs to be systematically integrated 

into the work of the Public Service. To 

augment effor ts around Izimbizo, Citi-

zens Forums and Citizens Satisfaction 

Surveys have also proved to be effective 

mechanisms through which to involve 

citizens.

Overall, the Public Service needs to 

develop appropriate capacity to put in 

place functional systems, procedures 

and methods to elicit and process inputs 

from the public. Such systems should be 

linked to the decision making process of 

depar tments so that the input provided 

by the public is indeed integrated into 

the mainstream work of the depar t-

ments.

Principle 6: Public administra-
tion must be accountable
The developmental state requires a 

commitment to accountability since 

public institutions have been assigned 

important management and regulatory 

powers. The 2006 SOPS Report notes 

that the number of national depar t-

ments receiving qualified audit opinions 

has gone down as compared to the 

previous reporting cycle. At the same 

time however, it is of concern that there 

has been an increase in the number of 

matters emphasised. Clearly, matters 

emphasised are not as severe as quali-

fied audit opinions. They are nonethe-

less very important, and thus warrant 

serious attention from the depar tments 

concerned. 

It is also of concern that there has been 

an increase in the number of national 

depar tments that received qualified 

audit opinions for consecutive years. 

For a depar tment to get a qualified 

audit opinion is in itself serious enough, 

let alone if that depar tment gets a quali-

fied audit opinion for four or even five 

years in a row. 

At the level of provinces, the report of 

the Auditor General shows that quali-

fied audit opinions are common across 

most depar tments, par ticularly the 

depar tments of Education, Health, and 

Social Development. This is worrying 
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because these depar tments collectively 

receive the largest share of the budget 

and are also at the core of government’s 

programmes of poverty reduction. The 

Public Service needs to develop the 

capacity to address the weaknesses 

identified in the reports of the Auditor- 

General (A-G).

Around the issue of HoD evaluation, 

the Report argues that senior Public 

Service management needs to integrate 

the performance management systems 

that are in place into the work of the 

depar tments, and to ensure that the use 

of these systems is not erratic or moti-

vated by the need to ensure compliance 

for the sake of compliance. Fur ther-

more, consistent compliance by HoDs 

and Directors-General (DGs) with the 

requirements for performance evalua-

tion is found to be essential in enabling 

Cabinet and the President to have an 

accurate sense of the capacity of top 

leadership to lead the Public Service. 

In this regard, the PSC has noted with 

concern that only 46% of HoDs were 

evaluated for the 2003/4 financial year.

Principle 7: Transparency 
must be fostered by providing 
the public with timely, acces-
sible and accurate information
For citizens to enjoy their right to 

transparent government, the Public 

Service must have the capacity to open 

itself to public scrutiny. In this regard, 

the Report notes that the format and 

content of depar tmental annual reports 

has improved significantly. However, an 

area which requires improvement is 

the need to ensure that these reports 

are written in a language that makes 

them easy for the public to understand 

and use. An analysis of annual reports 

shows that reporting still largely focuses 

on activities and outputs. While such 

information is useful, it does not go far 

enough to tell the important story of 

what difference the activities and the 

outputs make. Reporting also needs 

to be improved in such a manner that 

depar tments can provide reasons for 

non-performance.

Research shows that more needs to be 

done to ensure compliance with the 

provisions of the Promotion of Access 

to Information Act. This will improve 

responsiveness to information requests. 

Key to the achievement of such respon-

siveness is the strengthening of moni-

toring and evaluation capacity to ensure 

that depar tments generate reliable 

information on their activities.

Principle 8: Good human 
resource management and 
career development practices 
to maximise human potential 
must be cultivated
The Report argues that the ability of 

the Public Service to achieve its objec-

tives depends critically on human 

resource capability. Given the impor-

tance of getting the best skills for the 

Public Service, recruitment and selec-

tion capacity are therefore of utmost 

importance. Incorrect appointments can 

be costly and have deleterious effects 

on the capacity of the Public Service to 

deliver.

Equally important, is the effective 

management and development of 

human resources, including addressing 

dissatisfactions among employees. 

Despite this importance, the PSC notes 

with concern that there is still insuffi-

cient adherence and compliance with 

the new Grievance Rules. In this regard, 

a number of depar tments still do not 

adhere to the time frames stipulated 

in the Grievance Rules, and refer griev-

ances to the PSC prematurely. The 

development of capacity to comply with 

the grievance rules is very essential for 

minimising tensions in the workplace, 

and should be strengthened as a matter 

of urgency. 

The Report fur ther acknowledges that 

a policy framework for the manage-

ment of HIV/AIDS in the Public Service 

is in place. However, while HIV/AIDS 

Committees have been established, 

there is still a lack of programmes such 

as those for counselling and support. 

Therefore, there needs to be a more 

proactive approach in implementing the 

HIV/AIDS framework and ensuring that 

effective HIV/AIDS related health and 

counselling infrastructure is in place. 

Principle 9: Public adminis-
tration must be broadly rep-
resentative of the people of 
South Africa
The Report argues that whilst progress 

has been made in achieving numeric 
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targets for employment equity, low 

representivity of women in management 

and persons with disabilities still remain 

areas of concern. For example, in 2005 

the targeted figure for female represen-

tivity at senior management level was 

30%. However, the rate achieved by 

national and provincial depar tments was 

28.6% and 26% respectively. The target 

for people with disabilities is 2%, but 

the rate achieved was 0.16%. This is not 

only far much lower than the set target, 

but actually also represents a decrease 

in the 0.25% achieved in 2002.

More work still needs to be done for 

designated groups on induction, training, 

mentorship and performance manage-

ment. This is to ensure that employ-

ment equity targets are not just met 

for purposes of compliance, but that 

designated groups are indeed empow-

ered to add value to the Public Service. 

The PSC fur ther calls for the creation 

of a clear link between human resource 

planning and affirmative action as well 

as for Parliament and other oversight 

bodies to continue engaging with these 

issues in order to achieve this ideal.

CONCLUSION

Overall the Report argued that signifi-

cant progress has been made in putting 

in place the necessary legislative, norma-

tive and regulatory framework. In addi-

tion, sound policies are in place. What is 

important now is to systematically and 

on a sustained basis, strengthen the opera-

tional ability of the Public Service to trans-

late these policies into fruitful activities. 

There are some serious questions of 

capacity which need to be addressed. 

Most significantly, these include the 

capacity for optimal utilisation of 

human resources; the capacity for more 

consistent policy implementation; and 

the capacity to fully achieve a citizen-

centred Public Service and improve the 

management of performance.

Addressing the capacity challenge in the 

Public Service requires dedicated lead-

ership from the Executive and Senior 

Management levels. As a point of depar-

ture, the executive and senior manage-

rial capacity required for this, must be 

such that it can build on the existing 

legislative, normative and regulatory 

frameworks.

Fur thermore, to ensure clear line of sight 

throughout the Public Service, consistent 

and integrated monitoring and evaluation 

systems must be put in place.

The PSC will continue to monitor 

the performance of the South 

African Public Service and through its 

reporting generate a broader discus-

sion and debate in the service delivery 

discourse.

*This ar ticle is based on the PSC’s State 

of the Public Service Report 2006. 

A comprehensive list of references is 

contained in the report.* 

“low representivity 

of women in 

management and 

persons with 

disabilities still 

remain areas 

of concern”
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By Dr. Norman Maharaj

Commissioner

Public Service Commission

INTRODUCTION

The ability of public institutions to select 

and recruit staff of the desired quality is a 

key determinant in overcoming challenges 

such as poverty, HIV, etc.  Viewed from this 

perspective, recruitment and selection 

represents one of the most important 

human resource practices on which the 

ability of any institution to deliver rests. It 

is therefore not surprising that in a 2006 

membership survey undertaken by the 

International Public Management Asso-

ciation (IPMA-HR), the ability to recruit 

and retain high performing employees 

ranked as the top challenge facing human 

resource professionals. 

This ar ticle looks at the importance 

of effective recruitment and selection 

as a prerequisite for the attainment 

of organisational objectives. However, 

it star ts from the premise that human 

resource management units are the 

strategic facilitators who must straddle 

meeting the strategic fit of the organisa-

tion, requirements of line management 

and the well being of employees.

The Importance of Human 
Resource Management
The Public Service is by its very nature 

a labour-intensive employer and the 

quality of its service delivery is directly 

dependent on the quality and perfor-

mance of its employees. Good quality 

human resource management is there-

fore of paramount importance to the 

Public Service. 

Despite this, how often do we as 

managers in our rhetoric declare staff as 

being the most important asset in our 

organisation, and immediately action this 

sentiment by leaving human resource 

management to the human resource 

functionaries? The management of 

human resources (HR) is an inalien-

able responsibility of every manager 

within an organisation. However, most 

managers are insufficiently trained for 

this responsibility and underestimate 

the complexities of human resource 

management as a field of study and 

specialisation. The evidence to this 

statement is contained in the findings 

of many investigations undertaken by 

the Public Service Commission (PSC) 

over the past decade, which note that 

managers grapple with their respon-

sibilities in terms of critical areas such 

as recruitment and selection, perfor-

mance management, career develop-

ment, the management of discipline 

and the management of conditions of 

service such as leave and over time. The 

resulting effect is that managers barely 

meet the compliance standards and 

have not even begun to strategically 

position their human resources and the 

benefits that can be reaped from such 

an approach. 

The extent to which managers struggle 

to give effect to the principles under-

scoring human resource manage-

ment, can perhaps to some degree be 

explained by the fact that the study of 

human dynamics is not an exact science 

and it requires years of study and expe-

rience to gain a little bit of insight into 

the complexities of human behaviour 

to enable one to make conclusions 

in respect thereof.  It is therefore not 

surprising that even in the call for 

integrated human resources, there is 

a recognition of the strategic impor-

tance of having HR components to 

co-ordinate human resource manage-

ment and provide strategic HR advice 

across the organisation. Entrusting such 

a role to HR practitioners presupposes 

the presence of two important factors, 

the one being that human resource 

practitioners are knowledgeable and 

competent enough to provide the advi-

sory support and strategic insight, and 

the other being that managers in the 

organisation acknowledge this role and 

3. Effective Recruitment and Selection 
as a Prerequisite for Capacity Building

Dr. Norman Maharaj 
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are willing recipients of the advice and 

inputs provided to their responsibilities. 

Where this par tnership is not func-

tioning optimally it requires immediate 

attention.  

Positioning the Public Service 
as an Employer of Choice 
Attracting people into the Public Service 

is not an easy task.  Explanations for this 

range from comparative low pay, the 

negative image of the Public Service, 

relentless criticism of public officials and 

stifling bureaucracy. With such pervasive 

cynicism, the Public Service has difficulty 

in attracting the brightest and the best.  

Such difficulty is compounded by the 

fact that recruitment takes place in the 

open labour market, where the Public 

Service have to compete with their 

private sector counterpar ts for trained 

and skilled employees. The diminishing 

skills pool, especially around so-called 

scarce skills, adds to the dilemma. To get 

its rightful share of such skills, the Public 

Service must be able to:

• convince prospective applicants  

 that a career in the Public Service  

 is a worthwhile pursuit where they  

 can grow and fur ther develop their  

 skills;

• convince prospective applicants that  

 they will experience real job satis- 

 faction in the Public Service;

• convince prospective applicants  

 that it is in actual fact an honour to  

 be appointed to the Public Service;  

 and

• remunerate prospective employees  

 at a competitive level.

Given the overall structuring of the 

Public Service and the fact that tax 

payers’ money is used for their opera-

tion, one will always find that the Public 

Service cannot be as competitive, espe-

cially in terms of their remuneration 

packages, as their private sector coun-

terpar ts. Such inherent disadvantage 

must be made up in offering to the 

current and prospective employee the 

opportunity to contribute to the “Big 

Picture”. The Big Picture invites appli-

cants to join a team that adds value to 

public services and to be at the coalface 

of changing policy of our time. I want 

to submit that in developing countries 

like South Africa if one has regard for 

the socio-economic challenges we face 

and our not too distant memory of a 

poor and inequitable Public Service, 

presenting this Big Picture should be 

fairly easy. In reality, however, Public 

Service as a calling has not resonated 

with many prospective employees.

Presenting the Big Picture must be 

underscored by having a value driven 

Public Service with a par ticular ethos 

and responsiveness. It must be a Public 

Service that inspires the confidence of 

the community it serves. The image of 

such a Public Service should not be one 

of sheltering pen-pushers nor rubber-

stampers of bureaucratic processes. 

It should offer an environment that 

says joining this team places you at 

the cutting edge of public administra-

tion. South Africa is for tunate enough 

in that its constitutional principles 

outline the values and principles that 

should govern the Public Service. These 

principles provide important integrity 

building blocks and if implemented and 

inculcated in the Public Service should 

have resonance with individuals who 

subscribe to such values.

Attracting the Right Candi-
date
Attracting the right candidate entails 

recruitment drives that will attract 

candidates who are eager to pursue a 

career in the Public Service, as opposed 

to people who merely want jobs to 

earn a comfortable living. Thus contex-

tualised, the challenge is to attract from 

a pool of possible candidates, that is, 

only those who subscribe to the Big 

Picture referred to above - people who 

see public administration as a calling 

and who will selflessly contribute, in 

a team context, to service excellence. 

Such candidates will contribute to the 

building of an organisation instead 

of damaging it! Up to now, the Public 

Service has generally marketed itself 

poorly in this regard. 

Traditionally, the first formal contact 

between an organisation and the right 

candidate is the adver tisement that is 

placed out there. Such adver tisements 

should first of all market the Big Picture. 

It must be clear from the adver tisement 

that the Public Service is value driven, 

with a par ticular ethos and responsive-

ness that requires skilled, knowledge-

able and dedicated people who iden-

tify with a higher-order calling to serve 

the people of South Africa. The duties 

attached to the post should also be 

clearly identified. Based on the nature 
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of duties to be performed the adver-

tisement should clearly indicate the 

following:

• The type, level and extent of 

training required. This should 

not be confined to ter tiary training, 

but could also include, for example, 

introductory, intermediate, or 

advanced training received in 

respect of junior, middle or senior 

management, specific types of IT 

software, report writing, financial 

management, etc.

• The type, level and extent 

of skills required. For example, 

the proven ability to draw up 

reports with statistical tables 

and graphs, the proven ability to 

design investigative tools, 

the proven ability to guide 

and train others on cer tain 

subject matter, the ability to give 

strategic direction, etc. 

• The type, level and extent of 

experience required. This is to 

be included where experience is 

a necessity and should not unduly 

discriminate against targeted 

groups who have been deprived 

the opportunity to gain such expe-

rience. Experience should be quan-

tified in terms of the number of 

years required in a specific field.

• The type of behavioural skills/

personality  traits required. 

For example the proven ability to 

facilitate workshops, the proven 

ability to manage a diverse work-

force successfully, the proven ability 

to deal patiently with customer or 

client queries, the proven ability to 

promote sound labour relations in 

the workplace, etc.

The information alluded to will demon-

strate why the set requirements are 

necessary for the successful filling of 

the post in question. For this reason it 

is also important that the set require-

ments and the duties and responsibili-

ties correlate. Care needs therefore to 

be taken not to go about this process 

in a mechanical manner without careful 

thought of what goes into the means of 

recruitment, which is mostly an adver-

tisement. 

This comprehensive set of informa-

tion allows prospective employees the 

opportunity to measure their abilities 

against what is required and to prevent 

large numbers of ill-equipped candi-

dates from applying for the adver tised 

post(s).

Such an approach could well appear 

laborious and could result in “cutting of 

corners”. This could be a costly mistake. 

To the strategic human resource prac-

titioner and manager this preparatory 

work, normally referred to as the job 

analysis, is critical in ensuring the stra-

tegic fit of the candidate with the organ-

isation. In actual fact, it needs to be done 

upfront to also allow the development 

of staff already in the employ to manage 

their career aspirations and to estab-

lish the necessary skills base to ensure 

optimal service delivery. It is therefore 

clear that having a job description avail-

able is only par t of what is required. 

What is required is a thorough job 

description that will allow the type of 

analysis required to allow for mean-

ingful and responsible recruitment and 

employee development.

Selecting the Most Suitable 
Candidate
The selection process that follows the 

recruitment drive is the key phase in 

deciding on the most competent candi-

date for a post. Research has shown 

that organisations with the best recruit-

ment and selection processes find the 

best candidates and ultimately perform 

better. If done well, the results will yield 

an employee that will be able to add 

value to the work environment, and 

a person that will not require a lot of 

attention, guidance or motivation to get 

a job done. The image of the employee 

“hitting the tarmac running” immediately 

comes to mind. The choice you make at 

the selection process is the one you will 

have to live with and must therefore be 

approached with the necessary attention. 

There are many selection processes 

that can be followed including inter-

views, competency testing and assess-

ment batteries. Deciding on the appro-

priate methodology is largely dictated 

by the nature of the post involved. A 

managerial post or technical post could, 

for example, require the use of compe-

tency testing or assessment batteries. 

Traditionally the Public Service has 

relied on an interview approach.

Generally, the selection process is 

constituted of a sifting phase, followed 
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by a selection test or interview or both. 

Each phase of the selection process 

requires evaluating or selection criteria 

in respect of which each candidate is 

weighed up. 

The first in line is the sifting phase. The 

selection criteria to be utilised for this 

phase is taken from the recruitment 

means, let us agree that this is an adver-

tisement. Amongst the requirements set 

in the adver tisement will be minimum 

requirements. These are normally statu-

tory requirements, for example citizen-

ship and no prior criminal convictions. 

Amongst them will also be the ter tiary 

training of a type and level necessary 

to enter a cer tain post level. The objec-

tive of the sifting phase is to eliminate 

all those candidates who do not meet 

the minimum set requirements and 

in respect of whom it will serve no 

purpose to consider their applications 

any fur ther.

Next in line is the short-listing phase 

where the very best amongst the appli-

cants are selected for fur ther consider-

ation. The selection criteria to be utilised 

for this phase are also taken from the 

adver tisement, but now much more 

is looked at than the mere minimum 

requirements. There are scientific ways 

of scoring and benchmarking “Training 

and Experience” with the job require-

ments and identifying the best and most 

suitable candidates. During this phase, 

the objective is to identify candidates 

that best conform to all the require-

ments set, or even exceed these. They 

will constitute the short list of appli-

cants to be subjected to fur ther or final 

selection. Fur ther selection would entail 

subjecting the applicants to psycho-

metric testing and/or competency 

testing/evaluation.

 

The final selection phase is popularly 

done by means of an interview, where 

a selection of panellists, fully apprised 

of both the job content and the set 

requirements subject each short-listed 

candidate to a predetermined set of 

questions. These questions are designed 

to test the depth and width of each 

candidate’s knowledge, skills and abili-

ties in respect of the set requirements 

in order to identify the most suitable 

candidate. It stands to reason that in 

order to thoroughly asses candidates 

to this extent requires careful plan-

ning and phrasing of questions and 

fur ther probing questions to obtain 

enough knowledge on which to draw a 

responsible conclusion on the profile of 

each candidate. So thorough does this 

process have to be that it will be able to 

withstand legal scrutiny. 

However, during this phase special 

attention should also be paid to iden-

tifying, from the short-listed candidates, 

the one candidate that surpasses all 

others through the way in which he 

or she convincingly demonstrates that 

his or her interest goes beyond merely 

occupying a job, but is genuinely inspired 

by a higher-order calling to serve with 

dedication in helping the Public Service 

towards achieving excellence.  Behav-

iour-based interviews and requesting 

candidates to do short presentations 

have proven to be invaluable alterna-

tives to the mere question and answer 

approach of the traditional interviews.

CONCLUSION

Thorough attention to the recruit-

ment and selection process is often 

overlooked, and many public services, 

including the South African Public 

Service fall far short of the standards 

required. Investigations undertaken by 

the PSC revealed poor recruitment and 

selection practices. The concern by the 

PSC that such little attention was being 

given to what must be seen as the most 

impor tant HR function resulted in 

it developing a best practise Toolkit 

on Recruitment and Selection. This 

can be found on the PSC website 

www.psc.gov.za. The PSC trusts 

that through the use of this Toolkit, 

recruitment and selection practices will 

improve and that this will contribute to 

capacity building. 

*This article is based on presentations 

made by Dr. Norman Maharaj, PSC 

Commissioner, at the IPMA-HR Confer-
ence, held in Cape Town in April 2007 and 
at the KZN Provincial Public Sector HRM 
Convention held in Durban in September 
2007 *
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By Odette Ramsingh

Director-General

Office of the Public Service Commission

INTRODUCTION

In the context of increasing globalisa-

tion and fierce competition for the 

existing skills pool, focusing on retention 

approaches is critical. This ar ticle will 

argue that any effective retention thrust 

must be seen within the context of an 

overall performance management system.  

Literature research very seldom, if at all, 

identifies retention as a primary objective 

of performance management. This is not 

surprising! If anyone were to be asked 

why they stayed in their organisation, of 

course they will not say it is because of 

the performance management system. 

They are more likely to say it is because 

of the remuneration package or promo-

tion opportunities. And yet, if we pause 

for a moment it is the application of the 

performance management system that 

facilitates many of the aspects which we 

give as reason for staying. It is through 

our interface with it that we can gauge 

the extent to which we feel valued or 

not within the organisation. And this 

becomes an important barometer in 

determining whether our commitment 

to our organisation grows or whether 

we slowly star t to distance ourselves 

from it. And it is at these cross-roads 

that we decide whether to stay or to 

leave.

Performance management 
approach in South Africa
The backdrop to this ar ticle on perfor-

mance management as a retention 

strategy is the South African approach 

to performance management. Perfor-

mance management in its current 

context within the South African Public 

Service has been informed by the 

evolution of human resource manage-

ment since 1994. Forgotten are the 

days when human resource manage-

ment was viewed as a means of indoc-

trinating current and prospective public 

servants to conform to the ideals of an 

oppressive apar theid employer. Instead 

the focus has been placed on how the 

Public Service can enhance its perfor-

mance to the benefit of citizens. 

The South African government realised 

early that if it was to transform the way 

the Public Service operates, it needed 

to transform the manner in which it 

manages its employees. It introduced 

policy frameworks that focused on 

transforming the Public Service into an 

agency that is coherent and representa-

tive, as well as capable of achieving the 

crucial goals set for it by the people and 

government of South Africa.  Such an 

approach placed people at its centre. 

Through effective performance manage-

ment the belief was that the attitudes 

of public servants would be directed 

in such a manner that that the priori-

ties of government, and as such of the 

community of the people that it serves, 

would be enhanced through improved 

individual performance.

The overall objectives with perfor-

mance management as contained in 

the Public Service Regulations1 are 

supported by Armstrong2 who indicates 

that from both a private and public 

sector perspective the objectives can 

be defined as follows:

• to align organisational and individual    

 goals;

•  to foster organisation wide com-

 mitment to a performance oriented 

 culture;

• to develop and manage the human 

 resources needed to achieve orga-

 nisational results;

• to identify and address performance  

 inefficiencies;

• to create a culture of accountability 

 and a focus on customer service; and

• to link rewards to performance3.

4. Effective Performance Management 
as a Retention Strategy 

1 Public Service Regulations, 1999, South Africa.
2 Armstrong, M, A Handbook of Personnel Management Practice, 1998.
3 Armstrong, M, A Handbook of Personnel Management Practice, 1998.

Odette Ramsingh
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The performance management systems 

applicable in the South African Public 

Service are not unpacked in this ar ticle. 

The ar ticle rather engages with the key 

principles underpinning these systems 

and how these promote retention. 

Suffice to say that the application of 

performance management systems, 

which apply to two categories of staff, 

namely, senior managers and staff below 

the senior management service (SMS), 

provides a sound basis for the objec-

tive measurement of performance. 

Performance measures are discussed 

and agreed to upfront and develop-

mental plans are put in place. Through 

the review of performance, feedback 

is provided on a regular basis and 

employees are made aware of the areas 

they should improve on. The training 

facilitated through the development 

plans of individuals contributes fur ther 

to improved performance as a result of 

gained competencies, knowledge and 

skills.

To this end the South African perfor-

mance management system has the 

following underlying principles:

• it provides the basis for improving  

 the  performance of the Public Ser-  

 vice as a collective;

• it establishes a performance and  

 learning culture;

• it helps clarify responsibilities, priorities 

 and expectations of employees;

• it encourages communication be- 

 tween supervisors and subordinates;

• it provides a mechanism for promoting  

 accountability;

• it provides performance incentives  

 and therefore the basis to reward  

 good performers; and

• it provides the basis to deal with poor  

 performers.

These principles as a collective seek to 

enhance Public Service performance, 

retain good performers and improve the 

performance of the Public Service and 

its ability to effectively deliver services 

as a whole.  

Significance of an overall 
performance management 
system for the retention of 
employees
The performance management systems 

for public servants in South Africa apply 

a three-pronged approach designed to 

retain employees.  

Facilitating human resource 
development through the 
application of performance 
management
Firstly, it allows for personal growth 

through the application of the personal 

development plan. The training needs of 

employees are identified and addressed 

through this plan and their knowledge, 

competencies and skills and there-

fore their ability to perform effectively 

is increased. The net result is that 

employees are empowered to perform 

their duties with confidence. If employees 

are empowered through knowledge 

it improves their self-worth and their 

sense of belonging to an organisation. 

They have an improved perception of 

where they fit into the organisation and 

what they can contribute. As such they 

become increasingly attached to their 

work environment and the organisa-

tions that employ them.  

The importance of personal growth was 

confirmed in a study conducted by the 

PSC into the causes and effects of staff 

turnover at senior management level4 

where managers placed a high premium 

on personal growth and learning as a 

means of ensuring their retention. The 

following practices were identified as 

playing a significant role in their reten-

tion:

• awarding of bonuses for performance;

• awarding of bursaries;

• external conferences and seminars;

• managerial training; and

• on the job training.

Developmental oppor tunities are 

therefore seen as an important consid-

eration by employees to stay in an 

organisation5. Also, the consistent moni-

toring of turnover in the Public Service 

will make it possible to identify the 

causes of mobility and take measures to 

strengthen the practices that contribute 

to retention. 

Granting of performance 
incentives facilitated by an 
effective performance man-
agement and development 
system
Of course when discussing retention 

one cannot downplay the significance 

4 PSC Report on the causes and effects of mobility amongst senior managers and professionals in the Public Service
5 PSC Report on the causes and effects of mobility amongst senior managers and professionals in the Public Service

__PSC_Newsletter 2007__B___PROOF4.indd   14 20/11/2007   16:07:05



15PSC NEWS

of remuneration. Secondly, through 

the application of the performance 

management system, employees are 

also awarded permanent increases to 

their salar ies. Employees are awarded 

salar y progression to the next higher 

salar y in the salar y band on the basis 

of a performance rating of satisfac-

tor y and higher or fully effective and 

higher. The implication of the annual 

performance based salar y progres-

sion is permanent increases to the 

pensionable salar ies of employees. 

Employees know exactly what their 

monthly income will be and that there 

will not be any downward variances 

in the amounts they received. The 

remuneration system coupled with 

the incentives from the performance 

management system offer “predict-

able pay”, and with that, elements of 

financial security.  

Thirdly, the performance manage-

ment system also provides for an 

annual cash incentive through the 

awarding of merit based awards and 

cash bonuses. Senior managers who 

receive a rating of “significantly above 

expectations” and “outstanding” may 

receive a cash bonus between 3 to 

5% of the total remuneration package 

for performance rated as “significantly 

above expectation” and 6 to 8% for 

performance rated as “outstanding”. 

Heads of depar tments are assigned 

the power to develop reward 

systems for staff below the SMS.  

Experience has shown that awards of 

between 10% and 18% of pension-

able salar y are paid to staff below 

senior management for performance 

that is above satisfactor y. These once-

off incentives translate into sizeable 

amounts which ser ve as mechanisms 

to enhance individual performance. 

The knowledge that such perfor-

mance rewards are payable and that 

employees through their continued 

hard work can aspire to receive such 

rewards, also facilitates the retention 

of good performing staff.

When applied correctly, the system 

offers employees incentives to 

improve their remuneration position 

and strengthen their personal growth. 

As such performance management 

contains essential elements required 

in the retention of employees. 

Challenges to overcome in 
applying performance manage-
ment to ensure its effective-
ness as a retention strategy
All of the above thus far seems simple 

and straightforward enough. However, 

research on performance management 

suggests otherwise. Rather than drawing 

from the success of effective performance 

management as a retention strategy, its 

ineffective application and the under-

mining of its principles have failed to fully 

harness its contribution to the retention 

of employees. 

An analysis of the top five causes of griev-

ances in the South African Public Service 

counts grievances of performance assess-

ments as the top reason for dissatisfaction. 

What this says is that public servants are 

most aggrieved about how their assess-

ments are dealt with by their supervisors 

and managers.

Table 1: Top five causes of grievances 
dealt with by departments from 
January 2005 to June 2006 

Clearly, if performance management 

is such a major cause of grievances 

this impacts negatively on its contribu-

tion to retention. If staff members are 

discontent with the manner in which 

their performance is managed to the 

extent that they declare formal disputes 

Nature of Grievances Number

1.  Performance assessment 2346 

2.  Salary problems (adjustments to salary
     notches, payment of salary due, etc.)

831

3.  Filling of posts 817

4.  Unfair treatment 584

5.  Refusal to approve applications 116

Total number of grievances in the “top five 
category” dealt with by departments

4694

*Drawn from the Public Service Commission’s database on grievances*
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with their employer, this may impact on 

commitment to their employer and in 

such a scenario performance manage-

ment could actually become a deterrent 

to the retention of staff.

Performance management reviews offer 

a great opportunity for strengthening 

communication and providing feedback. 

Again, studies show that performance 

reviews are not conducted timeously 

and thoroughly. There is an inconsistent 

roll-out of the Performance Management 

and Development System. There is also 

widespread failure to uphold its under-

lying principles. Many managers appear 

not to have a thorough grasp of the 

constituent elements of the System and 

lack the necessary time, dedication and 

skills to make it work.  If performance 

reviews and evaluations are done only 

as an ad hoc exercise once a year, the 

opportunity to open dialogue on the 

level of performance is missed. Such 

dialogue helps to identify early warnings 

of discontentment and proactive means 

for addressing these. Failure to recognise 

the importance of performance feedback 

results misses the opportunity for reme-

dial action and sufficient engagement 

on differences of opinion. As a result, 

employees register a loss of confidence 

in the performance management process 

and question its outcomes. Such a loss in 

confidence eventually translates in a loss 

of trust in the organisation. Consequently 

good performing employees actually 

become demoralised and start looking 

outside the organisation.

Performance indicators are there to 

facilitate the objective measurement 

of performance and are the basis upon 

which the whole performance measure-

ment process rests. Instead what you 

see is inadequate and poorly identified 

performance indicators that encourage 

subjectivity, inequity and unfairness. This 

leads to staff becoming frustrated with 

the unevenhandedness of the perfor-

mance evaluation process and conse-

quently diminishes the effect of perfor-

mance management on retaining good 

performing staff. The net result of inade-

quate identification of performance indi-

cators and standards means that conclu-

sions reached on staff performance may 

be incorrect and consequently decisions 

on performance rewards and develop-

mental needs of employees may not be 

arrived at correctly. Employees are denied 

access to the right forms of training inter-

ventions as the outcomes of their perfor-

mance assessments are not informed by 

effective performance management.

The ad hocery nature of performance 

management is best seen in the submis-

sion of documentation around perfor-

mance assessment. These documents 

are usually poorly presented and have 

a checklist approach. This points to the 

fact that performance management is 

not regarded as a priority and more of 

a formality. I have often wondered why 

performance assessment documents are 

not given the same consideration you 

will give to your curriculum vitae. This 

is your opportunity to proudly present 

your performance against the objectives 

that have been pre-determined! Instead 

the System is utilised mainly for compli-

ance purposes on both the par t of the 

employee and employer.

Employees often complain of being in 

the dark in as far as their performance 

objectives are concerned and many have 

no idea how their performance objec-

tives link up with that of their employing 

depar tments. Many employees are 

therefore not altogether sure of what 

is expected of them, either in terms of 

objectives or in terms of standards, or 

both. They could be spending a whole 

year working and believing that they 

are adding value to their work environ-

ment and are eligible for rewards only 

to discover after the fact that they have 

fallen dismally short of what is gener-

ally expected from employees at their 

levels. There is hardly any ongoing moni-

toring of performance, with a resultant 

absence of regular manager-employee 

communication, performance feedback, 

guidance, coaching and mentoring.  

Given the overall scenario, the potential 

for low morale and discord is therefore 

real. The resultant impact on the health 

of the organisation can be corrosive.  

Such manifestation could be avoided 

through a more focused application of 

the norms and standards that under-

score the performance management and 

development system. Current practice 

negates the effectiveness of performance 

management as a retention mechanism.

Applying effective perfor-
mance assessment as a pre-
requisite for retention
If performance management as a mech-

anism contributing to the retention 

of employees is to succeed, sufficient 

attention to its effective implementation 

will have to be given. Management will 
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have to ensure that the building blocks 

for performance management are in 

place and applied appropriately whilst 

employees in general have a responsi-

bility to also do their bit in contributing 

to a healthy work environment.

The appropriate implementation of the 

building blocks for sound performance 

management is non-negotiable if the 

benefits of performance management 

are to be derived from its application. 

Employees should have adequate infor-

mation on their job contents through 

concise job descriptions. Clear and 

measurable performance standards 

should be negotiated between manage-

ment and subordinates to ensure that 

there is clear understanding on the 

standards of work expected of them. 

Regular monitoring of performance and 

work quality should be done. Based 

on this, regular performance feedback 

should be given. If this is done with the 

required diligence, managers will star t 

to see the benefits of performance 

management as a method of retaining 

their good performing staff. Staff in 

turn, will reap the benefits of contin-

uous development and training and be 

rewarded for their good performance.  

Individual employees can, however, not 

just sit back and assume that perfor-

mance management will be applied by 

their managers or supervisors in the 

manner that it should be. They should 

take ownership and charge of their 

careers. If they are unsure of their 

performance objectives and standards, 

they should take the initiative to obtain 

clarity from their managers. Where they 

do not receive performance feedback 

they should initiate discussion/interac-

tion with their managers to obtain feed-

back on their performance. In order to 

ensure that the performance evaluation 

process commence timely they must 

prepare their assessment documents, 

with evidence of performance, well 

in advance and without having to be 

requested to do so. They should take the 

initiative to master their responsibilities 

and consult whoever can assist them to 

excel. Employees must be driven by a 

desire to do better, to become experts 

in what they do. Employees are driven 

to perform better through performance 

management and their believe that their 

personal development goals are achieved 

through the process, are likely to feel fully 

engaged and valued in their work and will 

generally be happy with their employer. 

In such circumstances the success of 

performance management as a retention 

strategy will be ensured.

However, for organisations and 

employees to derive the maximum 

benefit from performance manage-

ment, the human resource management 

depar tments must support and facili-

tate the application of the performance 

management system. Such components 

must ensure that the Departmental 

Policy on Performance Management and 

Development provides the necessary 

guidelines, delegated power of authority 

and timeframes and that all managers 

and all employees are familiar with 

the objectives, principles and proce-

dures of the Performance Management 

and Development System. The human 

resource component should utilise the 

performance assessments to guide the 

workforce planning and skills strategy 

for the organisation. By providing 

such professional support, the human 

resource components will ensure that 

all aspects of performance management 

that contribute to staff retention, such 

as the personal development of staff 

members and the granting of perfor-

mance rewards to deserving employees 

are in place.  The thorough management 

of the performance evaluation process 

by all role players as outlined should 

ensure that performance management 

is applied in terms of its underlying prin-

ciples and therefore contribute to the 

retention of employees.

CONCLUSION

The retention of staff requires a multi-

dimensional approach. Through this article 

I have attempted to highlight the impor-

tance of performance management in 

relation to the retention of staff. However, 

performance management should be 

seen in the context of human resource 

management as a whole. It contributes 

to various practices, including human 

resource development and staff compen-

sation. Within this context the application 

of sound performance management is a 

prerequisite beyond the determination 

of performance levels. If given due atten-

tion, it can become a powerful manage-

ment tool that is effective in attracting 

and retaining the best employees. 

*This ar ticle is based on a presenta-

tion made by Ms. Odette Ramsingh, 
Director-General: Office of the Public 

Service Commission, at the IPMA-HR 

Conference, held in Cape Town in April 

2007 *
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By Eugene Raath

Deputy Director : Consultative 

Evaluations 

Office of the Public Service Commission

INTRODUCTION

Chapter 2 of the Constitution sets out 

the rights of all people in South Africa. 

These rights range from equality to 

specific rights which include, among 

others, access to housing, basic health 

care, social security, basic education, 

access to water and reasonable justice 

action.  This means that, among others, 

citizens can have some expectations on 

the delivery of cer tain services from 

government.

 

Fur thermore, the Constitution also 

enshrines basic values and principles 

by which public administration must 

be governed (Chapter 10 – Section 

195).  One of the principles is that of 

responding to people’s needs, that is, the 

needs of the people must be put first. 

To promote the notion of putting 

people first and to provide for a frame-

work for the transformation of Public 

Service delivery, government intro-

duced the principles of Batho Pele in 

1997.  This concept is an initiative to 

get public servants to be more service-

user-orientated.  Despite this developed 

framework, research indicates that there 

is still a great deal of work needed to 

be done in terms of consulting citizens 

to determine their needs and expecta-

tions in service delivery. In simple terms, 

government’s performance is judged by 

the extent to which citizens’ expecta-

tions are met. 

The Constitution entrusts the Public 

Service Commission (PSC) with the 

task of monitoring and evaluating 

Public Service performance and also 

promoting the values and principles 

set out in the Constitution. To fulfil its 

Constitutional responsibilities, the PSC 

decided to introduce a research project 

that will measure satisfaction levels of 

citizens with government services.  This 

project was undertaken in phases and 

concentrated on specific government 

sectors.  The third phase was for the 

2005/2006 financial year and focused 

on the economic and infrastructure 

services sector, namely the Depart-

ments of Water Affairs and Forestry, 

Agriculture as well as Land Affairs.

The aim of this ar ticle is to unpack the 

findings of the research of the third 

stage, albeit in a summarised form. It also 

examines whether the Public Service 

has the necessary capacity to meet citi-

zens’ expectations around government 

services. 

OBJECTIVES OF THE 
SURVEY

Since 2002 the PSC has gone directly to 

citizens with the purpose of surveying 

their needs and expectations regarding 

service delivery. The underlying purpose 

of this exercise was to establish an 

integrated instrument to measure and 

evaluate the performance of the Public 

Service regarding service delivery.

The objectives of the survey were to:

• out l ine c l ient expectat ions and  

 provide examples of where service  

 delivery standards could be aligned  

 to citizens’ needs; 

5. Citizen Satisfaction Surveys - Economic 
and Infrastructure Services Sector

Eugene Raath
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• assess the level of satisfaction expe- 

 rienced overall, as well as of key  

 components  in  the de l iver y of   

 public services;

• document perceived strengths ,  

 weaknesses , oppor tunit ies and 

 threats to the equitable delivery of  

 public services;

• gather information from citizens  

 about their needs, which the service  

 does not adequately address;

• pr ior i t i se  spec i f i c  areas  where  

 services can be improved; and

• provide tools that could be stan- 

 dardised, and provide baseline infor-

 mation for future service satisfaction  

 sur veys in South African   

 government depar tments.

In a nutshell, the aim of the survey was 

to determine the citizens’ expectations 

of services versus their actual level of 

satisfaction with the services.  The gap 

between these two were therefore 

determined and analysed in order to 

determine the reasons and causes. 

From these, the PSC identified areas for 

improvement as well as capacity chal-

lenges.  Fur thermore, the PSC recom-

mended possible solutions for depar t-

ments to strengthen their capacities to 

ensure that the needs of citizens are met.

Services identified
A process of extensive consultation, 

involving the PSC, Departments of 

Water Affairs and Forestry, Agriculture 

as well as Land Affairs, resulted in the 

selection of 14 services across these 

three depar tments for inclusion in this 

survey. The services of these depar t-

ments are designed to cater for specific 

economic and infrastructure interest 

groups. 

An outline of the depar tments and their services is provided below.

Department of Agriculture • Breeding Certificates and Authorisations
• Import Permits 
• Farmer Settlement
• Bursaries, Internships and Experiential Training
• Agricultural Engineering Services 

Departments of Land Affairs • Cadastral Surveys Information Supply Service
• Surveys and Mapping 
• Restitution of Land Rights
• Land Reform
• Deeds Registration

Department of Water Affairs and Forestry • Billing of Major Water and Forestry Users
• Licensing of State Forest Land
• Authorisations for Water Disposal
• Authorisations for Water Use
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KEY FINDINGS 

The graph below depicts overall satis-

faction scores by respondents for each 

service across the three depar tments.

The overall satisfaction scores for the 

depar tments were 79% for the Depart-

ment of Agriculture (DOA), 73% for 

the Department of Land Affairs (DLA) 

and 71% for the Department of Water 

Affairs and Forestry (DWAF). The satis-

faction scores for DOA ranged from 

68% (Farmer Settlement) to 81% (Engi-

neering Services) while that of DLA 

ranged from 62% (Restitution) to 79% 

(Surveys and Mapping). For the services 

offered by DWAF, the satisfaction scores 

ranged from 67% to 79%. The average 

percentage for this survey including 

the previous two is 71%. The Depart-

ment of Agriculture must be par ticularly 

acknowledged for the achievement of a 

high level of satisfaction by their clients.

Highest and Lowest Scoring 
Services
• On a ser vice level , the highest-

scoring services were Agricultural 

Engineering (81%), Breeding Regis-

tration Certificates and Authori-

sations (80%), Surveys (79%) and 

Licensing of Activities on State 

Forest Land (79%).

• The  l owes t - s co r i n g  s e r v i c e s  

were Farmer Settlement (68%), 

Land Reform (68%), Restitution of 

Land Rights (62%), Authorisations 

for Water Use (69%) and Billing of 

Major Water Users (67%).

Strengths 
• The analysis of the strengths, weak-

nesses, opportunities and threats 

facing each depar tment clearly 

indicates that there are common 

strengths across all the depar t-

ments, for example, the majority 

of clients indicated that they had 

received individual attention when 

requesting the services.

• Clients were satisfied with most 

aspects and issues relating to staff, 

and found them friendly, helpful and 

courteous. However, the availability 

of knowledgeable staff at some 

places was not satisfactory.

• The depar tments were rated as 

accessible and the operating hours 

were seen to be convenient in most 

cases. Clients who had visited phys-

ical service points, found them to 

be clean and safe environments, and 

the majority of them felt that the 

services they had received provided 

value for their money.

Weaknesses
• The majority of clients indicated 

that they were cer tain that they 

would receive the services they 

required the first time around. 

However, some service delivery 

gaps were identified between the 

levels of service clients expected 

and the levels of service they actu-

ally received. Many clients indicated 

that they experienced lower levels 

of service than they had expected, 

which negatively influenced their 

level of satisfaction. 

• The overr iding weakness of the 

services of all the depar tments 

related primarily to turnaround 

time. Although the average turn-

around time for each service was 

different, clients were duly dissatis-

fied. 

• The complexity of the application 

processes and inadequate infor-

mation about the services and 

processes were also noted as 

concerns for many of the clients 

across most services and all depar t-

ments. 

• The results also show that signage, 

and subsequent finding of the 

correct counters/assistance at 

service sites was unsatisfactory. 

• Although the number of complaints 
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AREA CHALLENGE

Human resource • Satisfaction with staff is an aspect which is crucial in the overall satisfaction with service 

delivery. Overall the clients held favourable opinions of the staff and found them neat, 

friendly and professional.  However, in some services, staff and subsequently service delivery 

were not very efficient with expectations of service delivery higher than that of the actual 

level of service received. Certain services were highlighted as the ones with a very low 

efficiency, namely Farmer Settlement (-2.6), authorisations for water use (-2.3) and billing 

services (-2.1).  If taken into account that scores of between -0.5 and -1.0 are of concern 

(but not of immediate concern), the above large gaps should thus receive immediate atten-

tion from the relevant depar tments. 

• While the type of attention given to clients during their interaction with the service providers 

may not seem important, it is an emotional issue for some (farmer settlement and land 

restitution) and it influences their perception of the service either positively or negatively. A 

positive factor is that a total average of 88% respondents indicated that they received indi-

vidual attention, but on the other hand only 67% revealed that they were informed about 

the processes while a much higher percentage (78%) were satisfied with the fact that they 

received sufficient information during the whole period of interaction.

lodged by clients was not par ticu-

larly high, an issue that is of great 

concern is that the majority of the 

clients who had lodged complaints 

were dissatisfied with the manner 

in which the complaints were 

handled. 

• Overa l l , there was a  low leve l  

of consultation with clients. Service 

delivery and the alignment of 

services with the needs of users 

can only be improved if clients are 

consulted. 

• Record-keep ing  and accur acy  

was noted by both the clients and 

the researchers as deserving atten-

tion. Most service delivery compo-

nents had poor record-keeping 

systems.

Opportunities
• Most services are accessible through 

other means and clients are willing 

to utilise the Internet.

Threats
• Some clients prefer to utilise private  

 sector service providers.

Although there seems to be an improve-

ment, overall, Public Service entities 

must build their capacity in order to 

enable them to meet citizens’ expecta-

tion per taining to service delivery. The 

following capacity challenges facing the 

three depar tments were identified:
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Administration • Accessibility of service points was overwhelmingly found to be good. However, users of 

the Billing of Major Water and Forestry Services, Authorisation for Waste Disposal and 

Farmer Settlement did not find services satisfactory.  Most users of services indicated that 

they would prefer access to services by Internet.  

• On average, 84% of the clients from DOA, 75% from DLA and 65% from DWAF indicated 

that the turn-around time for services was reasonable. The most negative clients were from 

Farmer Settlement (41%) and Land Restitution (36%).  Clients applying for authorisations 

for Waste Disposal indicated that authorisations take three months to be issued. 

• Record-keeping and accuracy of information were not measured, but on enquir y about 

problems experienced; the following replies from clients came up:

▪ Permits and cer tificates incorrect;

▪ Lost documents; and

▪ Mistakes, errors and problems with accuracy of information, data, records and accounts.

The factors mentioned above caused unnecessary delays in service delivery and are genuine 

capacity challenges facing the depar tments. Most services had poor and outdated record-

keeping systems. Protocols for maintaining and updating client records have not been stan-

dardised. The limited application of technology to assist in archiving, updating and reporting 

on client par ticulars jeopardises the effectiveness of various services and the understanding 

of client profile.

• The complexity of applications/processes was another challenge identified.

Consultation and 
Communication

• Generally, it was also found that signage was not adequate, forcing clients to ask for direc-

tions from attendants or other clients.  On average only 27% said they used information 

boards to find their way.  

• Although the number of complaints lodged by clients was not par ticularly high, what is of 

great concern is that the majority of clients (60%) who did lodge complaints were dissat-

isfied with the manner in which the complaints were handled.  Most clients who lodged 

complaints were from Farmer Settlement, Agricultural Engineering, Land Reform and Water 

Usage.

• Overall, respondents indicated that the availability of information from depar tments was a 

primary problem.
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It can be concluded that the Depart-

ments that par ticipated in this survey 

generally met the needs of clients, as 

the majority of citizens were satisfied 

with the service they received. There 

are, however, several capacity challenges 

that have been identified and need 

management attention.  The main prob-

lems are the turnaround time for appli-

cations and the lack of information.  

Moreover, the following are issues that 

need immediate attention:

• Billing errors and response to queries

• Complexity of application processes

• Period of validity of authorisations

• Accuracy and record-keeping

• Complaints handling process

• Knowledgeable staff and decision- 

 making

• Telephone management

• Consultation and communication

• Signage 

RECOMMENDATIONS

The results from the survey have been 

used to form the basis on which to make 

recommendations for improvements to 

the services of the three Departments. 

Fur thermore, these recommendations 

have drawn on the most common or 

serious service delivery capacity chal-

lenges highlighted by clients who par tic-

ipated in the survey. These recommen-

dations serve to provide guidelines for 

addressing service delivery challenges 

in the light of the Constitutional values 

and principles that govern public admin-

istration and the Batho Pele principles. 

The table below depicts areas that 
have been identified for further 
development and strengthening.

AREA RECOMMENDATIONS

Human resource capacity • The availability of competent staff on duty needs to be investigated and improved. More 

staff members have to be trained to improve competency and their availability in and 

around the service points should be improved. 

• It is also recommended that depar tments consider ways and means to centrally, and in a 

coordinated process, assist components to attend to all these recommendations.

Administration capacity • Turnaround time needs to be given top priority in all the services. Departments should 

evaluate their administrative processes in order to post gains in service delivery enhancement. 

• Signage has to be improved in order to ensure effor tless access to ser vices offered. 

• Departments should attend to complaints especially the complaints mechanisms and the 

use of complaints boxes and toll-free numbers. The details of an official or manager on 

duty should also be visible to all clients at all times. 

• Departments, who have not done it yet, should consider introducing access to their 

services via the Internet and also taking advantage of the available and advanced tech-

nology. This source could also be used to register clients and potential clients on a data-

base, which would enable depar tments to distribute information to them. 

• In line with the Constitutional principle of ‘efficiency, economy and effectiveness’, depar t-

ments must consider the simplification of application processes.  Making forms readily avail-

able and reducing the complexity of the application and ordering processes (using simple 

formatting and language on forms) may further streamline the process. 

• Many of the recommendations can not be implemented properly without valid and 

updated records of clients.  It is therefore recommended that attention be given to the 

development and application of workable record-keeping systems/databases. 
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Consultation and 
communication

• Frequent consultations should be held with service users in order to determine their 

expectations.

• Users should be provided with more information on the processes involved and the time 

taken to achieve their end goals. By the use of service standards, based on the priorities 

of citizens, depar tments should ensure accountability in meeting client expectations.

*This ar ticle is based on the PSC’s report on Citizen Satisfaction Survey: Economic and Infrastructure Services Sector. 

A comprehensive list of references is contained in the report.*
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By Sifiso Ngema

Director : HoD Performance 

Management Monitoring

Office of the Public Service Commission

INTRODUCTION 

The South African Public Service has 

undergone a number of reforms since 

the advent of democratic rule in 1994. 

Throughout these reforms, the guiding 

imperative has been the repositioning of 

the Public Service to be responsive, and 

to ensure efficient and effective service 

delivery to the public.  In essence, Public 

Service institutions have been entrusted 

with the responsibility to manage public 

resources and to deliver quality services 

to the people.

At the top of the administrative echelon 

of the Public Service, Heads of Depart-

ment (HoDs) are effectively the admin-

istrative drivers of government’s Public 

Service delivery programme. They 

thus shoulder the most crucial role of 

ensuring that service delivery objectives 

of their respective depar tments are 

actually achieved. It is therefore logical 

to ensure that service delivery plans of 

depar tments are aligned to the strategic 

priorities of government and that the key 

performance areas of HoDs are aligned 

to the strategic plans of their depar t-

ments. Such alignment helps to create 

a basis for effective monitoring of the 

performance of HoDs and for holding 

them accountable for the achievement 

of the objectives that fall within their 

scope of responsibility. Accordingly, the 

effective implementation of perfor-

mance management systems remains a 

critical tool for promoting accountability 

in the Public Service.   

The Public Service Commission (PSC) 

has been facilitating the evaluation 

of the performance of HoDs since 

the 2000/2001 evaluation cycle, thus 

ensuring accountability at the highest 

level of the Public Service administra-

tive leadership. However, over the years 

there has been a noticeable decline in 

the number of HoDs whose perfor-

mance get evaluated. The PSC is under-

standably concerned that unless urgent 

action is taken to address the proce-

dural challenges facing the evaluation 

process, compliance with the Evaluation 

Framework may never be realised.  This 

ar ticle is therefore meant to highlight 

the challenges around the implementa-

tion of the Framework for the Evalua-

tion of HoDs in the Public Service.

PROCEDURES AND CHAL-
LENGES 

A Framework for the Evaluation of the 

Performance of HoDs was adopted by 

Cabinet in November 2000, to assess 

the performance of the highest admin-

istrative echelon of the Public Service 

leadership. This framework is based 

on the Performance Management and 

Development System (PMDS) for Senior 

Management Service (SMS), which was 

implemented in April 2000. The frame-

work was initially mandatory for national 

HoDs but in 2002 the PSC approached 

Cabinet to declare this directive manda-

tory for provincial HoDs with effect 

from 2002/2003 financial year. It is in 

terms of this Framework that the PSC 

facilitates the evaluation of HoDs. 

The evaluation process
The responsibility to evaluate HoDs lies 

with Executing Authorities (EAs). At the 

beginning of each financial year, the EA 

and the HoD must enter into a Perfor-

mance Agreement (PA) in which they 

agree on the goals and objectives that 

the HoD will achieve in that par ticular 

year. After the PA is signed it must then 

be submitted to the PSC for filing. At 

the end of the financial year the EA 

must arrange for the evaluation of the 

HoD by appointing a panel that will 

assess the performance of the HoD and 

advice the EA on the level of the HoD’s 

performance. 

The EA is expected to provide the PSC 

with documents that will be used during 

the panel meeting. These documents 

6. Challenges around the Implementation of 
the Framework for the Evaluation of HoDs

Sifiso Ngema
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include the Performance Agreement, 

the Verification Statement, the Depart-

mental Strategic Plan and the Annual 

Report. The Verification Statement (VS) 

is a statement by the HoD which states 

the HoD’s achievements during that 

par ticular financial year, and it is based 

on the Performance Agreement.  The VS 

must be agreed to and signed by both 

the HoD and the EA. The EA must also 

set the date and venue for the evalua-

tion meeting. 

All Evaluation Panels are chaired by 

PSC Commissioners and the Office of 

the Public Service Commission acts as 

secretariat for the Panel. The Evaluation 

Panel is expected to assess the HoD’s 

performance based on what was agreed 

upon in the PA and what has been 

achieved according to the Verification 

Statement and the Annual Report. The 

EA and the HoD also give oral evidence 

of the HoD’s achievements during the 

panel meeting. Based on evidence given, 

the panel formulates a recommenda-

tion on the HoD’s level of performance 

and identifies developmental areas for 

the HoD. The EA has the prerogative 

to either accept or decline the advice 

given by the Panel. The level of the 

HoD’s performance agreed on has an 

impact on rewards (pay progression 

and/or cash bonus). 

Compliance with require-
ments 
Since inception of the Framework for 

the Evaluation of HoDs during the 

2000/2001 financial year, there was a 

steady increase in par ticipation and 

compliance, par ticularly during the 

2002/2003 financial year. The 2003/2004 

evaluations showed a sharp decline on 

compliance where only 51% of HoDs 

who qualified were evaluated. PSC’s 

records show that 61 HoDs were 

evaluated in terms of the Framework 

in 2001/2002 as compared to 44 in 

2003/2004 (see Table 1 below). Although 

73 HoDs qualified to be evaluated 

during 2004/2005, only 43 (59%) were 

evaluated by November 2006. For the 

2005/2006 financial year, only 11 HoDs 

have been evaluated by January 2007. 

Even though the 2005/2006 evalua-

tions are still continuing, the figures are 

worrying given that ideally evaluations 

for 2005/2006 should be completed by 

April 2007. 

Table 1: Number of HoDs evalu-
ated since the implementation of 
the Framework for the Evaluation 
of HoDs

2000/

2001

2001/

2002

2002/

2003

2003/

2004

2004/

2005

2005/

2006

National 12 23 21 12 13 8

Provinces 23 38 31 32 30 5

Totals 35 61 52 44 43 11

This is a worrying trend especially 

given the fact that the Framework is 

in its sixth year of implementation. The 

PSC had hoped that after five years of 

implementation there would be at least 

80% compliance. The reasons for non-

evaluation of HoDs ranges from docu-

ments not submitted to the PSC by 

the EAs; the HoD not in the post for 

a full financial year as is required by the 

Framework; PA not agreed to by the EA 

and the HoD; and the HoD being in an 

acting capacity. 

Core to the performance management 

of HoDs is the filing of the Performance 

Agreements with the PSC. In terms of 

a Cabinet decision of December 2002, 

HoDs must file their PAs with the PSC 

by end of June each year. However, the 

statistics show that 25 PAs out of 37 

HoDs nationally were submitted for 

2005/06 and 67 out of 103 provincial 

HoDs were submitted. To date, there is 

63% submission for both national and 

provinces for the current financial year. 

Future developments
Some members of the Evaluation Panels 

have raised concerns that the evaluation 

of the HoDs and the outcome of these 

evaluations is not a true ref lection 

of the level of performance of their 

depar tments. As a result the PSC has 

developed an Organisational Perfor-

mance Assessment Instrument that will 

assist to gather and analyse information 

regarding the performance of depar t-

ments. This instrument will assist in 

closing the gap between the individual 

(HoDs) and organisational performance 
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assessment. The information derived 

from this instrument will be used to give 

feedback to EAs on the performance 

of their depar tments. The information 

will also be made available to Panel 

members assessing the performance of 

the HoD.

CONCLUSION 

The noticeable decline in the number 

of HoDs that are evaluated is a serious 

cause for concern for the PSC. The 

HoD evaluation process continues to 

face several challenges that have made it 

impossible to attain full compliance with 

the Framework.

The PSC has continuously engaged the 

Executive and Parliament in an endea-

vour to improve the level of compliance 

with the Framework. Key challenges 

facing the process have been brought 

to the attention of the Executive and 

Parliament with proposals on how they 

should be dealt with.

Performance management is a strategic 

tool for effective human resources manage-

ment and when properly applied leads to 

improved organisational performance. The 

fact that EAs and HoDs have not fully 

complied with the Framework for Evalu-

ation of HoDs is worrying. If the highest 

management echelon in the Public Service 

does not take this important process seri-

ously, it will translate to the rest of the 

Public Service not taking this process as 

an important step towards accelerating 

service delivery. 

*This ar ticle is based on the PSC’s internal report on the Implementation of the 

Framework for the Evaluation of HoDs in the Public Services. A list of refer-

ences is contained in the report.*

“It is therefore 

logical to ensure 

that service delivery 

plans of depart-

ments are aligned 

to the strategic 

priorities of govern-

ment and that the 

key performance 

areas of HoDs are 

aligned to the stra-

tegic plans of their 

departments .”
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By Marié van Blerk

Former Director : Quality Assurance 

Office of the Public Service Commission

INTRODUCTION

The Promotion of Administrative Justice 

Act, 2000 (Act No. 3 of 2000) (PAJA), 

is a pioneering legislation aimed at 

changing the way government interacts 

with the people it serves. The Act seeks 

to protect the public from unlawful, 

unreasonable and procedurally unfair 

administrative decisions. It gives people 

affected by administrative decisions the 

right to be informed that a decision is to 

be taken, to be given reasons for decisions 

and to have decisions reviewed in court. 

One can also not overlook the fact that 

PAJA is an extremely challenging piece 

of legislation. Moreover, the ability to 

understand and the capacity to imple-

ment PAJA determine the level of 

compliance within depar tments. 

Based on this context, the Public Service 

Commission (PSC), Department of 

Justice and Constitutional Development 

(DoJ&CD) as well as German donor 

agency (GTZ) cooperated in under-

taking research aimed at reviewing the 

ability of the Public Service to imple-

ment PAJA. This article, therefore, seeks 

to provide an overview of the study, the 

findings and the recommendations made 

to enhance the implementation of PAJA. 

The article also provides insight into 

issues around the capacity of the Public 

Service to comply with the requirements 

and the extent to which human rights are 

being promoted and protected. 

BACKGROUND

PAJA needs to be understood in the 

context of both the Constitution of 

the Republic of South Africa, 1996, with 

its Bill of Rights, and the history of our 

country, which requires the provision 

of equitable and quality services for all 

South Africans.

It must also be noted that PAJA will only 

become more effective if it is promoted 

and applied appropriately. The conclu-

sion is that a culture of compliance 

with the constitutional values of open-

ness, transparency and accountability 

is required to ensure that the imple-

mentation of PAJA is more than merely 

legalistic compliance. 

In order to understand issues around 

non-compliance, the purpose of the 

study was to:

• assess the degree to which public 

servants and staff in civil society 

organisations are aware of PAJA;

• assess the current status of compli-

ance with the provisions of PAJA in 

national, provincial and local govern-

ment, and selected civil society 

organisations;

• assess the extent to which adminis-

trative decisions meet the fairness 

standards stipulated in PAJA; and

• identify the reasons for non-compli-

ance in agencies where support 

and promotional activities had been 

undertaken, as well as in those 

where they had not.

7. Compliance with the Promotion of 
Administrative Justice Act

Marie van Blerk
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RESEARCH INSTRUMENTS 
AND METHODOLOGY

The research focused on Public Service 

institutions at all three levels of govern-

ment. The following depar tments were 

included in the sample and the reasons 

for their inclusion are briefly outlined.

• A national department that provides 

services directly to the public. The 

Department of Home Affairs was 

ideal as its services have a profound 

impact on the lives of citizens, 

immigrants, and foreigners. Inter-

views were held at the national and 

district office levels.

• Two provincial depar tments.  One 

whose officials received formal 

training on PAJA (the Northern 

Cape Department of Social Devel-

opment) and one whose officials did 

not receive such training (Limpopo 

Department of Health and Social 

Development).

•  One  l o c a l  a u t ho r i t y  t h a t  h ad  

received training on PAJA (City of 

Cape Town). The intention was also 

to include one local authority that 

had not received training, (City of 

Tshwane Metropolitan Munici-

pality), but interviews with this local 

authority did not materialise.

• A small selection of Gauteng based 

civil society organisations that 

assist citizens in getting access to 

services.

A research instrument was developed 

and comprised the following:

• A one-page, anonymous awareness 

questionnaire that simply asked 

whether respondents had heard 

of PAJA, and if so, what they knew 

about it and what the sources of 

their knowledge were. This ques-

tionnaire was distributed in an ad-

hoc fashion. On average, 50 of these 

were completed for each depar t-

ment researched. 

• A  ques t ionna i re  to  i n te r v i ew 

administrative decision makers 

on the procedures they used to 

reach decisions, their own atti-

tudes to PAJA and the need for it, 

their perceptions of their superiors’ 

attitudes to PAJA, and what they 

believed was needed to become 

compliant with it. Between 8 and 

10 of these interviews were under-

taken in each depar tment.

• A questionnaire to review what 

institutions were doing to imple-

ment PAJA in a systematic manner. 

This questionnaire was completed 

for each depar tment.

KEY FINDINGS

Awareness of PAJA 
There is a very low level of awareness 

of PAJA in both the national and provin-

cial depar tments and a higher level of 

awareness in the local authority and 

civil society organisations as illustrated 

by the table below. 

Table 1: Impact of Training - Comparison between institutions where training had been provided and those where 
no training had been provided.

Name of Department

Training 

provided

Never heard 

of PAJA

Heard of PAJA 

but know nothing 

about it

Heard of PAJA 

and knew some-

thing about it

Department of Home 

Affairs 

No 96% 2% 2%

Northern Cape 

Department of 

Social Development

Yes 50% 28% 22%
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Limpopo Depart-

ment of Health and 

Social Development

No 86% 9,6% 3,8%

Local authority 

-  City of Cape Town

Yes 60% 6% 34%

Civil society 

organisations

In some 

instances

32% 26% 42%

It can therefore be concluded that:

• There is a very low level of aware-

ness. This is of great concern espe-

cially for those entities that have 

substantial public interface and 

provide vital services to the public.

•  Tr a in ing  shou ld , there fore , be  

regarded as valuable and must be 

increased. It seems that formal 

courses and workshops are the 

main sources of information about 

PAJA.

• Even though some training was 

provided to staff in cer tain institu-

tions, the level of awareness was 

still very low and there is clearly a 

need for more training. Responses 

indicated that staff knew that PAJA 

requires decisions to be fair only. 

There was generally no mention 

of the need to provide reasons for 

decisions. This shows a very limited 

understanding of PAJA.

• I t  can , however, be noted that  

training created a greater level of 

awareness in the Northern Cape 

Department of Social Development 

and the Cape Town Metro than 

those where no formal training had 

taken place.

In addition, there seemed to be no 

awareness of the time limits set by PAJA 

to respond to requests (i.e. within 90 

days) and little effor t is made to ensure 

that applications were considered within 

the limitation set by PAJA.

One can therefore argue that without 

awareness and knowledge of legislation, 

and the systems to implement the legis-

lation, which are two critical building 

blocks, appropriate implementation will 

always be lacking. Overall, Public Service 

institutions should invest in training their 

staff in order to ensure capacity to fast-

track the implementation of PAJA.

Compliance with the provi-
sions of PAJA 
• It seems that whi le there was a 

general and discernable desire 

and intention to make administra-

tive actions fair and just, the PAJA 

legislation did not necessarily result 

in the alignment of administrative 

practices with its requirements.

• Generally, with the exception of the 

Northern Cape Province and the 

City of Cape Town, responses indi-

cated that there were almost no 

effor ts to ensure compliance by 

institutions.

•  The Nor ther n  Cape Prov ince  

followed a specific implementation 

process by appointing Compli-

ance Officers with the responsi-

bility of implementing PAJA. The 

mainstreaming of PAJA is evident 

in the higher levels of awareness in 

the Province. The establishment of 

Compliance Officers is a good prac-

tice as PAJA was institutionalised in 

this manner.

• Procedural changes to procedures 

of the City of Cape Town were made 

to ensure compliance with PAJA, 

including documentation of work-

flows and procedures, centralised 

receipt of appeals, the appointment 

of an ombudsman, the creation of 

a standing committee to deal with 

certain appeals and an increase 

in the time for lodging of certain 

objections. This highlights the impor-

tance of detailed knowledge of 
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the requirements of PAJA and the 

ability to align internal processes to 

the requirements. The procedures 

for making decisions (building plan 

applications, the holding of public 

gatherings, zoning applications, busi-

ness licenses, and water disconnec-

tions) were clearly stated in written 

policy documents and in some 

instances, it was supported by elec-

tronic applications. Deviations were 

authorised by responsible managers 

and the scope for discretionary 

decision-making seemed well regu-

lated and controlled.

• The right to appeal social security 

decisions is enshrined in the Social 

Security Act, 2004 (Act No 13 of 

2004) and procedures for dealing 

with requests for reasons were well 

established in the depar tments. The 

study found that exercising of this 

right by the public stems from this 

provision in the Social Security Act 

rather than the application of PAJA.

POSSIBLE STRATEGIES TO 
INCREASE PAJA COMPLI-
ANCE

There is enough evidence to conclude 

that there is, generally, a shor tage of 

capacity amongst public servants to 

implement PAJA. The key driver to 

comprehensive compliance with PAJA 

is knowledge, which can be achieved 

through proper training. There is also 

a need to introduce strategic plans 

for the implementation of PAJA, which 

should also clearly spell out responsi-

bilities. 

Government institutions should there-

fore acknowledge that a skilled work-

force that is knowledgeable about the 

requirements of PAJA is critical to 

ensuring the successful implementation 

of government programmes aimed at 

consolidating democracy.

The following are some key interven-

tions that can facilitate compliance with 

PAJA.

Awareness and communi-
cation
• More needs to be done to promote 

PAJA and encourage the implemen-

tation of its provisions. Targeted 

and strategic effor ts are needed 

to increase awareness of PAJA to 

address the current limited, often 

vague understanding of it. 

• Awareness raising activities should 

also address the culture in the Public 

Service, specifically with regards to 

informing the public of their right 

to appeal decisions, instead of 

keeping quiet in order not to “invite 

trouble.”

• A str ategy for integrat ing PAJA 

awareness raising activities into 

other Public Service programmes 

(e.g. induction courses, Batho Pele 

initiatives, and service delivery 

improvement programmes) should 

be sought, especially in par tner-

ship with the Department of Public 

Service and Administration (DPSA) 

and South African Management 

Development Institute (SAMDI).

• Increased use of electronic media 

and direct emails to staff with access 

to computers should be made. 

Departmental web sites should 

clearly inform citizens of their right 

to appeal and to whom appeals 

should be addressed in relation to 

the specific services provided by 

the depar tment.

• A dedicated link on the government 

web site www.gov.gov.za should 

be created to inform citizens about 

PAJA, the obligations it places on 

government and its implications 

for themselves. A summary of the 

main provision of PAJA should be 

posted on the web site. This could 

be linked to other DoJ&CD or 

DPSA web sites, but it should be 

clearly and immediately visible on 

the www.gov.za web site.

• A shor t handbook, similar to the 

A5-sized books on the Constitu-

tion and the Public Service Code 

of Conduct, should be compiled. It 

should be written in a language that 

is accessible and easily understood 

by end users. 

• A summary handout, highlighting 

the main provisions of PAJA, should 

be developed.

Training
• Awareness raising activities should 

be supplemented by the provi-

sion of training and by developing 

practical guidelines and procedures 

that consistently ensure fairness in 

administrative decisions. Innova-
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tive strategies should be consid-

ered to address the training needs 

expressed by respondents.

• Internal  depar tmental  tr a in ing 

components officials should be 

targeted to undergo train-the-

trainer courses, to enhance aware-

ness of PAJA and ensure greater 

compliance with PAJA in their 

respective depar tments.

• The summarised PAJA handout can be 

distributed as par t of related 

training programmes. The material 

should give a summary and expla-

nation of the main provisions and 

requirements of PAJA.

• Material on PAJA should be inte-

grated into all internally provided 

training programmes by developing 

a brief, accessible information/

training module.

• A standard short course, possibly of 

just a single day’s duration, which 

can be delivered by experienced 

and competent trainers, should be 

developed. The course could also 

be tailored to address the training 

needs of civil society organisations.

• Training that is topical, related to 

specific jobs, and based on common 

and everyday-related situations 

requiring the application of PAJA, 

should be developed. 

Integration with other gov-
ernment programmes 
• PAJA promotion should be included 

in current and future Batho Pele 

promotion initiatives. 

Integration with business processes 

• The business processes in depar t-

ments need to be systemati-

cally mapped, clearly indicating 

where and by whom decisions 

are taken. Manuals and guidelines 

that prescribe procedures, iden-

tify where decisions are made and 

assist in minimising deviations from 

specific processes should be devel-

oped to enhance PAJA compliance.

• Consideration should be given 

to amending the provisions of PAJA 

allowing 90 days for the processing 

of requests, since this is regarded 

as excessive. Exceptions could still 

be provided for, should a shorter 

period be adopted.

• Suppor t should be provided to all 

government depar tments to 

become PAJA compliant. Although 

respondents suggested the devel-

opment of a cer tification process 

through which institutions or 

programmes can be cer tified as 

being PAJA compliant. However, 

careful consideration should be 

given to the consequences of such a 

process, which may result in a multi-

tude of cer tificates being issued.

CONCLUSION

Notwithstanding the difficulties around 

implementing PAJA, overall, it seems that 

there is a general desire and intention 

by the Public Service to make admin-

istrative actions fair and just. Nonethe-

less, PAJA legislation has not neces-

sarily resulted in Departments aligning 

their administrative practices with its 

requirements. Moreover, the low level 

of awareness around PAJA suggests 

that the Public Service lacks the neces-

sary understanding and therefore the 

capacity to comply and implement PAJA 

requirements.  In this regard, the Public 

Service should prioritise training around 

the Act.

Ultimately, PAJA will only become more 

effective if it is promoted and applied 

appropriately. The Public Service should 

strive to improve its capacity to deliver 

on the requirements of PAJA thereby 

ensuring that it does not subject citizens 

to unlawful, unreasonable and proce-

durally unfair administrative decisions. 

In essence, a culture of compliance 

with the constitutional values of open-

ness, transparency and accountability 

is required to ensure that the imple-

mentation of PAJA is more than merely 

legalistic compliance. 

*This ar ticle is based on the PSC’s report 

on Compliance with the Promotion 

of Administrative Justice Act, 2000 

[Act No. 3 of 2000]. A comprehen-
sive list of references is contained in the 
report.*

__PSC_Newsletter 2007__B___PROOF4.indd   32 20/11/2007   16:07:21



33PSC NEWS

By Kobus van der Merwe 

Director : Programme Evaluation

Office of the Public Service Commission

INTRODUCTION

With the advent of democracy in 1994, one 

of the government’s key priorities was to 

eradicate poverty. Now, more than a decade 

later, poverty still remains a challenge. 

Nonetheless, apar t from the social secu-

rity programmes which are currently 

major instruments for redressing 

poverty, both national and provincial 

depar tments have been implementing 

a broad range of developmental inter-

ventions to address poverty. Although 

these programmes have largely been 

allocating funds to the neediest sectors 

in the country, the impact of some of 

them has still been limited, especially 

amongst the ultra poor. Concerns 

that have been raised about these 

programmes include poor coordination, 

poor integration of service delivery, 

lack of proper processes, exclusionary 

practices and a lack of monitoring and 

evaluation.  Another concern, which is 

possibly overlooked, is whether the Public 

Service has adequate capacity to imple-

ment poverty eradication measures.

Given this context, the Public Service 

Commission (PSC) decided to under-

take a series of evaluations of govern-

ment’s poverty reduction programmes. 

In preparation for such an evaluation, the 

PSC had to first undertake an Audit of 

current poverty reduction programmes 

and projects, as a first phase of the 

project. The aim of the Audit was to 

gain a better understanding of the 

definitions used to describe poverty 

and the interventions implemented to 

address it as well as the criteria used 

to categorise interventions.  This ar ticle 

therefore strives to provide a summary 

of the findings of the Audit as well as 

some comment around the state’s 

capacity to implement poverty reduc-

tion programmes.

AIMS OF THE AUDIT

The purpose of the Audit was to provide 

all the necessary definitions, criteria 

and data on government programmes 

aimed at poverty reduction. The idea is 

that, once the universe of projects and 

programmes being implemented by the 

national and provincial departments has 

been defined, a realistic and representa-

tive sample could be drawn to evaluate. 

This will enable the PSC to implement 

Phase 2 of the project which will entail 

a series of evaluations of the success of 

selected programmes and projects.

To achieve the purpose of evalu-

ating government’s poverty reduction 

programmes and projects, the following 

three objectives were set for the Audit:

• to define what is meant by poverty  

 relief (and related terms);

• to develop criteria for the classifica-

tion of poverty relief programmes 

and projects; and

• to develop and populate a database 

on poverty relief programmes and 

projects in all government depart-

ments at national and provincial level.

SUMMARY OF FINDINGS

Definition of poverty
In South Africa, there is little or no 

8. An Audit of Government’s Poverty 
Reduction Programmes and Projects

Kobus van der Merve
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consistency in the manner in which 

different terms are used (i.e. “poverty 

alleviation,” “poverty relief,” “poverty 

eradication,” etc.), but there is an 

understanding that there are in fact 

different types of interventions aimed at 

addressing poverty. This was confirmed 

by both a scan of the literature and 

interviews with government officials. 

The central distinction, as with the case 

of “poverty alleviation” versus “poverty 

eradication”, is between ‘welfare’ and 

safety-net type measures and ‘develop-

ment,’ as most visibly illustrated by the 

shift in thinking which was reflected in 

the name change from Department of 

Welfare to Department of Social Devel-

opment. 

At one level, the distinction between 

welfare interventions and develop-

mental interventions is very real. 

Clearly the activity of disbursing grants 

is entirely different from supporting an 

income generating project or financing 

the transfer of land to poor people. 

However, at another level – that of 

impact – it is important to be cautious: it 

appears that it is not correct to assume 

that grants only assist poor people in 

terms of short-term relief from income 

poverty, while developmental interven-

tions, by contrast, ‘teach them to fish’. 

There is credible research to the effect 

that South Africa’s social grants are in fact 

quite developmental, while a lot of would 

be developmental initiatives are not. 

Since the anti-poverty activities are 

referred to as “programmes” and “proj-

ects” in this Audit, working definitions of 

both are provided:

• A pover ty reduction project is a 

systematic process of activities 

aimed at achieving a decrease in 

the number of individuals or house-

holds that are unable to meet his/

her/its basic human needs. It has a 

cost parameter and a time defined 

for its development. 

• A pover ty reduction programme is 

a portfolio of projects related to 

the common objective of reducing 

poverty in a specific functional area 

(e.g. the Comprehensive Agricultural 

Support Programme of the Depart-

ment of Agriculture) or a combi-

nation of functional areas (e.g. the 

Expanded Public Works Programme 

combining inter alia infrastructure, 

environmental and culture, economic 

and social related projects).

In selecting criteria for categorisation 

of projects and programmes, two issues 

were considered.  In the first instance, 

that the categorisation should lend itself 

to future monitoring and evaluation; and 

in the second instance, that it should 

resonate with the way that decision 

makers see their various endeavours. 

The first approach defines programmes 

by the type of poverty that they address 

(i.e. income, capability, asset, special 

needs and social insurance). The second 

approach simply defines programmes 

based on the existing programme inter-

ventions (i.e. social security, free basic 

service, subsidised services, housing, 

land reform, income generating and 

public works). This latter, more practical 

approach, was eventually decided upon 

to guide subsequent work.

After engaging various stakeholders and 

also because government policy does 

in fact recognise the multi-dimensional 

nature of poverty, as evidenced by its 

attempts to address poverty in a number 

of different ways, the PSC is adopting 

a working definition of poverty that is 

as broad and encompassing as possible. 

That is, ‘an individual or household 

is said to be in a state of poverty 

when they have no income or have 

an income below the standard of 

living or are unable to meet their 

basic human needs’.

 

Database of poverty relief 
programmes / projects
In addition to gaining a better under-

standing of the definitions used to 

describe poverty and the interventions 

implemented to address it as well as the 

criteria used to monitor and measure 

interventions, the Audit was also intended 

to develop a database consisting basic 

information on all the poverty eradication 

programmes and projects. 

The database was designed to contain 

fields and capture aspects of the most 

important information needed to 

populate an extensive database of 

poverty reduction related programmes 

and projects. These aspects included 

the programme and project name, 

main activities, contact details, budget 

information, location of projects (by 

municipality), outputs, beneficiaries, etc. 

Fur thermore, the database was also 

designed with the future requirements 

of government in mind.
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A major challenge for this project was 

that no central national database of 

poverty reduction programmes and 

projects was in place. It was also estab-

lished that apart from the programme 

and project inventories in the Free State, 

Limpopo and North West, no such data-

base existed at a provincial level.

This meant that information had to be 

sourced from the national and provin-

cial depar tments themselves. Fur ther-

more, both programmes and projects 

did not have sets of unique numbers 

to distinguish them from one another, 

which means that it was difficult to 

pick up duplicate projects in the data 

sets and to do comparative analyses 

of programmes and projects from one 

year to another. A future requirement 

of any central database would be to 

identify both a core set of variables for 

which information on programmes and 

projects needs to be collected and a set 

of indicators for measuring the impact 

of programmes. Norms and standards 

should also be developed on the collec-

tion of information on programmes and 

projects and its storage in a database.

Notwithstanding all the hurdles, even-

tually a database of more than 40 

programmes that contained more than 

29 900 projects was produced. However, 

many more important national and 

provincial programmes could have been 

incorporated if support from some 

depar tments was for thcoming.

On the issue of monitoring and evalu-

ation, The Presidency has been identi-

fied in the Programme of Action as the 

ideal depar tment to take forward the 

development of a government-wide 

monitoring and evaluation system. The 

Audit recommends that The Presidency 

take responsibility, in consultation with 

National Treasury, Statistics South Africa 

and the PSC, for the development and 

maintenance of the database of govern-

ment’s poverty reduction programmes 

and projects. Fur thermore, it is recom-

mended that the database be updated 

on an annual basis.

In addition, a standardised set of 

variables and indicators for each 

programme and project need to be 

developed and adapted for depar tment 

specific circumstances. Moreover, appro-

priate business processes to ensure the 

proper recording of information on 

programmes and projects need to be 

developed. In this regard, there is a need 

for government to develop a system 

that allows programmes and projects 

to be provided with unique identifier 

codes or numbers. It is also critical that 

geographic information on the proj-

ects is provided and that the sub-place 

names database of Stats SA becomes 

the official source to be used for geo-

locating projects.

INITIAL PERCEPTIONS ON 
CAPACITY OF THE STATE 
TO IMPLEMENT THESE 
PROGRAMMES 

The seemingly limited capacity and lack 

of resources at national and provincial 

depar tments to deal with requests for 

information on programmes and proj-

ects prevented the project team from 

compiling a comprehensive list of poverty 

reduction programmes and projects. It 

was also concluded that there is generally 

a lack of systems and standards when it 

comes to information management and 

reporting. This surely led to the percep-

tion that capacity to implement these 

programmes is underdeveloped.

Ultimately, the key issue is to ensure that 

depar tments demonstrate the capacity 

to design, plan, implement and monitor 

these programmes in such a manner that 

they achieve their objectives. The initial 

impression gained from the Audit, espe-

cially the effor t involved in just getting 

data from depar tments, is that capacity 

is limited. Most importantly, there is a 

need for national strategy as well as 

norms and standards for the implemen-

tation of poverty reduction programmes. 

Only when these programmes are 

conducted in a comprehensive, coherent 

and coordinated framework will govern-

ment succeed in achieving its develop-

ment goals.

In the second, actual evaluation phase 

of the project, the PSC hopes to gain a 

thorough understanding of the successes 

/ shortcomings and challenges faced by 

these developmental programmes.

*This article is based on the PSC’s Report 

on an Audit on Government’s 

Poverty Reduction Programmes and 

Projects. A comprehensive list of refer-
ences is contained in the report.*
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By Dr. GA Lawrence
Director-General
Provincial Government, Western Cape

INTRODUCTION

Globalisation6 has arguably propelled 

the ar t or science of recruitment into 

a market activity on a worldwide scale. 

One of many consequences is that 

various employment and labour broking 

agencies have become thriving busi-

nesses. In fact, the increase in activities 

and influence by these agencies can be 

ascribed to the ever changing nature of 

work and work organisation (produc-

tion and / or service delivery processes 

and methodologies), mainly caused by 

rapid economic activity and expansion; 

as well as technological advancement 

and modern information systems. 

The contemporary situation for devel-

oped and developing countries alike is 

a paradox of intense public and private 

sector competition in attracting semi 

to highly skilled professionals across 

conventional international, regional and 

domestic boundaries. It is, therefore, this 

ar ticle’s supposition that the challenges 

in recruiting of professionals for provincial 

service delivery lies in addressing the 

fundamentals of human resource (HR) 

management at a strategic and prac-

tical level. This comes in the face of an 

increasing international debate about the 

changing role and function of HR, where 

the global economies of scale scenario 

– international, regional and domestic - 

reflects a bias against the domestic public 

sector of developing countries.

Fur thermore, in clarifying the challenges 

associated with the above-mentioned 

fundamental question for provincial 

service delivery, one must note that 

developing countries are also faced with 

particular socio-economic circumstances7 

that potentially have led to more intensive 

and increasing demands for effective and 

efficient service delivery.

South Africa, as one such developing 

country, which on the strength of its 

adopted developmental state approach8 

is presently faced with both strategic 

and practical challenges in recruiting 

(and retaining) professionals for service 

delivery at provincial level. The South 

African scenario can arguably compare 

with other developing countries with a 

similar socio-economic standing in present 

day historical development terms.

The nature of services and 
type of professionals re-
quired in a development state
In South Africa, the nine provinces’ 

service delivery mandate is essentially 

constitutionally9 prescr ibed and the 

medium term pr ior ity focus in such 

regard are set from time to time by 

its national government. The State 

of the Nation Address, the National 

P l a n  o f  Ac t i on , a nd  ASG ISA , bo th  

s t a t e  and decla re  these  mandates .

Thus, the service delivery agenda10 is 

determined nationally and implemented 

provincially and locally (municipal level). 

The provincial service delivery mandate 

thus specifically and jointly includes 

amongst others, the provisioning of 

public education, health services, main-

tenance and development of roads and 

transport infrastructure, housing devel-

opment, agriculture development, as 

well as enhancing tourism. In terms of 

its inter-governmental role provinces 

perform an oversight role in respect of 

integrated and coordinated develop-

ment and planning at municipal level. 

The provincial service delivery process 

in this regard is therefore strategically 

guided by economic growth and devel-

9. Challenges in Recruiting Professionals 
for Provincial Service Delivery

6 For the purpose of this ar ticle, this concept refers to complex economic activity and expansion by Multi-National and Trans-National companies that    
  transcends all the boundaries and state formations of the contemporary world.
7 High poverty, unemployment, low skills levels and literacy levels, as well as the HIV/AIDS pandemic.
8 For the purpose of this ar ticle, this approach can simplistically be described as the notion that the state has an important interventionist role to play in    
  determining its own domestic socio-economic direction and future within existing market forces.  
9 The South African Consitution, Act 108 of 1996, legally ended the era of apar theid and ushered in its democratic dispensation.
10 This refers to the South African government’s annual national programme of action, encapsulating yearly priorities as informed by its medium term developmental goals. 

Dr. GA Lawrence
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opment levers, which are significantly 

influenced by environmental and spatial 

considerations. In a medium to long 

term sense these are packaged in a 

typical Provincial Growth and Develop-

ment Strategy (PGDS).

This strategic growth and develop-

ment approach determines the provin-

cial government’s medium and annual 

service delivery program. This program-

matic approach has now been intensified 

by the 2010 Soccer World Cup impetus 

especially in areas such as integrated 

transport and infrastructure projects.

It is arguable that it is in this mandatory 

context, together with the bureaucratic 

nature of government, that the strategic 

and practical challenges in recruiting 

professionals are contained.

STRATEGIC CONSIDER-
ATIONS

Changes in the skills require-
ment trajectory
The PGDS, within the broader ASGISA 

context, in many ways, expresses what 

skills sets would be required from a 

shor t to medium term perspective. 

However, if provinces are to impact 

positively on South Africa’s millennium 

goals in addressing par ticular societal 

inequalities related to pover ty and 

unemployment, then attracting and 

retaining11 cer tain specific occupa-

tions  require fur ther prioritisation: 

health professionals (these include 

specialist nursing and medical practi-

tioners also in the areas of primary 

healthcare, community nursing, trauma, 

paediatrics); legal occupations12 

(these include: prosecuting capacity in 

the justice system); educators (these 

include professionals who can teach in 

scarce subject fields of mathematics, 

science and technology, as par t of 

national Fur ther Education and Training 

focus); social workers (these refer 

to the appointment of professionals 

with a bias towards social redress and 

access to public social development 

services); architects, town planners 

and engineers (these include profes-

sionals with infrastructure develop-

ment exper tise in, for example, public 

works, transpor t, housing and spatial 

development); finance and audit  

professionals; as well as skilled 

artisans. These are not all generally 

classified as professional classes. 

However, specialised skills alone are not 

sufficient within the developmental state. 

The over-arching skills sets required are 

in the unconventional professional areas 

of programme management and 

project management. This reflects 

government’s profound shift from a 

policy development focus to necessary 

service delivery implementation, moni-

toring, evaluation, and review activities 

for growth and development. 

 

Such requirements imply a shift in 

the requisite skills-set trajectory. This 

is a fundamental move from a tradi-

tional professional focus to one where 

recruitment is guided by provincial 

delivery requirements. In a develop-

mental state, it is proposed that HR 

management and practice is challenged 

to engage in recruitment activities 

that would reflect a multi-disciplinary, 

organisationally systemic and holistic 

approach, in the quest for attracting 

strategic leadership professionals who 

should develop alternative service 

delivery models that are custom-made 

for specific provincial circumstances 

without compromising quality and high 

standards.

Fur thermore, this new requisite skills set 

focus does compel provincial govern-

ments to pursue a par tnership approach 

with, amongst others, organised labour, 

organised business, broader civil society, 

higher education and training institu-

tions, the SETA’s, state owned enter-

prises and other state entities.

Labour migration
Notwithstanding the raising of interna-

tional security measures, the changing 

nature of work and work organisation 

– mainly due to new technology and 

information systems – have increased 

the free movement of people in general, 

and  skilled professionals in par ticular. 

The search for skilled capacity is being 

made easier by the fact that we are now 

operating in a global village, where the 

internet is a vehicle to find and market 

talent for recruitment purposes. The 

present information age is comple-

mented by formal regional arrangements 

ranging from the European Union (EU), 

the North Atlantic trade arrangements 

(via NAFTA) and to the South African 

Development Community (SADC) , AU 

6 This is an associate factor in the recruitment debate. 
7 These professionals are not necessarily recruited into a provincial mandate, but are a key factor in community safety and crime prevention strategies of a province.

__PSC_Newsletter 2007__B___PROOF4.indd   37 20/11/2007   16:07:26



38 NOVEMBER/DECEMBER 2007

(African Union) and NEPAD, that makes 

the free movement of highly skilled 

professional persons possible across  

boundaries and borders. Success in 

providing ethical recruitment practices 

especially between north and south 

has been limited. South Africa is also 

challenged in this. One consequence 

is that whilst the private sector players 

and the public sector in developed 

economies are reaping the benefits, the 

public sectors in developing countries 

(like South Africa) are experiencing 

the so-called “brain drain”. The effects 

are par ticularly profound on provincial 

service delivery commitments and obvi-

ously vary from province to province. 

Notwithstanding our own inter-provin-

cial competition for scarce skills.

The pressure on developing countries 

is multi-fold and governments’ macro-

economic policy options are constrained 

often to that of structural adjustment; and 

thus developmental interventions are 

geared towards competitive economic 

activity to attract foreign-direct invest-

ment (FDI). One adverse consequence 

for provincial Public Service delivery is 

that the labour market, in a job access 

and security sense, reflects an insta-

bility that does not appear attractive 

to professionals. However, whilst this 

has been argued to be a contributing 

factor for the exit of professionals from 

developing economies, it is more likely 

that professionals are offered a better 

dispensation by the receiving employer.

Atypical employment
As mentioned above, the concept of 

‘work’ in terms of how it is regulated, 

its forms and organisation has changed 

radically. The consequent effect is the 

emergence of ‘atypical work’ – ranging 

from knowledge workers, project 

work and complex professional assign-

ments to ordinary ‘casual work’. Whilst 

the Public Service in general has not 

escaped the criticism that the emer-

gence atypical work is often associated 

with poor quality of working life, the 

high turn-over rate of those who fall 

in the skilled professional occupational 

categories must impact negatively on 

service delivery commitment. 

 

A fur ther relevant point to highlight 

here is that the annual to medium 

change in the service delivery agenda 

may lead to necessary transformation 

and restructuring exercises. Common 

consequent features are regular ratio-

nalisation, outsourcing, short term 

contract appointments, etc. This ongoing 

scenario requires another kind of flex-

ible working arrangements, which could 

make it difficult to attract professionals. 

This is especially profound in the context 

of a developmental state where the 

labour legislative policy environment that 

is focussed (justifiably so) on attracting 

professionals from previously disadvan-

taged groups - especially women. 

PRACTICAL CONSIDER-
ATIONS

Labour market policy and 
regulatory environment 
The South African employment legisla-

tion is not as rigid as what is commonly 

argued. In fact, the Labour Relations Act 

(1995), the Basic Conditions of Employ-

ment Act (1997), Employment Equity 

Act (1998) and Skills Development 

legislation (1999), are all consistent 

with International Labour Standards of 

the International Labour Organisation 

(ILO). The mentioned regional economic 

arrangements, like the EU, require such 

compliance for trade purposes for 

example. In fact, the issue of inflexibility 

or rigidity is taken seriously, it exists 

more at a perception level than based 

on proper labour market research.   

Moreover the challenge for provincial 

service delivery for South Africa is rather 

whether it is recruiting professionals that 

are representative of the communities 

that provincial governments serve. This 

is fur ther compounded where the issue 

of language differences is concerned, 

in relation to education provisioning, 

health care and social development, to 

name but a few. The potential challenge 

here is that optimal delivery could be 

compromised and the essential or 

basic service could be available but not 

adequately accessible to the recipients 

because of barriers in communication; 

for instance, health consultation / exam-

ination.

Recruitment Policies & Prac-
tices
A peculiar, but often held to be a neces-

sary feature of the Public Service, is 

protracted and cumbersome recruit-

ment procedures and processes. It 

can take months before an appoint-
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ment is made. The guiding policies in 

this regard are usually consulted with 

stakeholders like unions, as means of 

ensuring employee par ticipation. Equally, 

appointments are made in accordance 

with legislative empowering provi-

sions of the Public Service Act (1994) 

or legislation for such purposes in the 

public sectors such as education, health, 

justice and safety and security. Whilst 

these instruments are necessary for the 

purpose of ensuring good governance 

and preventing corruption, the cumber-

some and highly regulatory nature 

frustrates the speedy appointment of 

a professional who might instead be 

recruited by the domestic private sector 

or elsewhere in the world. Why do we 

take so long?

The issue of remuneration packages, 

whilst subject to collective bargaining 

processes, remains a huge challenge for 

the public sector. I submit that whilst the 

public sector might attempt to compete 

with the private sector at entry level 

of cer tain occupational or professional 

class jobs, the battle is lost in favour of 

the private sector in the quest to retain 

skilled professionals with appropriate 

rewards.  How adequate and appro-

priate are our reward systems.

CONCLUSION

Further answers to the challenges in 

recruitment of professionals for provin-

cial service delivery can also be found 

in more innovative HR research. Some 

examples could be:

• more rethinking on the role and 

function of HR management 

and practice in a changing global 

context; 

• HIV/AIDS in the workplace: the role 

of HR management and practice;

• HR management in a multi-cultural 

and multi-lingual corporate gover-

nance setting;

• HR management and practice in 

a developmental state Public Service 

context; and 

• HR management’s direct change 

management role in restructuring 

exercises.

The changes in the world of work 

– nature of work, work organisation, 

service delivery models and produc-

tion methodologies – have caused a 

paradigm shift from the conventional 

notion of the term professional to an 

unconventional concept. Programme 

management and project management 

have presented a new skills require-

ment trajectory, where scarce skills are 

required.

The par ticular circumstances faced 

by the public sector of a developing 

economy like South Africa, makes the 

case for innovative service delivery 

at provincial level.  The strategic chal-

lenge at provincial Public Service level 

is mainly the cyclical shifts in govern-

ment service delivery programme 

priorities to ensure national relevance, 

through effective alignment and efficient 

coordination. The practical challenge, 

in turn, at provincial level is proper 

project and programme management 

where budgetary and other resources 

(including human capital) are optimally 

utilised to achieve maximum positive 

impact on communities in need.

The recipe for greater service delivery 

impact at the South African provincial 

level, lies in real collaboration amongst 

the three spheres of government and key 

stakeholders; and joint further review and 

research in the continuous quest to retain 

HR’s strategic and practical relevance 

for a provincial public sector governance 

model, based on a developmental state 

approach in effecting economic growth 

and development.

References 
1. Aguilera R and Jackson G:  “The cross 

national diversity of Corporate Governance: 
Dimensions and determinants” Academy of 
Management Review (2002)

2. Authur M and Rossouw (Eds)  The 
boundaryless career : a new employment 
principle for a new organisational era, Oxford 
University Press: New York (1996) 

3. European Industr ial Relations 
Observatory Online (2001), Gender perspec-
tives – an annual update 2000, at http://www.
eiro.eurofound.eu.int/print/2001/03/update/
tn0103201.u.html

4. Lansbur y R, Kitay J and Wales 
N: “The impact of Globalisation on employ-
ment relations: some research proposi-
tion” Asia Pacific Journal Human Resources 
(2003)

5. McGrath-Champ S: “Globalisation’s 
challenge to Labour : rescaling work and 
employment” Economic and Industrial 
Democracy (2005) 

6. Western Cape Provincial Govern-
ment, Provincial Growth and Development 
Strategy (Green Paper) (2006), at http://
www.capegateway.gov.za

7. Western Cape Provincial Economic Review 
and Outlook (PERO) (2006), at http://www.
capegateway.gov.za

__PSC_Newsletter 2007__B___PROOF4.indd   39 20/11/2007   16:07:28



40 NOVEMBER/DECEMBER 2007

By Advocate Tseliso Thipanyane

Chief Executive

Human Rights Commission

INTRODUCTION

One of the 

aspirations of 

our people as 

reflected in the 

Preamble of our 

Constitution is 

the improvement 

of the quality of 

life of all citizens and maximisation of the 

potential of each person in our country. 

This is often translated into phrases or 

slogans such as ‘a better life for all.’ 

This aspiration is also the main, if not 

the only basis for the existence of a 

democratic government – a govern-

ment ‘based on the will of the people’ 

and a government in which ‘every 

citizen is equally protected by law.’ It is 

in this regard that the drafters of the 

American 1776 Declaration of Indepen-

dence held:

“We hold these truths to be self-

evident, that all men are created equal, 

that they are endowed by the Creator 

with cer tain unalienable Rights, that 

among these are Life, Liber ty and the 

pursuit of Happiness. That to secure 

these rights, Governments are instituted 

among Men, deriving their just powers 

from the consent of the governed.”

GOOD GOVERNANCE 
AND PUBLIC SERVICE 
DELIVERY

This view of the main purpose of a good 

government and thus the Public Service 

pronounced as far back as 1776 and 

even much earlier in African commu-

nities through phrases or expressions 

such as ‘morena ke morena ka batho’ (a 

leader is a leader through and because 

of the people) has found expression in 

numerous international human rights. 

For example, in 1993 at the World 

Conference of Human Rights held in 

Vienna, heads of states and govern-

ments declared through the Vienna 

Declaration and Programme of Action 

that ‘human rights and fundamental free-

doms are the bir th rights of all human 

beings [and that] their protection and 

promotion is the first responsibility of 

governments’.

The various provisions of our consti-

tution have also recognised and 

entrenched this position. The very first 

provision of our Bill of Rights13 provides 

that human rights are the cornerstone 

of our democracy and that the state 

‘must respect, promote and fulfill human 

rights’. The promotion and protection 

of human rights is thus the first task 

assigned to the state and by matter of 

fact and law, the Public Service. Section 

1 of the Constitution also envisages 

a responsive form of governance for 

our people, a form of governance that 

in keeping with the Preamble of our 

Constitution cares for our people and 

is responsive to their needs.

Despite this indisputable role of a 

good and democratic government 

with its Public Service, the drafters of 

our Constitution, in recognition of the 

tendencies of many governments and 

public servants to either forget their role 

and responsibility to the people and or 

abdicate their role and responsibilities, 

saw it necessary to spell out very clearly 

the expected role the government, all 

organs of state and public servants are 

to play in relation to the needs and 

aspirations of our people. Chapter 3 

of our Constitution14 thus provides the 

following as principles of good gover-

nance every organ of state and every 

public servant is required to adhere to:

• preservation of peace, national unity 

and the indivis ibi l i ty of the 

Republic;

•  secur ing the wel l -be ing of  the 

people of the Republic; and

10. Public Services Related Rights that 
Members of the Public Have

13 Republic of South Africa. The Constitution of the Republic of South Africa, 1996, Act 108 of 1996

14 Republic of South Africa. The Constitution of the Republic of South Africa, 1996, Act 108 of 1996

Adv. Tseliso  Thipanyane
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• providing effective , transparent, 

accountable and coherent govern-

ment for the Republic.

These principles together with all provi-

sions of the Bill of Rights as interpreted 

by the Constitutional Court and as 

supported by various statutes such 

as the Promotion of Equality and the 

Prevention of Unfair Discrimination 

Act, the Promotion of Access to Infor-

mation Act and various other pieces 

of legislation inform the mandate or 

responsibility of the Public Service to 

our people. This mandate would entail, 

amongst other things:

• the right for the people to live in a 

free and safe society, free from 

crime and in an environment that is 

not harmful to their health or well-

being;

• the right for the people to be free 

from poverty and have access to all 

necessary services such as roads, 

clean water, electricity and recre-

ation activities; and

• the r ight of the people to have 

access to health and education 

facilities and the right to pursue 

their various trades and professions 

including access to jobs.

The people are thus entitled to demand 

from the various structures of the 

Public Service and public servants, the 

realisation of this mandate within avail-

able resources and within reasonable 

time frames.  This mandate is indeed 

what those who want to be elected by 

the people to constitute government, 

promise the people to do if so elected. 

Public servants are thus those members 

of the public appointment by those 

elected to form a government in order 

to realise the promises made to the 

people by politicians and their par ties.

 

The failure to meet the demands or 

rights of the public carries the risks of 

those unable to satisfactorily meet these 

needs or demands not being elected in 

for thcoming elections. However, the 

main challenge is what happens where 

such rights or demands are not met in 

between elections, which often take 

place every five years and where polit-

ical interventions do not offer much 

assistance.

The courts of law provided for in Chapter 

8 of the Constitution15 have been estab-

lished to provide a forum where the 

people could take their disputes in rela-

tion to the failure of the Public Service 

to realise their rights. Section 35 of the 

Constitution gives every person in our 

country the right to access any appro-

priate court or another independent 

and impartial forum or tribunal in order 

to have any dispute resolved by such a 

structure. The problem with courts or 

related fora or tribunal is access to such 

structures by the poor and marginalised 

members of our communities. 

In order to address these problems 

about the courts and related fora or 

tribunals, the Constitution provides for 

various state institutions supporting our 

constitutional democracy which could 

assist members of the public where their 

rights are not being satisfied. Amongst 

these institutions are the South African 

Human Rights Commission, the Public 

Protector, the Public Service Commis-

sion and the Commission for Gender 

Equality.

MANDATE OF THE SOUTH 
AFRICAN HUMAN RIGHTS 
COMMISSION

The mandate of the South African 

Human Rights Commission is to promote 

and protect the rights of all people in 

South Africa. One of its powers is to 

receive complaints on human rights 

violations and to secure appropriate 

redress for such violations. The Commis-

sion also has a mandate to monitor and 

assess the observance of human rights 

including rights per taining to housing, 

health care, food, water, social security, 

education and environment. These rights 

constitute the core responsibility of the 

Public Service. The Commission also has 

a statutory mandate to ensure that the 

right of access to information through 

the Promotion of Access to Information 

Act is realised. This right is also impor-

tant in terms of service delivery by the 

Public Service in that citizens have the 

right to know the progress or failures by 

the Public Service in meeting its funda-

mental mandate.

In its execution of its constitutional 

mandate, the Commission and other 

constitutional bodies can play an 

important role in assisting members of 

15 Republic of South Africa. The Constitution of the Republic of South Africa, 1996, Act 108 of 1996
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the public to claim and assert their rights 

in relation to the Public Service but can 

also help the Public Service in meeting its 

primary responsibility, i.e. a better life for all.

CONCLUSION

In a country such as ours with major 

challenges around service delivery by 

the Public Service – poverty, inequalities, 

corruption and high levels of crime – it 

is important that we have an efficient 

and effective Public Service that is also 

responsive to the needs of our people. It 

is also important, however, that the public 

also plays its role by rendering necessary 

support and not just be arm chair critics. 

This is our country and our Public Service 

and we all need to work together to 

ensure that the Public Service does func-

tion properly. This requires constructive 

criticism and support where required. 

It is also important that public servants 

understand and appreciate their role 

and responsibilities. Unfor tunately some 

public servants have no interests of our 

people and country at hear t and simply 

see their roles in the public services as 

an opportunity to enrich themselves and 

friends at the expense of our people.

“The failure to meet 

the demands or 

rights of the public 

carries the risks 

of those unable to 

satisfactorily meet 

these needs or 

demands not being 

elected in for th-

coming elections.”
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By Charles Phahlane

Communications Manager

Office of the Public Protector

INTRODUCTION

The Office of the 

Public Protector 

is an institu-

tion that investi-

gates complaints 

lodged aga inst 

state or gans 

and officials. It is 

an institution of last resor t that is 

approached when all other remedies 

have been exhausted. The Office 

therefore str ives to be accessible 

especially to those who cannot 

afford other, and often more expen-

sive , remedies.

It is with this in mind that the Constitu-

tion16 requires the Office to be accessible 

to all persons and communities. Accessi-

bility in this context means both physical 

offices and staff to carry out investiga-

tions once complaints are lodged. There 

are nine provincial offices in addition to 

the national office. Fur thermore, there 

are six regional offices while a fur ther 

two regional offices are in the process 

of being established.

The Office also has an outreach 

programme to give communities access 

to its services, with a special emphasis 

on rural communities who cannot 

easily access these services. This is done 

through public awareness workshops 

and monthly clinics at predetermined 

venues to popularise the work of the 

office and to receive complaints from 

the public.  

Complaining to the Public 
Protector 
The Public Protector can be approached 

in many ways. A complainant can 

approach the Office directly to lodge 

a complaint by filling in a form. If the 

complainant is unable to write, officials 

are required by the Public Protector Act17 

to assist. After completing a complaint 

form, the complainant then consults 

with an investigator who captures any 

crucial information that may have been 

left out, and in some cases, refer the 

complainant to a relevant institution. 

Such referrals can also be in cases where 

the Office of the Public Protector does 

not have jurisdiction. 

Referrals and advice will also depend 

on the relief that a complainant seeks. 

Where a complainant seeks relief 

that only a court of law can provide, 

for example, the complainant will be 

advised to follow the legal route.

A complainant can also write to the Public 

Protector setting out the complaint. The 

letter can then be sent by ordinary post 

or by fax. There is also a facility on the 

website www.pprotect.org to lodge 

a complaint electronically.

It is not always necessary for complain-

ants to provide their par ticulars when 

they lodge complaints. Complaints can 

also, in exceptional circumstances, be 

lodged anonymously. This is to encourage 

complainants who may fear reprisals. At 

times, members of the public may be 

aware of improper conduct on the part 

of government officials and wish to bring 

this to the attention of the Public Protector 

without necessarily divulging their names. 

When lodging a complaint anonymously, 

complainants should strive to provide as 

much detail and facts as possible; other-

wise it becomes impossible to investigate 

an anonymous complainant.

Complainants can also be lodged tele-

phonically. In such cases, there is always 

an investigator on standby, who takes 

down the details of the complaint. It 

is always advisable, however, to put 

complaints in writing, and where a tele-

phonic complainant can write down the 

complaint, he or she is advised to do 

so. Prisoners mostly lodge complaints 

telephonically.

11. A look at the Role of the Office of 
the Public Protector

1 Section 182(4) of the Constitution.
2 Section 6(2) of the Public Protector Act, 23 of 1994

Charles Phahlane
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Challenges faced by the 
Office in offering its services
The Office faces various challenges 

in offering its services to members of 

the public. The first challenge is a lack 

of basic education on the par t of many 

prospective complainants. With this lack 

of education comes the fear, or lack 

of knowledge, to confront authorities 

about services that members of the 

community are entitled to by law. The 

challenge is therefore to get people to 

complain and in so doing hold govern-

ment officials accountable for their 

actions. 

The second challenge is a lack of knowl-

edge of the services that the office 

offers. For people to access services, 

they first have to know about them. 

Given the size of the country, and the 

population spread, it is not easy to 

publicise services. A good case in point 

would be in the Northern Cape where 

settlement patterns are almost sporadic 

and distances between towns and cities 

are vast.

This is where the outreach programme 

plays an important role. The Office 

seeks to reach out to as many people as 

possible, not only by making its services 

known, but also by bringing services 

nearer to communities by holding 

workshops throughout the nine prov-

inces and taking complaints on site. The 

Office also teams up with various stake-

holders who have access to communi-

ties such as non-governmental organi-

sations, advice offices and community 

development workers in spreading its 

message.

The third challenge relates to resources.  

Lack of adequate resources affects 

both the Office and members of the 

public. Although the Office has sufficient 

human and financial resources to deal 

with the current cases, more resources 

will enable the Office to conduct more 

outreach programmes and fur ther 

increase its capacity to investigate 

complaints. 

The majority of people who require the 

Office’s services at times do not even 

have the resources to buy a postage 

stamp to affix to an envelope addressed 

to the Public Protector, let alone to 

telephone, send faxes or even pay taxi 

fares to points where they can access 

the services of the Office. Due to low 

literacy levels, the internet is almost out 

of the question.

The four th challenge relates to infor-

mation. To effectively investigate a case, 

the Office needs information held 

by state organs. The Office therefore 

relies on these institutions to provide 

it with information in order to finalise 

complaints. While there is good coop-

eration from depar tments, others view 

our request for information with suspi-

cion, and at times even nonchalance. 

This results in even fur ther delays by 

organs of state that are charged with 

delivering services that members of the 

community require. 

Ideally, organs of state are supposed 

to treat such requests as reminders 

that something is amiss in the way they 

offer services and need to rectify the 

problem. They should treat the Office as 

a friend who constantly reminds them 

of their duty to members of the public. 

This is not to say that every complaint 

that the Office receives is valid or has 

merit. But even where complaints are 

without merit, if state organs deal with 

them promptly, it enables them to 

handle more valid complaints and to get 

on with their work.

A fifth challenge relates to lack of suffi-

cient information. As already indicated, 

complainants can write to the Office 

to lodge their complaints. Sometimes 

however, per tinent information is left 

out, and before the investigation of the 

complaint can even begin, this informa-

tion has to be sought first.

Related to this, is the challenge of dealing 

with anonymous complaints. Sometimes 

the information given is insufficient or 

cannot be independently verified. At 

times, during the course of an investi-

gation, it becomes necessary to consult 

with the complainant, and where the 

complainant is anonymous, it becomes 

difficult.

CONCLUSION

In order to be accessible to as many 

people as possible, complaints proce-

dures have to be as user friendly, 

and accessible to as many people, as 
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possible. The yardstick should be that 

complainants should not find it difficult 

to approach the Office of the Public 

Protector as they sometimes do in 

approaching state organs. They come 

to the Office because they are already 

frustrated and the Office should not 

add to that. Were that to happen, the 

Office would be failing in its role as an 

institution of last resor t.

It is with this in mind that the Office 

makes it possible for complainants to 

approach it in every way possible, even 

anonymously. Like everything else, the 

complaints procedure has its shortcom-

ings, depending on the circumstances 

of each complaint and complainant. 

It is better to be aler ted to problems 

about good governance than not. For 

example, with anonymous complaints, 

it is possible at times to verify infor-

mation independently, and the anony-

mous complainant will have played his 

or her role in aler ting the Office to the 

problem.

Other challenges such as lack of 

adequate resources will always be 

there, and the Office will continue to 

work with stakeholders and in this way 

to share the burden. For those that do 

not have resources to visit the Office, 

attempts will be made to bring the 

services to their doorstep.

The Office will also continue to spread 

knowledge about its services and 

mandate through the print and elec-

tronic media as well as awareness 

campaigns. The Office will strengthen 

its co-operation with sister organisa-

tions such as the South African Human 

Rights Commission, the Public Service 

Commission and the Commission on 

Gender Equality. The Office has in the 

past and will continue to work closely 

with government depar tments, insti-

tutions, and municipalities. This is our 

contribution to good governance and 

strengthening democracy. 

For more information visit our website 

on www.pprotect.org or call our toll 

free number 0800 11 20 40.
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