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1 Public Service Commission, Report on the Audit of Vacancy Rates in the Public Service, 2008

1. INTRODUCTION

1.1 Background

An area of concern for the Public Service Commission 
(PSC) in the discipline of human resource management 
in the Public Service is the high vacancy rate experienced 
by departments at national and provincial level and the 
slow turn-around rate in the filling of vacant posts. The 
PSC has verified the symptom of slow turn-around times 
in the filling of posts in various investigations and research 
projects, including the Audit of  Vacancy Rates in the 
Public Service conducted for the Standing Committee 
on Public Accounts in 20081. The availability of sufficient 
numbers of, and suitably qualified public servants, has a 
direct bearing on the ability of departments to meet 
their service delivery imperatives. As such it also has 
a direct impact on the extent to which the needs of 
society at large are met.

The Cabinet Lekgotla of January 2010 adopted 12 Outcomes for implementation by government 
in the medium-term. The Minister for Public Service Administration (MPSA) committed to lead and 
drive the implementation of Outcome 12 – “An efficient, effective and development orientated Public 
Service and an empowered, fair and inclusive citizenship”, Output 2 of Outcome 12, relates to Human 
Resource Management and Development which in turn comprises of the following sub-outputs:

• Performance development, performance agreements and assessment;
• Recruitment, retention and career pathing;
• Discipline; and
• Human resource planning, skills development and cadre development.

With reference to the sub-output “Recruitment, retention and career pathing”, the Department of 
Public Service Administration (DPSA) developed a draft strategy in 2011 to reduce the recruitment 
period and the vacancy rate in the Public Service by –

• Reducing the period it takes to fill a vacant post in the Public Service to 4 months after being 
advertised; and

• Reducing the average vacancy rate in the Public Service to 10%.

It is against this background that the PSC has decided to conduct a study into the blockages in the 
filling of posts in the Public Service with the aim of determining exactly what challenges departments 
are faced with in filling posts timeously. The expeditious filling of posts with suitably qualified persons 
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impacts on the objectives of the National Development Plan2 which aims to ensure that South 
Africa as a Developmental State has a fully capacitated, skilled and competent Public Service that can 
provide effective, efficient and sustainable service delivery. The PSC is therefore pleased to present 
this “Fact Sheet on the Blockages in the filling of posts in the Public Service”. 

1.2 Mandate

The Public Service Commission (PSC) is mandated by sections 195 and 196 of the Constitution, 19963, 
read in conjunction with sections 9 and 10 of the Public Service Commission Act, 19974 to, amongst 
others, investigate, monitor and evaluate the organisation, administration and personnel practices in the 
Public Service. In addition, in terms of section (196) (f) (iv) of the Constitution, 1996, the Commission 
may of own accord or receipt of a complaint, advise national and provincial organs of state regarding 
personnel practices in the Public Service including those relating to the recruitment, appointment, 
transfer, discharge and other aspects of the careers of employees in the Public Service.

1.3 Methodology

1.3.1 Selection of sample of departments

Information was obtained from DPSA on the vacancy rates of all national and provincial departments 
as of June 2012. The PSC identified departments with the highest vacancy rates and departments 
with the lowest vacancy rates for purposes of selecting a representative sample of departments. 
Twelve (12) national departments and six (6) provincial departments in each of the nine provinces 
were identified to participate in the study.

1.3.2 Feedback from departments

The selected departments were requested to submit a completed questionnaire and a copy of their 
recruitment and selection policies. Feedback was obtained as reflected in Table 1:

Table 1: Total number of departments that submitted documents

PROVINCES DEPARTMENTS QUESTIONNAIRE
RECRUITMENT 

POLICY
National Communications Yes Yes

Co-operative Governance and 
Traditional Affairs

Yes Yes

Economic Development No No
Performance Monitoring and 
Evaluation

Yes Yes

Public Works No No
Transport Yes Yes

2 National Planning Commission “National Development Plan Vision for 2030,11 November 2011”
3 Republic of South Africa. The Constitution of the Republic of South Africa. Act 108 of 1996
4 Republic of South Africa, Public Service Commission Act, 1997
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PROVINCES DEPARTMENTS QUESTIONNAIRE
RECRUITMENT 

POLICY
National 
(continued)

Government Communication & 
Information Systems ( GCIS)

Yes No

SAPS No No
National Treasury Yes Yes
Labour No No
Trade and Industry Yes Yes
Public Enterprise Yes Yes

Eastern Cape Human Settlements No No
Local Government and Traditional 
Affairs

No Yes

Roads and Transport No No
Health Yes No
Public Works No No
Social Development No No

Free State Economic Development, Tourism and 
Environmental Affairs

Yes Yes

Police, Roads and Transport Yes No
Social Development Yes Yes
Education Yes Yes
Office the Premier No No
Health No No

Gauteng Office of the Premier Yes No
Economic Development and Planning No No
Roads and Public Transport No No
Education No Yes
Health No No
Social Development No No

KwaZulu-Natal Agriculture and Environmental Affairs No Yes
Co-operative Governance and 
Traditional Affairs

Yes Yes

Community Safety and Liaison Yes Yes
Social Development Yes Yes
Human Settlements No No
Public Works Yes No 

Limpopo Social Development Yes Yes
Public Works Yes Yes
Safety, Security and Liaison Yes Yes
Health Yes Yes
Education No No
Agriculture No No
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PROVINCES DEPARTMENTS QUESTIONNAIRE
RECRUITMENT 

POLICY
Mpumalanga Agriculture, Rural Development and 

Land Administration
Yes No

Culture, Sports and Recreation Yes No
Human Settlements No No
Safety, Security & Liaison Yes Yes
Economic Development, Environment 
and Tourism

Yes No

Finance Yes Yes
North West Office of the Premier No No

Human Settlements, Public Safety and 
Liaison

No No

Finance Yes No
Public Works, Roads and Transport Yes Yes
Education No No
Health No Yes

Northern Cape Office of the Premier Yes No
Economic Development and Tourism Yes No
Provincial Treasury Yes No
Human Settlement, Co-operative 
Governance and Traditional Affairs 

Yes Yes

Social Development Yes No
Transport, Safety and Liaison Yes No

Western Cape Cultural Affairs and Sport Yes Yes
Social Development Yes Yes
Transport and Public Works Yes Yes
Agriculture Yes Yes
Health No Yes
Local Government, Environmental 
Affairs and Development Planning

Yes Yes

TOTAL 40 31

Of the sixty six (66) departments that formed part of the study, forty (40) departments submitted 
the questionnaires whilst only thirty one (31) submitted a recruitment policy. In both instances (where 
a policy was in place and a questionnaire was completed) many of the departments fell under the 
category of those with high vacancy rates. It must be noted that in the Western Cape Province all 
functions of human resource management are centralised in the Corporate Services Centre in the 
Office of the Premier for all departments except for the Departments of Education and Health. 
Therefore the departments utilise a provincial policy for recruitment and selection. Other departments 
that did not submit copies of their policies did not provide reasons for the lack of such a policy.
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1.3.3 Focus group sessions

Initially the sampled departments were to be interviewed individually. However due to constraints in 
setting up the interviews the PSC decided to have focus group sessions with the sampled departments 
at national level and per province. This proved to be successful as engagements between departments 
and the PSC were extremely robust and informative. The details of departments that attended the 
focus group sessions are reflected in Table 2:

Table 2: Number of departments that attended the focus group session

PROVINCES
DEPARTMENTS THAT 

ATTENDED THE FOCUS GROUP
DEPARTMENTS THAT DID NOT 
ATTEND THE FOCUS GROUP

National Communications SAPS
Co-operative Governance and Traditional 
Affairs

Labour

Economic Development Public Works

Performance Monitoring and Evaluation
National Treasury
Transport
Government Communication & 
Information Systems (GCIS)
Trade and Industry
Public Enterprise

Eastern Cape Human Settlements Social Development
Local Government and Traditional Affairs
Roads and Public Works 
Transport
Health

Free State Economic Development, Tourism and 
Environmental Affairs
Police, Roads and Transport
Social Development
Education
Office the Premier
Health

Gauteng Office of the Premier Economic Development
Education Roads and Transport
Health Social Development

KwaZulu-Natal Agriculture and Environmental Affairs Human Settlements
Co-operative Governance and Traditional 
Affairs
Community Safety and Liaison
Social Development
Public Works
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PROVINCES
DEPARTMENTS THAT 

ATTENDED THE FOCUS GROUP
DEPARTMENTS THAT DID NOT 
ATTEND THE FOCUS GROUP

Limpopo Social Development
Public Works
Safety, Security and Liaison
Health
Education
Agriculture

Mpumalanga Agriculture, Rural Development and 
Land Administration
Culture, Sport and Recreation
Human Settlements
Safety, Security & Liaison
Economic Development, Environment 
and Tourism
Finance

North West Office of the Premier
Human Settlements, Public Safety and 
Liaison
Finance
Public Works, Roads and Transport
Education
Health

Northern Cape Office of the Premier
Economic Development and Tourism
Provincial Treasury
Human Settlement, Co-operative 
Governance and Traditional Affairs 
Social Development

Western Cape Transport, Safety and Liaison Health
Cultural Affairs and Sport
Transport and Public Works
Local Government, Environmental Affairs 
and Development Planning
Agriculture

In most of the provinces all six departments attended except for Gauteng Province where three (3) 
departments did not respond. Two of these departments had exceedingly high vacancy rates 
(namely, Economic Development and Roads and Transport). In the provinces of Free State, Limpopo, 
Mpumalanga, North West and Northern Cape all six (6) departments attended whilst in the Eastern 
Cape, KZN and Western Cape, the Departments of Social Development, Human Settlements and 
Health in the respective provinces did not attend. At national level, the Departments of Labour and 
Public Works did not respond to any communication sent to them and South African Police Service 
could not, due to their re-structuring, meet with the PSC.
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2. THE CAUSE OF BLOCKAGES IN THE FILLING OF POSTS

This section of the factsheet provides an analysis in respect of information gathered through the 
questionnaire and the focus groups conducted with the sampled departments. A qualitative analysis 
of the challenges impeding the timely filling of posts is provided. 

2.1 Insufficient Delegation of Authority

Most of the departments cited that a prominent blockage in the filling of posts is insufficient delegation 
of authority by Executive Authorities (EAs). Based on the focus group meetings this problem is a 
specific concern in provincial departments. In the majority of national departments the authority to 
fill posts is delegated to the respective Senior Manager concerned (e.g. the filling of posts on levels 
2-12 is delegated to Chief Directors or the Director: HRM in the case of smaller departments, 
levels 13-14 to the DG and 15 and above to the EA). In many of the provincial departments this 
was not the case as the authority was mostly delegated only to the Head of Department (HoD). 
Some departments stated that the filling of all posts from levels 2-16 had to be approved by the 
EA (especially in the Northern Cape, Mpumalanga, KZN and Limpopo provinces). This is of great 
concern to the PSC as files for the approval of the filling of posts are kept in the offices of Members 
of the Executive Council (MECs) for many months due to their busy schedules and thus impact 
negatively on the timeous filling of posts. The bottlenecks caused by EAs that do not delegate critical 
HR functions were identified as the major contributor in delays in the filling of posts by departments.

The levels to which authority to fill posts have been delegated varied to a large extent between 
departments. Examples of variations observed include the following:

• In the Department of Public Safety in the North West Province, the filling of posts on levels 1-8 
is delegated to the HoD whilst the rest are not delegated by the MEC; and 

• In the Eastern Cape Province most MECs have only delegated the filling of posts on levels 2-12 
to the HoDs. 

In bigger departments for example, Health, Education, Transport, Works and Agriculture, delegations 
of authority are decentralised to district offices. The filling of posts at the provincial head offices of 
the departments, however, remains a challenge as MECs do not delegate authority in this regard. 

2.2 Lack of Competency to Execute Delegated Authority

A view was expressed in some focus group sessions that delegations to inappropriately qualified 
persons actually hamper the quality of candidature of persons appointed. Statements to this effect 
were made by representatives from the departments of Public Works, Education, Transport and 
Agriculture. According to the information obtained, senior line managers are delegated authority 
to fill posts but do not have the necessary technical and human resource management experience, 
competencies and skills to effectively manage the recruitment process. The net result in such cases is 
that such senior managers adopt an approach that is not sound in terms of ensuring the meritocratic 
filling of posts or deliberately hold back on the filling of posts because of their insecurities.
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2.3 Political Interference

Comments were raised that political interference has a negative impact on the internal processes 
and also contributes to delays in the filling of posts. Departments stated that Administrative Heads 
are informed verbally of an action to be taken without any evidence being put into writing. This 
compromises the security, integrity and work ethics of the department. The advice provided by Senior 
HRM Managers to the EA or HoD is disregarded in some instances. Due to fears of victimisation 
and job security, Senior Managers are inclined to do as requested, even if the verbal instruction is not 
legally correct. Although direct evidence to this statement could not be provided, the impression that 
the PSC was left with is that senior managers have taken the fall for their EAs on several occasions 
by not refusing to implement an illegal instruction.

It should also be noted that not all political interference was seen as negative. The national department 
of  Transport, for example, mentioned that once the new Minister was appointed new measures were 
put in place to ensure that posts were not created or filled in pursuance of nepotism and favoritism 
as was previously the case. This had previously created numerous problems within the department 
in respect of corruption, employee morale and work performance. 

2.4 High Turn-over Rate at the Executive Interface

In the Eastern Cape Province, departments stated that the turnover of MECs and HoDs is taking 
a toll on service delivery and such instability affects departments in meeting their mandates. Every 
time a new EA or HoD is appointed the delegations are changed or there is a period of instability 
whilst the EA or HoD deals with issues of trust regarding senior management in their departments. 
The net result is that there are fluctuations in the time periods required to fill posts. 

Most departments in the provinces as well as the National Departments of Transport and  
Co-operative Governance and Traditional Affairs (COGTA) stated that changes in EAs and HoDs 
through Cabinet reshuffling and Elections created administrative instability in the departments.

2.5 Continuous Re-structuring of Departments

A prominent reason for the slow turn-over in the filling of posts was cited as the effect of continuous 
restructuring. Departments will commence with the restructuring process as requested by an EA 
and HoD only for that EA or HoD to be deployed and a new EA or HoD to be appointed. The 
newly appointed EA or HoD would then request the restructuring process to commence afresh. 
The continuous change in the restructuring process hampers the creation and filling of posts. 

Departments of Economic Development, Roads and Transport, Public Works, Human Settlements, 
and Community Safety and Liaison in most provinces stated that due to the change in their new 
mandates, new structures had to be created. However, the structures in some cases are still awaiting 
approval. Departments are delivering in terms of the new mandates but do so with old structures 
because they are unable to fill posts thus leaving them incapacitated to carry out their functions 
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optimally. Budget constraints also impact on the re-structuring process and results in frequent changes 
to post levels to remain within fiscal parameters. 

2.6 Delays in obtaining Consensus from the MPSA on Organisational Changes

A concern for all focus group discussions relates to delays encountered when organisational changes 
affecting the top three tiers of posts in departments are submitted to the MPSA for consultation. 
The consultation process according to some departments takes in excess of a year, resulting in an 
array of problems for departments. First of all finances obtained through policy options cannot be 
used for the intended purposes resulting in difficulty to avoid under-expenditure. The inability to 
fill posts has a negative effect on service delivery and compromises the ability of departments to 
meet their strategic objectives as outlined in the Medium Term Expenditure Framework. A notable 
concern was that the powers accorded to the MPSA through the amendment of the Public Service 
Act, 1994, in terms of the Public Service Amendment Act, No. 30 of 2007 (preceded by a Directive 
issued on 26 June 2006 by the MPSA) to provide for consultation on organisational structures by 
Executive Authorities with the MPSA, has placed an unnecessary strain on departments. The ability 
of the Department of Public Service and Administration to advise the MPSA on a diverse public 
service, with varying needs in terms of organisational design, is also questioned.
 
2.7 Security Vetting 

Before the appointment of a candidate can be concluded, departments need to conduct pre-
employment screening as per the Minimum Information Security Standards. One of the major 
challenges that departments are faced with which impacts on the timeous filling of posts lies within 
the vetting process by the State Security Agency (SSA). All departments cited that the period taken 
by the SSA to vet candidates is a lengthy process. To avoid delays in the filling of posts, departments 
have opted to outsource the pre-employment screening to external service providers. Some 
departments have obtained legal opinions which refute any legal obligation to make use of the SSA 
and conduct the criminal and credit checks through their security services or through SAPS. Once 
they receive the results the successful candidate is provided with a letter of appointment informing 
them that acceptance of the appointment is subject to the results of a full pre-employment screening 
and, should the results be unsatisfactory, the department may terminate their services accordingly. 
This does create difficulties as candidates in some instances are reluctant to accept employment if 
conditions are still hanging regarding their permanency. In discussion with the PSC, SSA admitted to 
having backlogs due to internal capacity constraints, high volumes of requests for top secret security 
clearance without due consideration of the sensitivity and role attached to each position and the 
need to collaborate with SAPS on criminal records information. The identified challenges are already 
being addressed.
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5 Department of Public Service and Administration, Circular No. HRP3 of 2011 – Amendments to the Directive on the Verification of Public 
Service Employees’ Qualifications by the South African Qualifications Authority

2.8 Verification of Qualifications

Another challenge experienced by many departments is the verification of qualifications by the South 
African Qualifications Agency (SAQA). As per DPSA Circular No. HRP3 of 2011 – Amendments 
to the Directive on the Verification of Public Service Employees’ Qualifications by the South African 
Qualifications Authority5, departments were instructed to use SAQA as the only service provider 
to verify qualifications. Since obliged to use SAQA, departments have experienced numerous 
problems specifically in the slow turnaround to obtain a response. This has inevitably delayed the 
filling of posts. Prior to DPSA’s instruction departments were able to use other service providers 
who performed the task efficiently and timeously. According to the DPSA, challenges experienced 
with incidences of fraudulent qualifications that were not identified during the verification process 
led to the SAQA arrangement.

Many departments indicated that in order to comply with the four month period stipulated for the 
filling of posts, they have outsourced the verification of qualifications to other private service providers 
despite the fact that this is illegal. The implications of this practice are under consideration by both 
the DPSA and SAQA given that some of the private service providers enlist SAQA’s services when 
they encounter difficulty verifying some qualifications. 

According to SAQA, of the 44 000 completed verifications, 89% were completed within set timeframes 
as agreed with departments and 11% were not completed on time.  In particular, SAQA is of the view 
that many challenges are encountered when trying to verify the pre-1994 grade 12 qualifications because 
the information has not been digitised due to lack of funding.  This then requires SAQA to go to the 
Department of Education’s manual files to verify the qualifications.  SAQA and the DPSA are in the 
process of addressing many of the identified challenges and departments will be informed accordingly.

2.9 Incapacitated HRM&D and no dedicated Recruitment and Selection 
Unit

Another constraint in filling posts within the prescribed period of four months is inadequate human 
resources within the HRM components. Most departments stated that they do not have dedicated HR 
practitioners to deal with recruitment and selection. Most of the practitioners deal with recruitment 
and selection as part of their general HR functions. Of the fifty seven (57) departments that were 
interviewed and those who completed the questionnaire, twenty (20) have dedicated recruitment 
and selection units. However, many of the departments with dedicated units lack capacity and have 
at the most two practitioners to execute the function. Without a dedicated and capacitated unit 
with sufficiently qualified officials, the profiling and scheduling of applications becomes a tedious and 
laborious task which ultimately places a strain on departments to fill posts within the prescribed period. 
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2.10 Turnaround Time taken by Line Managers

Some departments stated that line managers delay the recruitment process by not accepting and 
performing their responsibilities. Line managers do not see recruitment and selection as their core 
function and abdicate the responsibility to HR components. They tend to award the least amount 
of time to the process and need to be continuously reminded of their role in meeting the 4 month 
turnaround time in the filling of posts. This is a critically flawed mindset by senior managers in the 
Public Service that will have to be addressed.

2.11 Meeting of Gender and Disability Targets

The difficulties in attaining and maintaining gender and disability equity was mentioned by many 
departments as an inhibitor to the timely filling of posts. As much as efforts have been made by 
departments to employ females at SMS levels and people with disabilities, there remain many obstacles. 
Departments stated that although gender targets have been attained there is instability in this regard 
through the constant movement of females between departments through promotions and transfers. 

In respect of disability most of the intern posts are filled by people with disabilities as it is difficult 
to recruit people with disabilities in certain job fields due to the scarcity of skills and competencies. 
Persons applying for posts also do not state the status of their disability due to fears of discrimination 
despite the fact that advertisements state upfront that disability equity is a priority in filling posts. 
Problems in providing reasonable accommodation and assistive devices are other reasons departments 
are unable to recruit people with disabilities. 

2.12 Recruiting and Retaining Critical and Scarce Skilled Employees

The recruitment and retention of employees in scarce and critical positions is a serious challenge 
experienced by most of the sampled departments. Engineers, Doctors, Educators in Mathematics and 
Science, Corporate Lawyers, Economists, Veterinarians, Media Buyers, Specialised Nurses, Property 
Evaluators, Architects, Works Inspectors, Building Inspectors to name a few are some of the posts that 
departments are grappling to recruit and retain suitable candidates. Radiographers and Doctors in 
specialised fields in the Eastern Cape are difficult to source. Reasons for the difficulties in recruiting 
and retaining such employees include:

• The remunerative packages offered by the Public Service do not compete with that of the private 
sector; 

• Registration requirements with professional bodies being set as entry requirements whilst specific 
skills gained through experience are overlooked;

• In provinces such as the Eastern Cape, Mpumalanga, Limpopo and North West, the topography 
of the area impacts on the filling of scarce skilled posts. Doctors and Engineers do not want to 
work in rural areas as there is inadequate or no infrastructure such as schools, malls, medical 
facilities, entertainment, proper housing, roads and transport to cater for their daily needs; and 

• The lack of proper retention strategies also contributes to the inability of departments to retain 
skilled employees.
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The inability of departments to recruit and retain employees with scarce and critical skills is of grave 
concern to the PSC. This contributes to the failure of the State to provide effective and efficient 
service delivery and as such infringes on the Constitutional rights of citizens as espoused in the Bill 
of Rights.

2.13 Inter-departmental Promotions and Transfers 

Inter-departmental promotions and transfers of employees within the Public Service adversely 
affect the operational functions of departments. Participating departments stated that the constant 
movement of employees specifically in the Finance, Information Technology (IT) and HR structures 
causes instability. The ability to recruit people in these positions is not problematic, however, due to 
the high turn-over in these sections there is a lot of instability and institutional memory becomes 
depleted.

2.14 The Application of the OSDs in some Sectors

The implementation of the Occupation Specific Dispensations (OSDs)6 in the Departments of Health, 
Education, Transport, Agriculture and Public Works causes problems in the filling of posts. These 
departments stated that even though the OSDs were implemented to assist with the recruitment 
and retention in specialised fields they are fraught with challenges especially around the question of 
interpretation and application. In the case of engineers it is an OSD requirement that an engineer 
needs to be registered with a professional body before he/she can be recruited. This has made it 
difficult for departments to recruit and retain engineers due to the high cost of the registration fee. 
Departments also stated that the OSD for Engineers do not accommodate differentiation in the 
scope of work performed by Engineers in different departments. For example an engineer’s scope 
of work in the Department of Transport is different from that of an engineer in Departments of 
Agriculture or Public Works. Certain posts are also illegitimately demarcated to be OSD posts purely 
for financial enhancement, thus defraying available funds into areas which do not enhance delivery.

2.15 Summary

The findings of this study have clearly identified the reasons why posts are not filled timeously in 
the Public Service. The constraints identified are not insurmountable as will be discussed in the 
Recommendations Chapter of this Fact Sheet. The extent of damage that the blockages identified 
cause is immense as will be illustrated in the next Chapter.

3. THE SYMPTOM: ACTUAL VACANCY RATES

Having considered the causes of delays in the filling of posts it is important to provide a clear picture 
of the extent to which the public service is struggling to fill posts timely.

6 Republic of South Africa: PSCBC Resolution 1 of 2007 revised Occupational Specific Salary Structures. Pretoria, South Africa. 
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3.1 National and Provincial Sampled Departments with High Vacancy and 
Low Vacancy Rates as at June 2012

Table 3: Vacancy rates of sampled departments as at June 20127

PROVINCES
DEPARTMENTS WITH A 

HIGH VACANCY RATE AS AT 
JUNE 2012

DEPARTMENTS WITH A 
LOW VACANCY RATE AS AT 

JUNE 2012
National Communications 33.82% Government Communication & 

Information Systems (GCIS)
3.29%

Co-operative Governance and 
Traditional Affairs

33.25% SAPS 1.02%

Economic Development 32.14% National Treasury 5.41%

Performance Monitoring and 
Evaluation

31.82% Labour 9.75%

Public Works 14% Trade and Industry 8.23%
Transport 36% Public Enterprise 1.32%

Eastern Cape Human Settlements 58% Health 5%
Local Government and 
Traditional Affairs

20% Public Works 2%

Roads and Transport 24% Social Development 3%
Free State Economic Development, 

Tourism and Environmental 
Affairs

51% Education 5%

Police, Roads and Transport 44% Office the Premier 5%
Social Development 43% Health 5%

Gauteng Office of the Premier 31% Education 8%
Economic Development and 
Planning

21% Health 3%

Roads and Public Transport 49% Social Development 4%
KwaZulu-Natal Agriculture and Environmental 

Affairs 
24% Social Development 4%

Co-operative Governance and 
Traditional Affairs

27% Human Settlements 1%

Community Safety and Liaison 15% Public Works 6%
Limpopo Social Development 48% Health 1%

Public Works 59% Education 7%
Safety, Security and Liaison 17% Agriculture 1%

Mpumalanga Agriculture, Rural Development 
and Land Administration

20% Safety, Security & Liaison 3%

Culture, Sport and Recreation 14% Economic Development, 
Environment and Tourism

3%

Human Settlements 46% Finance 1%

7 PERSAL
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PROVINCES
DEPARTMENTS WITH A 

HIGH VACANCY RATE AS AT 
JUNE 2012

DEPARTMENTS WITH A 
LOW VACANCY RATE AS AT 

JUNE 2012
North West Office of the Premier 39% Public Works, Roads and 

Transport
17%

Human Settlements, Public 
Safety and Liaison

25% Education 10%

Finance 50% Health 10%
Northern Cape Office of the Premier 37% Human Settlement, 

Cooperative Governance and 
Traditional Affairs 

8%

Economic Development and 
Tourism

46% Social Development 0%

Provincial Treasury 26% Transport, Safety and Liaison 9%
Western Cape Cultural Affairs and Sport 22% Agriculture 13%

Social Development 40% Health 4%
Transport and Public Works 21% Local Government, 

Environmental Affairs and 
Development Planning

13%

Table 3 above presents the vacancy rates of the sampled national and provincial departments as at 
June 2012. Most departments with a low vacancy rate managed this through a clean-up of PERSAL 
data and capturing only actual funded vacant posts. Many of the departments with high vacancy rates 
confirmed at the time the statistics were obtained that they had not completed their PERSAL clean-
up. In spite of the failure to clean PERSAL, it is of concern that vacancy rates as high as 40 and 50% 
are experienced by departments. This illustrates clearly that the blockages as identified in Chapter 2 
needs to be dealt with urgently and through a focused effort by policy makers and implementers alike.

3.2 Number of Funded Vacant Posts per Sampled Departments with a Low 
Vacancy Rate

Salary level 1-5

Salary level 6-8

Salary level 9-12

Salary level 13-16
1817

2204

1389

150

Figure 1: Vacant posts per sampled departments with a low vacancy rate
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Figure 1 reflects the number of funded vacant posts per salary level for the departments that 
had a low vacancy rate. The information was obtained from the sampled departments through the 
questionnaire. It is evident from the figures provided that a high number of vacancies are prevalent 
in salary levels 1-5 (2204) and 6-8 (1817). In most departments the majority of employees are 
employed at these levels which are key to the functioning of a department. It is at these levels that 
actual service delivery through interface with the public happens. 

3.3 Average Turnaround Time taken to Fill Posts in Departments with a 
Low Vacancy Rate
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Figure 2: Average turnaround time taken to fill posts in departments with a low vacancy rate

Figure 2 reflects the average turnaround time it takes departments with a low vacancy rate to fill 
posts. The Eastern Cape and the Free State Provinces are the best performers, taking only three 
months to fill their posts. It is of great concern that even where a low vacancy rate is being maintained, 
the majority of departments take more than 5 months to fill posts from the date on which they 
became vacant.
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3.4 Number of Funded Vacant Posts per Sampled Departments with a High 
Vacancy Rate

Salary level 1-5

Salary level 6-8

Salary level 9-12

Salary level 13-16
2694

4713

1819

327

Figure 3: Number of funded vacant posts in departments with high vacancy rates

Figure 3 reflects the number of funded vacant posts in the departments with a high a vacancy rate. 
As previously indicated in Figure 1 the scenario is the same. Salary levels 1-5 (4713) and 6-8 (2694) 
within departments have the most funded vacant posts. With such a high number of vacant posts 
the question must be raised – how are departments providing sustainable, effective and efficient 
services to the public?

3.5 Average Turnaround Time taken to Fill Posts in Departments with a High 
Vacancy Rate
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Figure 4: Average turnaround time taken to fill posts in departments with a high vacancy rate
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Figure 4 illustrates that the average time taken by departments with high vacancy rates to fill 
posts varies dramatically. Limpopo and the North West provinces take 12 months, whilst the Free 
State and Western Cape provinces take 9.6 and 9.3 months respectively to fill a post after it has 
become vacant. Although Figure 4 indicates that departments in KZN takes only 2 months to fill 
a post after it became vacant, this is not a representative reflection since only the Department of 
Co-operative Governance and Traditional Affairs provided statistics to the PSC in this respect. It is 
thus concluded that departments with high vacancy rates take on average longer to fill posts than 
those with low vacancy rates.

4. BETTER PRACTICE: FACILITATING THE TIMELY FILLING OF 
POSTS

During the focus group discussions it was noted that there are departments who have risen above 
the challenges and have put mechanisms in place to reduce their vacancy rates and the turn-around 
time in filling of posts. This Chapter provides an overview of better practice observed by the PSC.

4.1 Vetting for Pre-employment Screening

The Department of National Treasury has trained their HR practitioners to do preliminary vetting for 
criminal and credit checks. They also use their security section to assist. The checks are only conducted 
for the top three candidates. The training of internal practitioners fast-track the filling of posts.

GCIS stated that with consent from SSA they utilise an external service provider to conduct their 
suitability checks. The company also provided them with a fingerprint scanner, thus they are able to 
conduct their criminal checks within the department.

Most departments mentioned that to avoid delays in the filling of posts they do not wait for the pre-
employment screening from SSA but utilise the services of SAPS or their internal security services 
to conduct criminal and credit checks.

4.2 Development of a Recruitment and Selection Management Plan

The National Department of Trade and Industry has managed to reduce their vacancy rates  
and fill their vacancies in a period of two (2) months due to the introduction of the following 
management mechanisms:

• They have bi-weekly vacancy focus sessions chaired by the Deputy Director- General: Corporate 
Services. The progress on vacancies is tracked on a post by post basis and delays are escalated 
for resolution;

• A decision was taken by the Executive Authority that all posts will be filled within a period of 
two months and a commitment obtained to adopt a “use it” or “lose it” approach. If posts are 
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not filled within the specified two months the post is abolished. For the post to be re-instated 
managers need to follow an appeal process to motivate for the re-instatement of the posts;

• They have a dedicated Recruitment and Selection Unit that is divided into two sections. One 
section deals with only policy formulation and creating awareness whilst the other section deals 
with all operational issues pertaining to recruitment and selection; and

• They have an E-Recruiting System in place and screening of applications is out-sourced to an 
external service provider.

The Office of the Premier in the Gauteng Province and the Department of Finance in the North 
West Province have developed a Management Plan for their line managers. Managers when given the 
schedule of applications compiled by the HR units are also furnished with a template informing them 
of the timeframes or response times in which to shortlist, convene a selection panel, conduct the 
interview and draft the submission to the HoD/MEC for approval of the recommended candidate. 
Should managers fail to meet the timeframes set-out in the Management Plan a written explanation 
to the HoD must be provided.

4.3 Retention of Health Care Professionals in Rural Areas

The Department of Health in the Eastern Cape Province has made it mandatory that all Health care 
professionals during their internship training perform two years community service before they are 
absorbed into posts. This ensures that the rural communities are not without a health professional. 
They also provide a bursary on condition that these students serve in a community they come from 
on completion of the bursary for a period of two years.

4.4 Profiling of Applications

Departments receive numerous applications for advertised posts (the Department of Human 
Settlements in the Mpumalanga Province advertised fifty four (54) posts and more than fifty thousand 
(50 000) applications were received). The Department of Community Safety, Security and Liaison in 
the Mpumalanga Province has a Profiling Management System (PMS) in place to assist with profiling. 
The system has reduced the time taken to sort applications received and has simplified the work 
of HR practitioners.

The Office of the Premier in the North West Province has developed a similar system in Excel to 
assist with profiling of applications. The applications are captured as and when they are received 
onto the Excel spreadsheet.

5. RECOMMENDATIONS

Taking into account the information gathered from the questionnaire and focus groups it is evident 
that there are numerous blockages in the filling of posts. This section outlines recommendations to 
remove the blockages and improve the turn-around time in the filling of posts.
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5.1 Amendment of Public Service Act and Regulations in Terms of Original 
Authority

DPSA through stakeholder engagements should consider amending the Public Service Act and Regulations, 
to assign authority for all posts on level 14 and lower to HoDs. This should be accompanied by clear 
and compelling guidelines to HoDs on delegations to lower levels to expedite the filling of posts. 
The rationale for this recommendation stems from the fact that Cabinet and provincial executive 
committees approve the filling of posts on salary levels 15 and 16. The PSC deems it sufficient for 
the executive to only be involved in the filling of these Executive Management positions as they set 
the tone for the direction and strategy of the department. 

5.2 Taking on the Institutions Responsible for Security Vetting and the 
Verification of Qualifications

The DPSA needs to continuously monitor the effectiveness and efficiency of the services provided 
by SSA and SAQA. A Memorandum of Understanding (MOU) should be drafted between DPSA 
and the two organisations so that they can be held accountable for service standards.  The standards 
agreed in the MOU should be communicated to departments. In addition, SSA should disseminate 
guidelines on the required levels of security vetting for different positions and responsibilities to 
departments to minimise requests for inappropriate levels of security vetting.

Vetting in respect of pre-employment screening should only be conducted for SMS members (levels 
13-16) and for those posts that deal with work of a sensitive or confidential nature. Criminal and 
credit checks should be done for all other posts.

5.3 Address Delays in the Consultation Process on the Organisational 
Structures of Departments

The consultation process with the MPSA as provided for in the Public Service Act should be reviewed. 
Either the need to consult should be removed or mechanisms must be put in place to ensure that 
the consultation process on organisational structures submitted to the MPSA must not take longer 
than two months to respond to.

5.4 Review the Application of OSDs in some Sectors

The DPSA needs to critically assess the outcome of the implementation of OSDs in particular in 
the health, education, transport and agricultural sectors with the intention to review the tool as a 
recruitment and retention strategy. The PSC will soon conduct a Roundtable on OSDs during which 
departments and the DPSA will have an opportunity to reflect on the successes and challenges 
experienced in applying OSDs as a recruitment and retention strategy.
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5.5 Benchmark with the National Department of Trade and Industry

The National Department of Trade and Industry has managed to fill their vacant posts under the 
four (4) month period stipulated by DPSA. The strategy adopted by the department should be 
piloted in other departments that have a similar post establishment. Should the strategy have the 
same results then it should be adopted as a better practice guide for the Public Service as a whole.

5.6 Ensure that Capacity is created to Professionally Deal with the Filling 
of Posts

Departments must re-examine the size of the recruitment and selection units and allocate capacity 
accordingly to effectively manage the recruitment and selection process. Authority must further be 
delegated to appropriate performer levels to ensure the speedy filling of posts.

Capacity building, to ensure that public servants that have delegated authority in relation to the 
filling of posts are able to exercise their responsibilities and powers to fast track decision making 
and service delivery, must be implemented.

Until the National School of Government has developed specific curricula dealing with human 
resource management, departments must implement purpose designed training programmes to 
capacitate employees with delegated authority to exercise their responsibilities with due diligence. 

The DPSA must assist the National School of Government in identifying human resource management 
training needs that must be incorporated in the curricula. In considering the material to be presented, 
the implications of delegations on the different performer levels should be taken into consideration 
and the competencies/skills associated with those performer levels should be identified and addressed.

6. CONCLUSION

Recruitment and selection is the foundation that an organisation is built on. It is the activities in human 
resource management which are embarked on in order to attract and retain candidates with the 
necessary skills, competencies, values and traits to address the service delivery needs of the Public 
Service. The recruitment and selection process, if properly implemented, has potential to enhance 
the functionality and effectiveness of the Public Service. However, if not properly implemented, the 
process can have an adverse impact on service delivery and public sector functionality in general.

It is evident from the analysis contained in this factsheet that the recruitment and selection process 
in the Public Service is fraught with challenges. Rather than making a plethora of recommendations 
the PSC has decided to focus on issues that it views as critical in removing the obstacles. It is trusted 
that this fact sheet will provide the basis for further discourse on the subject and for action to be 
taken at the highest level to provide direction to departments. 
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