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Foreword
In conducting this assessment on the Implementation of the Human Resource (HR) and Financial Management 
Delegations Frameworks, the PSC has engaged with one of the most complex practices of public administration. 
The extent to which the dynamics at the executive/administrative interface impact on the effectiveness of HR and 
Financial delegations, is immense. 

The implementation and management of effective Financial and HR delegations are prerequisites for the Public 
Service to function optimally in order to fast track and improve service delivery.  A general paradigm shift is required 
by both the Executive and Administrative leadership to reconfigure the Public Service in terms of its culture, design 
and procedures to serve the requirements of the Developmental State. 

The National Development Plan has provided direction for the Public Service to professionalise and reorient its 
functioning. It is now time to take brave and selfless decisions to turn around the machinery of government in the 
interest of the masses of underprivileged citizens. Improving and refining HR and Financial Delegations is an excellent 
point of departure which must be utilized optimally. 

Having considered the responses by Executive Authorities (EAs) and Heads of Department (HoDs), and the 
delegations submitted to the PSC, it is evident that there is more that still needs to be done if HR and Financial 
delegations are truly to contribute to enhanced service delivery as intended. For this reason the recommendations 
made by the PSC in this report should be given due attention by all role players involved. 

PUBLIC SERVICE COMMISSION
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Executive Summary
1. INTRODUCTION

The Department of Public Service and Administration (DPSA) as well as National Treasury (NT) identified the 
lack of appropriately formulated delegations with sound conditions attached as possible inhibitors in dealing with 
human resource and financial management and accordingly developed Delegation Framework Guidelines. Given 
the ongoing concerns regarding poor human resource and financial management, the PSC decided to assess the 
extent to which national and provincial departments have complied with the DPSA and NT frameworks on human 
resource management and financial delegations.

2. EVALUATION OF DELEgATION FRAMEWORkS SUBMITTED By NATIONAL AND 
PROVINCIAL DEPARTMENTS

HR Delegations

Delegations were requested from 37 departments.  A total of 27 responded by providing copies of their delegations. 
only 10% of departments (3/27) complied in all respects with the delegation framework of the DPSA.  A total of 
8 departments (25%) were above average whilst the majority (41%) only received compliance ratings of average. 
of concern was the fact that 5 of the departments did not comply at all or achieved a compliance rating between 
0 and 4.

Financial Delegations

Delegations were requested from 37 departments.  A total of 28 responded by providing copies of their delegations. 
Departments generally fared better in terms of their financial delegations when measured against the NT framework. 
A total of 6 out of 28 (20%) departments complied extensively to the framework whilst a further 12 departments 
received a compliance rating of 8 (80%) and above.  At least 25 (88%) of departments achieved a compliance rate 
of 5 and above.

3. PERSPECTIVES OF EAs ON HR AND FINANCIAL DELEgATIONS

of all the questionnaires that were distributed only 23% (32) of EAs complied with the PSC’s request. 

3.1 EAs Perspectives on matters relating to HR Delegations

Flexibility to ensure speedy filling of posts:  The reality is that posts are generally not filled within a three 
month period from when they become vacant in the Public Service. 

Delegations as enabler for speedy service delivery: based on the feedback received there appears to be a 
majority view that delegations enhance service delivery and a minority view that delegations must be controlled by 
the EA to ensure accountability.
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The role political office bearers play in promoting effective and efficient delegation of authority: 
The vast majority of EAs shared the view that they enable departments through their delegations to perform 
optimally. It is clear that the allocation of roles by the PSA and the PFMA is one of the key reasons of conflict 
between EAs and HoDs. It has led to instability in public administration and contributed to problematic political and 
administrative interface

Measures to monitor and evaluate HR delegations: The majority of departments have systems in place, in 
addition to supplementing the Internal Audit unit, to monitor and evaluate the implementation of HR delegations. 

Improvement of the system for enhanced delivery: Guidance in the form of induction and procedural 
manuals for EAs were identified as a priority. 

3.2 EAs Perspectives on matters relating to Financial Delegations

Integration in the contradictory roles of EAs and HoDs: There was a sense from some respondents that 
EAs should have more financial powers given their responsibilities to ensure implementation of the political mandate.

Gaps and challenges in the seamless integration and implementation of the PFMA and the PSA: 
The majority view could be summarised as confirming that the two Acts complement each other and provide 
sufficient checks and balances. A prominent feature in some of the responses was, however, that EAs should be given 
more control over financial management and that the different sets of authorities assigned by the PFMA and PSA 
blur lines of accountability. 

The impact of delegations on organisational performance: The general consensus from the responses 
received is that delegations promote organisational efficiency but that appropriate monitoring, evaluation and 
controls must be in place to ensure accountability. 

Measures to M&E financial delegations: whilst the majority of departments apply some form of monitoring 
and evaluation on the implementation of financial delegations, there appears to be heavy reliance on what can be 
described as national norms and standards for internal controls.

Resources to perform financial duties and powers delegated: The general consensus appears to be that 
departments are not adequately resourced. 

Additional measures and strategies to ensure improvement in financial delegations: The comments 
provided by EAs and their offices point to the need for uniformity through a nationally prescribed delegations 
framework. The need to strengthen monitoring and evaluation and for the PSC to play a specific role in this 
regard. Creating and strengthening capacity by continuous training of officials entrusted with delegated authority. 
The importance of a strengthened system to manage conflict of interest involving all officials was also emphasised 

4. PERSPECTIVES OF HoDs ON HR AND FINANCIAL DELEgATIONS

4.1 HoDs Perspectives on HR Delegations

Existence of HR delegations: It is a major concern that out of the 62 HoDs that responded a total of 9 (15%) 
indicated that delegations were not in place.
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Consistency in performer levels: Lack of consistency to a large extent relates to the absence of formal 
delegations. 

 Challenges with approval of appointments: The majority of HoDs experience challenges in the approval of 
appointments. 

Plans of action to address gaps and challenges in appointments: various actions are being taken to 
improve the turn-around time for appointments. 

HR Delegations’ contribution to the expeditious filling of posts: In the majority of cases HoDs were of 
the view that delegations contribute to the expeditious filling of vacancies. 

HR delegations as enabler for service delivery: The general consensus appears to be that HR delegations 
do speed up service delivery. 

Challenges in assigning roles and responsibilities between EAs and HoDs: It is clear from the responses 
received that where inter-personal relationships between HoDs and EAs are not good, departments struggle to 
meet service delivery demands. 

Effective and efficient delegations by EAs: HoDs were reluctant to answer questions and to elaborate on 
their responses. 

Measures to M&E HR delegations:  It seems there is a mixture of formal and informal monitoring and evaluation 
systems and/or processes being applied across departments. 

Submission of HR delegations to the DPSA: At the time the investigation was conducted, there was no 
formal requirement for Departments to submit their HR Delegations to the DPSA.

Register of delegations decisions taken: whilst the majority of departments do not have a formal register of 
decisions taken in terms of delegated authority there is general agreement that such a register should be kept.

The role of HR in the development of delegations and ensuring consistency throughout the 
Department: Human resource management components perform an integral role in developing HR delegations 
and ensuring consistency throughout departments.

Improvement of the system for enhanced delivery:  An attempt should be made to create synergy between 
HR and Financial delegations. ownership and accountability amongst senior managers should be enforced. Effort 
must be put into improving relationships at the executive and administrative interface.

4.2 HoDs Perspectives on matters relating to Financial Delegations

Existence of approved and signed financial delegations: The vast majority of departments have approved 
and signed delegations in place. 

Consistency in delegations regarding the exercise of powers per performer levels: Inconsistencies 
appear to be prevalent in departments where delegations are not yet in place and where external resolutions on 
cost containment impact on the exercise of approved delegations.
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Maintenance of effectiveness, efficiency and transparency in financial and risk management: The 
vast majority of departments have extensive internal controls in place to monitor and manage financial delegations 
and risks. 

The existence of Internal Audit units: In the majority of departments the internal audit function is housed 
internally or provided through shared services centers. 

Managing integration and implementation of the PFMA and PSA and the seemingly contradictory 
roles of EAs and HoDs: based on the feedback provided, there appears to be a concerted effort made in 
departments to ensure that the role and responsibilities of HoDs and EAs in terms of the PSA and PFMA are 
respected and implemented through an integrated approach. 

Measures to ensure that delegated officials are empowered to perform prudent financial 
management functions: Emphasis is placed in some of the responses on procedural issues that have been put in 
place to ensure checks and balances. General recognition is also given to the fact that financial management is a core 
management competency and senior managers should receive training. 

The impact of financial delegations on departmental performance: The general consensus appears to 
be that delegations contribute to improved delivery. 

Measures to M&E the effectiveness of financial delegations: It was found that departments apply a variety 
of checks and balances to monitor and evaluate the effectiveness of delegations.  There, however, appears to be a lack 
of national norms and standards as far as the monitoring and evaluation of delegations is concerned. 

Frequency of evaluations: whilst the vast majority of HoDs indicated that delegations are evaluated on an 
annual basis, there is lack of national norms or standards that guide or direct departments in this regard.

Submission of financial delegations to NT for quality assurance: Departments are generally not aware of 
any requirement to submit financial delegations to NT for quality assurance. 

Adequacy of resources to carry out powers and duties delegated: Even in departments where HoDs 
indicated that there are adequate resources, a qualification to this response was made in the elaboration provided. 

Register of financial delegation’s decisions taken: The general feeling was that existing financial systems 
adequately accommodate the recording of delegated decision making. 

Measures to improve financial delegations: Departments for the most part did not seem to be aware of 
the delegations framework developed by NT.  However, the introduction of such a framework is seen as a positive 
development. 

5. CONTRADICTIONS IN EAs AND HoDs RESPONSES

Two sets of questionnaires were designed to be completed by HoDs and EAs. The following contradictions in the 
responses received illustrate that HoDs and EAs may not be ad idem about the effectiveness of delegations and role 
clarification and integration at the executive interface.

•	 There was a minority view amongst EAs, that delegations must be controlled by the EA to ensure accountability. 
Juxtaposed against this view, were views by HoDs that in instances where power is not delegated but rather 
centralised this causes delays in service delivery. 
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•	 The vast majority of EAs were of the view that they enable departments through their delegations to perform 
optimally. HoDs were reluctant to answer questions and to elaborate on their responses.

•	 There appears to be a concerted effort made in departments to ensure that the role and responsibilities of 
HoDs and EAs in terms of the PSA and PFMA are respected and implemented through an integrated approach. 
There was, however, a sense from some of the EAs that EAs should have more financial powers given their 
responsibility to ensure implementation of the political mandate.

•	 based on the feedback received from EAs the majority of departments do have systems in place to monitor and 
evaluate the implementation of HR delegations. based on HoDs’ feedback it is clear, however, that the formal 
monitoring and evaluation of HR delegations have not been prioritised by the majority of departments. 

6. CONCLUSIONS AND RECOMMENDATIONS

6.1 Conclusions

The PSC based on the assessment of all data obtained through this study found that HR delegations are not 
adequate to enhance the ability of departments to perform optimally and that compliance to the DPSA framework 
is not sufficient.

The majority of EAs and HoDs were of the view that the PSA and PFMA complement each other and provide 
sufficient checks and balances.  There also appears to be a concerted effort made in departments to ensure that the 
role and responsibilities of HoDs and EAs in terms of the PSA and PFMA are respected and implemented through 
an integrated approach.  The inherent frictions and problems around role clarification that the two Acts cause can 
however not be denied.  There were concerns regarding the impact of poor interpersonal relationships between EAs 
and HoDs on departmental performance from both EAs’ offices and HoDs.  There appears to be instances where 
both EAs and HoDs are reluctant to delegate all powers vested in them.

6.2 Recommendations

Recommendation

Recommendation 1: The PSC recommends that the DPSA and NT should review the Delegations 
Frameworks through consultation with departments to provide variations that accommodate 
departments in terms of their specific organisational designs. 

Recommendation 2: The PSC recommends that all departments must review their delegations in 
terms of the Frameworks that will be issued by DPSA and NT as directives and comply as far as 
possible specifically regarding the levels to which specific authorities should be delegated. 

Recommendation 3: The PSC recommends that departments must urgently assess the skills gaps 
and requirements of posts on their establishments using the data compiled through HR Connect and 
their own assessment of competencies, skills and experience required for each post. This must be done with 
specific reference to posts that have delegated authority.

Recommendation 4: The PSC recommends that Departments need to review their recruitment 
processes to ensure that vacancies are filled within a period of three months after a post has 
been vacated. 
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Recommendation

Recommendation 5: The PSC recommends that the DPSA should re-examine the consultation 
process with departments on organisational structures. A time-frame for the consultation 
process (maximum of three months) must be set and adhered to. 

Recommendation 6: The PSC recommends that posts must be advertised in a meritocratic manner 
to ensure that persons are appointed that meet the requirements of posts. This will ensure that 
persons appointed to posts with delegated authority are appropriately capacitated.

Recommendation 7:  The PSC recommends that authority be delegated to appropriate levels in all 
departments.

Recommendation 8: The PSC recommends that capacity building, to ensure that public servants 
that have delegated authority are able to exercise their responsibilities and powers to fast track 
decision making and service delivery, should be implemented in two phases.

Recommendation 9:  The PSC recommends that the PMDS for senior, middle and lower level 
managers and supervisors should, in all instances where a person performs delegated authority, 
include the performance of this authority as a Key Result Area which must be assessed during 
the performance cycle.

Recommendation 10: The PSC recommends that departments should use the information generated 
through systems in the domains of financial and human resource management (BAS, Persal, 
etc.) to monitor and evaluate the implementation of delegated authority and on a quarterly 
basis generate Monitoring and Evaluation exception reports that can serve at EXCO meetings 
to evaluate decisions taken in terms of delegated authority. 

Recommendation 11: The PSC recommends that more synergy be created at the executive and 
administrative interface to address role definition appropriately through integration of the 
PSA and PFMA. In addition, there is a need to holistically consider role definition in terms of 
the PFMA and the PSA with a view to promote integration and facilitate delivery.  Such an 
approach, in the PSC’s opinion, should lead to amendment of the Public Service Act to assign 
original authority to HoDs for all posts and employees on salary levels 14 and below with clear 
and compelling guidelines on delegations to appropriate performer levels within departments. 
Alternatively the PSA and PFMA must be amended to remove the provision that EAs and HoDs 
“may” delegate authority to provide that they “must” delegate authority with an indication of 
performer levels and a framework that provides for an accountability matrix.

Recommendation 12:  The PSC recommends that the proposals contained in the National 
Development Plan regarding the possible appointment of an Administrative Head of the Public 
Service, or similar model, should be fast tracked to deal with the instability at the executive/administrative 
interface. 
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1.1 BACkgROUND

Public administration has gone through various stages of evolution since the advent of democracy in 1994.  The 
apartheid mode of public administration was characterised by the centralisation of powers in institutions such as 
the Commission for Administration and the Department of Finance specifically in relation to human resource and 
financial management.

The new public administration model, gradually introduced from 1994 to 1999, devolved powers to Executive 
Authorities (EA) (human resource and organisational powers) and Heads of Department (HoD) (financial powers) 
with a view to fast-tract decision-making and expedite service delivery transformation to the masses of underserved 
segments of the population.  Acts such as the Public Service Act (PSA), 1994, and the Public Finance Management 
Act (PFMA), 1999, assigned specific powers to EAs and HoDs respectively which they in turn could delegate to 
appropriate levels within Departments.

The effect of the devolution of powers was previously investigated by the Public Service Commission (PSC) in 2004.1 
The findings of the investigation indicated that especially in relation to human resource management, departments 
were not capacitated to deal effectively with the transition from personnel administration to human resource 
management.  In addition, the extent of financial misconduct, reported on an annual basis to the PSC points to poor 
internal controls and lack of clear conditions set for the delegation of powers by EAs.

The Department of Public Service and Administration (DPSA) as well as National Treasury (NT) identified the 
possible lack of appropriately formulated delegations with sound conditions attached to the delegations as possible 
inhibitors in dealing with human resource management and financial inadequacies and as such developed Delegation 
Framework Guidelines for human resource management and financial delegations. Given the ongoing concerns 
regarding poor human resource and financial management the PSC decided to assess the extent to which national 
and provincial departments have complied with the DPSA and NT frameworks on human resource management 
and financial delegations. 

1.2 MANDATE OF THE PUBLIC SERVICE COMMISSION

Section 196 (4) (b) of the Constitution,  read in conjunction with sections 9 and 10 of the Public Service Commission 
Act, 1997, mandates the PSC to investigate, monitor and evaluate the organisation, administration and personnel 
practices in the Public Service. In addition the PSC is mandated through Section 196 (1) of the Constitution to 
promote the values and principles of public administration enshrined in section 195 throughout the Public Service. 

1.3 OBjECTIVES OF THE ASSESSMENT

The overall objectives of the assessment were to assess:-

•	 The extent to which national and provincial departments’ delegations comply with the human resource 
management and financial delegations frameworks developed by the DPSA and NT;

•	 whether EAs have developed and delegated human resource management functions to HoDs;

•	 whether Accounting officers have developed financial delegations;

1.  Devolution of Authority Report, Public Service Commission, 2004
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•	 The extent to which EAs delegate authority for human resource management to HoDs and appropriate levels 
in departments; 

•	 The extent to which Accounting officers delegate authority for financial management to appropriate levels in 
departments; 

•	 The alignment between the DPSA and NT frameworks and departmental human resource management and 
financial delegations; and

•	 The extent to which delegations frameworks contribute to improved organisational performance.

1.4 SCOPE OF THE ASSESSMENT

The scope of the assessment was as follows:

A 30% sample of departments was requested to submit copies of human resource and financial management 
delegations to the PSC.

A purpose designed questionnaire was sent to the EAs and HoDs of all National and Provincial Departments for 
completion and return to the PSC. 

1.5 METHODOLOgy

The assessment was divided into the following three phases:

Phase 1: Requesting human resource management and financial delegations from the sample of departments in 
both the national and provincial spheres of government.

Table1: Delegation documents requested from departments

Province Name of Department

National Agriculture, Forestry & Fisheries

Cooperative Governance

Government Communication and Information Systems

Health

Home Affairs

Labour

Public Enterprises

Public works

Trade and Industry

water Affairs
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Province Name of Department

Eastern Cape Education

Roads and Public works

Safety and Liaison

Free State Economic Development, Tourism and Environmental Affairs

office of the Premier

Social Development

Gauteng Education

Finance

Roads and Transport

KwaZulu-Natal Human Settlement

Transport

Local Government and Traditional Affairs

Limpopo Education 

office of the Premier

Provincial Treasury

Mpumalanga Cooperative Governance and Traditional Affairs

Economic Development, Environmental and Tourism

Human Settlements

Northern Cape Education

office of the Premier

Transport, Safety and Liaison

North West office of the Premier

Provincial Treasury

Public works, Roads and Transport

Western Cape Education

Human Settlements

office of the Premier

Phase 2:  Two sets of questionnaires (one for EAs and another for HoDs) were developed and distributed to 
departments for completion and return to the PSC. 
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Table 2: Questionnaires distributed to Executive Authorities and Heads of Department

Departments Questionnaires Distributed

EAs HoDs

National 43 43

Eastern Cape 11 12

Free State 11 11

Gauteng 11 11

KwaZulu-Natal 10 14

Limpopo 11 12

Mpumalanga 11 12

Northern Cape 12 12

North West 12 12

Western Cape 10 13

TOTAL 142 152

Phase 3:  Interviews with EAs and HoDs

Interviews were conducted with EAs and HoDs of certain departments that were sampled based on their availability. 
The interview questions served as a guide to the interviewer and responses provided by the interviewee were 
probed and duly recorded.

Phase 4:  Analysis of data

both qualitative and quantitative data were collected and analysed. 

1.6 LIMITATIONS OF THE ASSESSMENT

The following limitations were experienced during the assessment:

•	 In most instances it was difficult to secure appointments with EAs and HoDs owing to their busy schedules and 
where appointments were secured, they were cancelled at short notice. Rescheduling follow-up appointments 
proved to be a serious challenge and the office could as such not probe further on the responses provided; 

•	 In some instances the questionnaires submitted to EAs were completed by officials in their offices and not by 
themselves;

•	 Some departments failed to submit supporting documents as requested by the PSC; and

•	 Some EAs and HoDs were not willing to express their views during interviews due to the sensitivities of the 
subject matter.
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1.7 STRUCTURE OF THE REPORT

The report is structured as follows:

Chapter 2 Reflection of the regulatory framework – highlighting the legislative provisions in terms of which HR 
and Financial delegations are made

Chapter 3 Evaluation of delegation frameworks submitted by National and Provincial Departments – assessing 
the extent to which the delegations submitted by departments comply with the Delegations 
Frameworks of the DPSA and NT

Chapter 4 Perspectives from EAs on HR and Financial Delegations – analysing the responses received from 
EAs through questionnaires and interviews on key issues relating to the HR and Financial delegations 
of their departments

Chapter 5 Perspectives from HoDs on HR and Financial Delegations - analysing the responses received 
from HoDs through questionnaires and interviews on key issues relating to the HR and Financial 
delegations of their departments

Chapter 6  Contradictions in EAs and HoDs responses – highlighting where EAs and HoDs did not share the 
same views on similar themes

Chapter 7 Conclusions and Recommendations – providing the PSC’s conclusions and recommendations on 
actions to be taken to improve the management and implementation of HR and Financial delegations

Legislative Framework
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2.1 INTRODUCTION

The national policy frameworks governing organisational / human resource management and financial management 
are contained in the PSA, 1994, and its subordinate legislation and the PFMA, 1999, and its subordinate legislation. 
This chapter outlines the legal and regulatory context within which Human Resource Management and Financial 
delegations are effected. 

2.2 PROVISIONS THAT gOVERN HUMAN RESOURCE AND FINANCIAL  
MANAgEMENT DELEgATIONS 

Delegations in respect of human resource management and financial management are provided for in the PSA, 1994 
and the PFMA, 1999 and its subordinate legislation (regulations). Table 3 provides the provisions that enable human 
resource management delegations by EAs.

Table 3:  Legislative provisions in respect of human resource management delegations

SOURCE PROVISION

Public Service Act, 19942 as amended Section 3 (5), the EA shall have those powers and duties:-

(a) regarding the internal organisation of the office or department 
concerned,

(b) including the organisational structure and the transfer of functions 
within that office or department;

(c) regarding the post establishment of that office or department, 
including the creation, grading and abolition of posts and the provision 
for the employment of persons additional to the fixed establishment 
where the class of work is of a temporary nature; and

(d) regarding the recruitment, appointment, performance management, 
promotion, transfer, discharge and other career incidents of officers 
and employees of that office or department, including any other 
matter which relates to such officers and employees in their 
individual capacities

Section 42 A

“(4) Subject to subsection (3), an executive authority may- 

(a)  delegate to the head of a department any power conferred on the 
executive authority by this Act; or 

(b)  authorise that head to perform any duty imposed on the executive 
authority by this Act. 

(5)  The head of a department or any other functionary may- 

(a)  delegate to any employee of the department any power- 

(i) conferred on that head by this Act; or 

(ii)  delegated to that head in terms of subsection (4); or 

2 Republic of South Africa. Department of Public Service and Administration. Public Service Act, 1994, as amended
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SOURCE PROVISION

(b)  authorise that employee to perform any duty- 

(i)  imposed on that head by this Act; or 

(ii)  that head is authorised to perform in terms of subsection (4). 

(6)  Any person to whom a power has been delegated or who has been 
authorised to perform a duty under this section shall exercise that power 
or perform that duty subject to the conditions the person who made the 
delegation or granted the authorisation considers appropriate. 

(7)  Any delegation of a power or authorisation to perform a duty in terms of 
this section- 

(a)  shall be in writing; 

(b)  does not prevent the person who made the delegation or granted 
the authorisation from exercising that power or performing that 
duty himself or herself; and 

(c)  may at any time be withdrawn in writing by that person.”

Public Service Regulations, 20013 as 
amended, Chapter 2, Paragraphs b.1 
and b.2

b.1 If these Regulations confer a power or impose a duty upon an 
executing authority or a head of department, she or he may, subject 
to the Act-

(a)  delegate the power to an employee or authorise an employee to perform 
the duty; and

(b)  set conditions for the exercise of the power or performance of the duty.

B.2  An executing authority shall record a delegation or authorisation in 
writing and may incorporate it in an employment contract for a head of 
department, as provided in regulation VII B.2.1.

B.3  The delegation of a power by an executing authority or head of 
department does not prevent her or him from exercising the power 
personally.”

The legislation and regulation do not obligate EAs and HoDs to delegate 
but leaves it to their discretion.

2

3 Republic of South Africa. Department of Public Service and Administration. Public Service Regulations, 2001, issued in terms of section 41 of the Public Service Act, 
1994, as amended
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The PFMA, 1999 and its subordinate legislation provide for delegations by HoDs as reflected in Table 4:

Table 4:  Legislative provisions in respect of financial delegations3

SOURCE PROVISION

Public Finance Management Act4, 
1999, as amended

Section 44,  The accounting officer for a department may-

(1) (a) in writing delegate any of the powers entrusted or  delegated  
 to the accounting officer in terms of the Act, to an official in  
 that department, trading entity or constitution institution; or 

 (b) Instruct any official in that department, trading entity or  
 constitutional institution to perform any of the duties  
 assigned to the accounting officer in terms of the Act.

(2) A delegation or instruction to an official in terms of the section 
mentioned above is:-

 (a) subject to limitations and conditions prescribed in terms of  
 the Act or as treasury may impose;

 (b) is subject to any limitations and conditions the accounting  
 officer may impose;

 (c) may either be to a specific individual or to the holder of a  
 specific post in the relevant department; and

 (d) does not divest the accounting officer of the responsibility  
 concerning the exercise of the delegated power or the  
 performance of the assigned duty.

(3) The accounting officer may confirm, vary or revoke any decision 
taken by an official as a result of a delegation or instruction in terms 
of subsection (1), subject to any rights that may have become 
vested as a consequence of that decision.

Treasury Regulations, 20015 Treasury Regulations 2.1.3

•	 without limiting the right of the Accounting officer to assign 
specific responsibilities.

•	 The general responsibility of the CFo is to assist the Accounting 
officer in discharging the duties as prescribed in chapter 5 of the 
PFMA & Annual Division of Revenue Act.

•	 These duties relate to effective financial management of the 
institution to ensure that there is;

	− sound budgeting and budgetary controls; 

	− operation of internal controls and 

	− timely production of financial reports.

4 Republic of South Africa, National Treasury, Public Finance Management Act, 1999, as amended

5  Republic of South Africa.  National Treasury.  Treasury Resolutions, 2001, issued in terms of the Public Finance Management Act, 1999
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In line with the above provisions, EAs and HoDs as Accounting officers (Aos) are expected to develop human 
resource and financial management delegations to ensure the effective functioning of their departments and 
streamlined decision making processes. However, the word “may” used consistently implicates that delegations are 
discretionary. EAs and HoDs legally do not have to delegate. The impact of the discretionary power to delegate will 
be examined through the findings of this assessment. 

2.3 OBjECTIVES OF DELEgATIONS

The objectives of delegations in the public service can be summarised as follows:

•	 To reduce the excessive burden on superiors i.e., the executive and managers functioning at different levels.

•	 To provide opportunities for growth and self-development to junior managers.

•	 To create a team of experienced and matured managers for the public service through structured capacity 
development.  

•	 To improve individual as well as overall public service efficiency by allowing decision making as close as possible 
to the point of service delivery. 

The application of delegations as an instrument to fast-track and improve service delivery can be found in organisations 
both within the public and private sectors. organisational modeling theory have pointed to the benefits of “flatter” 
structures where decision making authority is not over-centralised but devolved to empower managers, supervisors 
and even operational employees to take decisions within a framework of accountability that encourages innovation 
and improved service delivery.

2.4 DELEgATIONS FRAMEWORkS By THE DPSA AND NT

In order to contribute towards effectiveness and efficiency and limit delays in service delivery, ‘A consolidated 
Delegation Principles and Templates Document’ was developed by the DPSA and NT in response to Government’s 
programme of action (under outcome 12) to promote an efficient, effective and development orientated public 
service.  Collectively the delegation frameworks comprise more than 100 pages and outline in detail to which post 
levels and under which circumstances an authority may be delegated.

These frameworks were issued as guidelines by the DPSA and NT, and as mentioned in Chapter 1 are currently in 
the process of being converted into directives.  This will imply that EAs and HoDs will not be able to deviate from 
the delegation frameworks moving forward.  This development may create practical difficulties as discussed later in 
this report.
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3.1 INTRODUCTION

The delegations received from national and provincial departments were analysed to determine the extent of 
compliance with the Frameworks developed by the DPSA and NT.  A qualitative assessment of delegations was also 
conducted during which the conditions set for delegated authority to be exercised were evaluated.  This Chapter 
outlines the findings in respect of the delegations received from departments.

3.2 THE EXTENT TO WHICH HUMAN RESOURCE MANAgEMENT AND FINANCIAL 
MANAgEMENT DELEgATIONS WERE SUBMITTED TO THE PSC

In Chapter 1 of this report the departments that were requested to submit human resource management and 
financial delegations are listed. Table 5 provides an overview of the extent to which departments complied with 
the PSC’s request:

Table 5:  Delegation documents submitted by departments

Province Name of Department Delegation documents 
submitted

Human 
Resources

Financial 
Management

National Agriculture, Forestry & Fisheries ✘ ✔

Cooperative Governance ✔ ✔

Government Communication and Information Systems ✔ ✔

Health ✘ ✘

Home Affairs ✔ ✔

Labour ✔ ✔

Public Enterprises ✔ ✔

Public works ✔ ✔

Trade and Industry ✔ ✔

water Affairs ✔ ✔

Eastern Cape Education ✘ ✔

Roads and Public works ✔ ✔

Safety and Liaison ✔ ✔

Free State Economic Development, Tourism and Environmental Affairs ✔ ✔

office of the Premier ✔ ✔

Social Development ✔ ✔

Gauteng Education ✔ ✔

Finance ✔ ✔

Roads and Transport ✔ ✔
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Province Name of Department Delegation documents 
submitted

Human 
Resources

Financial 
Management

KwaZulu-Natal Human Settlement ✔ ✔

Transport ✔ ✔

Local Government and Traditional Affairs ✘ ✔

Limpopo Education ✘ ✘

office of the Premier ✔ ✔

Provincial Treasury ✘ ✘

Mpumalanga Cooperative Governance and Traditional Affairs ✔ ✔

Economic Development, Environmental and Tourism ✔ ✔

Human Settlements ✔ ✔

Northern Cape Education ✔ ✔

office of the Premier ✔ ✔

Transport, Safety and Liaison ✔ ✔

North West office of the Premier ✔ ✔

Provincial Treasury ✘ ✘

Public works, Roads and Transport ✘ ✘

Western Cape Education ✔ ✔

Human Settlements ✔ ✔

office of the Premier ✔ ✔

TOTAL 27 28

The response rate, although not 100%, was better than similar exercises previously conducted by the PSC. Concerns 
may however, be raised whether those departments that did not submit their delegations documents have any in 
place. 

3.3 HUMAN RESOURCE DELEgATIONS: COMPLIANCE ANALySIS

The delegation framework developed by the DPSA does not provide for all authority to be delegated by EAs.  The 
internal organisation of departments as far as the senior management service and the career incidents of officials on 
salary level 15 and 16 remain with EAs. 

The focus of the PSC was to determine to what extent the human resource delegations of departments specifically 
to office bearers other than the EA comply with the DPSA framework.
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The PSC evaluated the delegation documents submitted by departments using the following criteria: 

Criteria Rating

Delegations submitted addressed each of the seven (7) chapters of the PSA 9 : Extensive

Compliance achieved with few exceptions 8 : Above average

Compliance achieved in respect of selected Chapters of the PSA only 5 – 7: Average

No or extremely limited compliance 0 – 4 :  None / limited

based on the analysis, and the findings of the study, Figure 1 reflects the extent of compliance with the HR 
delegations Framework:

27

24

21

18

15

12

9

6

3

0
3

11%

8

30%11

41%

5

18%

None / limited Average Above Average Extensive

Figure 1:  Status of HR delegations in terms of PSA and PSR

based on the above, only 11% of departments complied in all respects with the delegation framework of the DPSA. 
A total of 30% of departments complied above average whilst the majority 41% only received compliance rating of 
average. of concern was the fact that 5 of the departments (18%) did not comply at all or complied only to a very 
limited extent.

3.4 HUMAN RESOURCE DELEgATIONS: QUALITATIVE ANALySIS

3.4.1 Delegations not duly Authorised

Approximately 30% of the delegations submitted to the PSC were not duly authorised by the relevant EA or HoD. 
This could be attributed to the fact that copies of the original and signed delegations were not forwarded to the PSC.
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3.4.2 Delegations not Covering all Aspects of Human Resource Management

It was found that the majority of EAs (16 out of 27) selectively delegate authority limiting such delegations to 
issues such as strategic planning, organisational structure, HR planning, retirement, financial disclosure/conflict of 
interest, remunerative work  outside the public service and compilation of service delivery improvement plans.  A 
tendency was observed to retain authority around key human resource practices such as appointments and this may 
contribute to delays impacting negatively on service delivery. Also by not delegating authority on day to day human 
resource management issues such as leave management or the approval of overtime, departments, may be faced 
with a situation where human resource action and decisions are made ultra vires which, if detected by the Auditor-
General will result in qualified Audit opinions.

3.4.3 Appointments of Senior Management Positions

whilst the delegation framework of the DPSA suggests that only appointments of staff on salary levels 15 and 16 
should not be delegated by the EA, the scrutiny of delegations illustrates that almost all EAs do not delegate the 
appointment of persons to posts on salary levels 13 and 14.  This again can be attributed to mistrust in the ability 
of HoDs to appoint persons of the right calibre. However, it may also be illustrative of EAs reluctance to relinquish 
power and maintain a “hands on approach” to administrative matters within departments. 

3.4.4 The Appointment of Officials on Salary Level 12 and below 

Specifically at provincial level a tendency was observed where the authority to appoint persons from salary level 12 
and below is not delegated to branch Managers or Chief Directors.  The HoD is vested with the authority to approve 
all such appointments.  Again this is a serious concern in that programme managers are not trusted to appoint staff 
in their components.  Again this approach may attribute to a delay in the filling of posts and in the end contributes 
to service delivery deficiencies.

3.4.5 Inconsistencies in Delegations between Departments

out of the 27 departments that participated in the survey 21 did not display consistency in the levels to which 
specific authority is delegated.  whilst the DPSA’s delegation framework provides a sound rationale for authority 
to be delegated to specific levels in a department, the delegations scrutinised by the PSC in many instances did not 
appear to follow a logical approach to levels delegated. 

whilst at face value this appears to be a problematic situation, the reality is that the organisational structures of 
departments do not mirror each other, a fact that the DPSA in developing and refining its framework should take 
into consideration. Inconsistencies with the delegation framework may be attributed to factors such budgetary 
constraints that limit the ability of departments to create posts on specific levels.

3.4.6 Delegations out-dated 

A total of 14 out of 27 delegations were out-dated in terms of legislative amendments and were signed by the 
predecessors of EAs.  A sound practice should be to review delegations immediately when there are changes in EAs. 
Departments may face a situation where they are operating with delegations approved by a former EA and taking 
decisions that are not in line with the new EA’s preferences.



17

Furthermore, departments should keep abreast of legislative and regulatory amendments and effect changes to the 
delegations commensurate with the revised legislation. updates on legislative and regulatory amendments are often 
available on the DPSA’s website.

3.4.7 Conditions for Exercising a Delegated Authority

The delegation framework of the DPSA provides a column that defines conditions that must be met when exercising 
a delegated authority.  It was found that up to 18 of the 27 departments that submitted human resource management 
delegations have insufficient conditions set in their delegations to guide decision making.  In some instances authority 
is delegated without any conditions being mentioned.  This is of specific concern as managers that are delegated 
certain decision making powers may not be conversant with the conditions that must be met in making such 
decisions.  This could lead to gross negligence and maladministration.  EA’s and HoD’s must use this mechanism to 
address some of the concerns that people may abuse delegated authority and that withdrawal (under specific clear 
conditions) can be used as just one accountability mechanism.

3.5 FINANCIAL DELEgATIONS: COMPLIANCE ANALySIS

As in the case with the HR delegations, the focus of the PSC was to determine to what extent the financial 
delegations of departments in as far as delegations to specific office bearers other than an HoD, comply with the 
NT framework.

The same rating scale used in respect of HR delegations was applied in respect of financial delegations.  The extent to 
which the financial delegations that were submitted by departments complied with the NT Delegations Framework 
is reflected in Figure 2:
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Figure 2:  Status of financial delegations measured against NT’s framework of delegations

Departments generally performed well in terms of their financial delegations when measured against the NT 
framework.  A total of 6 out of 28 (21%) departments complied extensively with the framework whilst a further 12 
departments (43%) received a compliance rating of 8 and above.  At least 25 (88%) of the 28 departments achieved 
a compliance rate of 5 and above.
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It was, however, found as depicted in figure 3 below that 45% of the delegations received were in draft form or 
were being reviewed.  A further 55% were out-dated (signed by a former HoD or requiring revision in terms of 
legislative amendments).

Status of financial delegation documents

Absence / none
compliance

0%

Draft / Review
45%

old
55%

Figure 3:  Status of financial delegation documents

3.6 FINANCIAL DELEgATIONS: QUALITATIVE ANALySIS

3.6.1 Authority that can be Delegated 

A total of 22 out of the 28 departments that participated in the study do not cover the full spectrum of financial 
authority that should be delegated in terms of the NT Framework. Full sections of the Treasury Regulations were 
omitted in some instances and the delegations were therefore incomplete. In particular, Financial Misconduct and 
Preferential Procurement Policy were not delegated and certain budget related responsibilities were not delegated 
to management accounting divisions.

3.6.2 Level of Delegations

In terms of the 22 departments that did not comply extensively with the delegations framework, it was found that 
legislative and regulatory authority was not clearly defined (e.g. the reader has to refer back to the actual legislation/
regulations to determine the exact wording of the authority). In addition, as in the case with HR delegations, the 
conditions set to guide the person with the delegated authority in decision making were either not clear or absent.

3.6.3 Delegations out-dated 

with reference to the 3 departments with limited or no delegations, it was found that where delegations were 
in place, they were out-dated and did not comply with the existing legislative framework. In such departments, 
delegations in place were very old and signed by HoDs who were no longer in the service. Generally, as depicted 
by Figure 3, 55% of delegations were found to be old and not been reviewed during the past three financial years.
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3.6.4 Concerns regarding the NT Delegation Framework

It is common knowledge that the NT Delegation Framework has been subjected to legal scrutiny. However, the 
manner in which the delegations have been formulated raises concerns on whether the delegatus not potest 
delegare administrative law principle has been duly considered. This principle provides that an agent to whom an 
authority or decision making power has been delegated by a principal or higher authority may not delegate it to a sub 
agent unless the original delegator expressly authorises it, or there is an implied authority to do so6.  The delegation 
framework provides in addition to principle delegations for sub delegations to more than one person.  This issue 
is only highlighted for note taking purposes as the assumption is that NT has followed the correct procedures in 
designing the Delegations Framework.1 

6 http://www.businessdictionary.com/definition/delegatus-non-potest-delegare.html#ixzz2g4yDoxeo
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Perspectives of EAs on HR and  
Financial Delegations

4.1 INTRODUCTION

As part of the methodology, questionnaires were compiled for completion by EAs.  These questionnaires were 
purpose designed to obtain information unique to the perspectives of EAs as opposed to HoDs.  The questionnaires 
probed issues relevant to both human resource management and financial delegations.  This Chapter provides 
reflection by EAs on critical issues emanating from the human resource and financial management delegation 
frameworks. Table 6 below illustrates how many questionnaires were distributed and received back by the office:

Table 6:  Questionnaires distributed to EAs and received

Departments Questionnaires 
Distributed

Questionnaires 
Received

Percentage 
questionnaires received

EAs EAs EAs

National 43 5 12%

Eastern Cape 11 3 27%

Free State 11 1 9%

Gauteng 11 3 27%

KwaZulu-Natal 10 3 30%

Limpopo 11 5 45%

Mpumalanga 11 5 45%

Northern Cape 12 1 8%

North West 12 1 8%

Western Cape 10 5 50%

TOTAL 142 32 23%

of all the questionnaires that were distributed only 23% (32) of EAs complied with the PSC’s request to complete 
and send back the questionnaire.  Although the PSC recognises the high demands placed on holding political office, 
it is unfortunate that EAs did not assign time and/or resources to respond to the PSC’s request as a Constitutional 
body that promotes the democratic values and principles of public administration in Section 195 of the Constitution, 
1996. In the Northern Cape, North west and Free State provinces for instance only one response for each was 
received from EAs.

For purposes of reflecting EAs’ views in this report the comments were summarised to focus on the core message. 
This was deemed necessary given the manner in which the written responses were recorded. 

4.2 EAs PERSPECTIVES ON MATTERS RELATINg TO HR DELEgATIONS

4.2.1 Flexibility to Ensure Speedy filling of Posts

out of the 32 respondents, 25 (78%) indicated that the delegations ensure the speedy filling of posts. In instances 
where EAs indicated that the delegations do not speed up the filling of posts, the following comments were specifically 
noteworthy:
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•	 Delegations to fill posts have been withdrawn as a result of labour unrest in the department. 
This has resulted in an organisational restructuring process which commenced in 2010.

•	 Departments must have the ability to identify critical skills and create space for the EA to 
appoint persons without having to be hampered by inflexible delegations. The EA ought 
to be able to sign off on his own appointments, of course, subject to standard recruitment 
processes being adhered to.

•	 An improvement in turnaround times for recruitment as a result of the delegations has 
been observed.   A reduction in time for the filling of vacant posts was observed from three 
months to two months.

Findings:

Despite the affirmation by the 25 respondents that the delegations ensure speedy filling of vacancies, the reality is 
that posts are generally not filled within a three month period from becoming vacant in the Public Service.  This again 
begs questions regarding the capacity to deal with recruitment and selection processes.

4.2.2 Delegations as Enabler for Speedy Service Delivery.

whether delegations provide room and space to HoDs, senior managers and other staff for speedy service delivery? 
Key responses by EAs can be summarised as follows:

On the positive side the following were noted:

•	 The delegations have enough room for all managers to ensure speedy delivery. 

•	 It does ensure speedy delivery of services. The EA and HoD work as a team and there are 
regular meetings between EA and the HoD.

Caution was expressed in respect of the following:

•	 Having strong oversight from the EA ensures adherence with rules such as ensuring gender 
equity, racial equity and disability equity. Strong oversight also ensures that standards of 
professionalism are adhered to.

•	 Given the size of the department it is necessary to be circumspect in the assignment of 
authority so as to improve efficiency and effectiveness with due regard to compliance with 
the relevant rules, procedures and processes.

Findings:

based on the feedback received there appears to be a majority view that delegations enhance service delivery and 
a minority view that delegations must be controlled by the EA to ensure accountability.

4.2.3 Challenges in Assigning Roles and Responsibilities between EAs and HoDs

with regard to challenges that could be associated with assigning roles and responsibilities between the EA and HoD, 
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the comments received can be summarised as follows:

The PSA and PSR are very clear in terms of assigning roles and responsibilities between EAs 
and HoDs. However, the EA may still assign his/her roles and responsibilities to the HoD and 
the EA may be construed to be meddling with administration. Similarly, when the HoD is seen 
not to take an active role in executing the political mandates conferred by the EA, the EA may 
predominantly be seen running the administration of an institution, thus adopting a dual role of 
a political referee and player.  This compromises the purpose for which the HR delegations are 
meant. Decisions taken by the HoD are at times challenged and even reversed by the EA.  These 
occurrences are rare but the issues are generally resolved amicably. Moreover the personal 
relationship between the HoD and EA affects their roles and responsibilities.

(Note should be taken that some comments were not received directly from EAs but from officials in their offices who were 
assigned to complete the questionnaires)

Findings:

what is clear from the feedback received is that personality plays a big role in the relationship between HoDs and 
EAs. If the two role players do not get along conflict is bound to arise. To a limited extent, there also seems to be 
concerns regarding trust between EAs and HoDs. It is clear that the allocation of roles by the PSA and the PFMA is 
one of the key reasons of conflict between EAs and HoDs. It has led to instability in our public administration and 
led to the problematic political and administrative interface. based on the majority of the feedback received, however, 
there is confidence in the ability of EAs and HoDs to assume respective roles and responsibilities and to collaborate 
in the best interest of the department. This will be juxtaposed against the responses received from HoDs.

4.2.4 The Role Political Office Bearers Play in Promoting Effective and Efficient Delegation of 
Authority

The vast majority of EAs shared the view that they enable departments through their delegations to perform 
optimally. only two of the respondents replied negatively.  Their responses were as follows:

•	 Once delegations are made to the HoD, delegated functions to managers in the human 
resource field are regarded as administrative issues and interventions by the EA are regarded 
as political interference.

•	 Mention was also made that decisions taken by the HoD are at times challenged and even 
reversed by the EA depending on the relationship between the EA and HoD.

Findings:

It should, however, be emphasised that the two negative responses received came from officials within the EAs’ 
offices.  They do, however, raise questions about how a third person may view and interpret the actions of the EA.

4.2.5 Measures to Monitor and Evaluate HR Delegations

The measures taken by departments to monitor and evaluate the effectiveness of HR delegations were probed.  The 
following key responses are worth-noting:
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•	 Internal Control Components perform an annual compliance inspection on Human Resource 
and Financial matters which include the adherence to departmental delegations. In addition 
Provincial Treasury Internal Audit Units perform regular audits on the Human Resource 
Financial processes.

•	 HR delegations include a register of decisions, to be kept and maintained by each delegated 
official. It is expected of delegated officials to regularly discuss decisions made in terms of 
the delegated powers with delegators. The purpose of these discussions is also aimed at 
ascertaining whether delegated powers contribute to efficiency and effectiveness.

Findings:

based on the feedback received, the majority of departments do have systems in addition to or supplementing the 
Internal Audit unit in place to monitor and evaluate the implementation of HR delegations.  where such systems are 
not in place there is recognition that these have to be developed.

4.2.6 Improvement of the System for Enhanced Delivery

The EAs were requested to reflect on how the current system of delegations can be improved to make it an 
effective tool for Public Service Delivery.  The following responses contain the gist of what was reported:

•	 The PSC or DPSA or Presidency should perform an advisory role to new MEC’s. Induction 
and orientation programmes for new MEC’s or new leadership at the Executive level are 
required. One of the challenges is the fear by managers to exercise delegated responsibilities 
which could be attributed to a lack of understanding or the restrictive culture in the public 
service. It would be advantageous to unearth the cause and employ corrective measures e.g. 
workshop managers on delegated functions of powers.

•	 Delegations are derived from the Public Service Act and regulations. The legislative 
framework must be first looked into before the delegations can be improved. There are a 
number of issues in the Act that are stagnant and have not been adapted.  A case in point is 
that all posts must be advertised before final approval is granted.  This is not aligned to the 
HRD strategy.

•	 It should perhaps be mandatory for an EA to issue delegations (at least to the HoD). It 
would become difficult for any organisation to effectively provide services when power is 
centralised. 

Findings:

A central theme running through the responses is the need to strengthen monitoring and evaluation of delegated 
authority. Guidance in the form of induction and procedural manuals for EAs also appears to be a priority.  A general 
culture change in the Public Service is also advocated in that managers should exercise their delegated authority and 
not be afraid to take decisions where they have been assigned to do so.
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4.3 EAs PERSPECTIVES ON MATTERS RELATINg TO FINANCIAL DELEgATIONS

4.3.1 Integration in the Contradictory Roles of EAs and HoDs

The manner in which the contradictory roles between EAs and HoDs are managed were explored. According to 
EAs’ responses the following can be summarised:

•	 The integration between the two seemingly contradictory roles and responsibilities between 
the EA and the HoD lies in effective delegations to the HoD by the EA. Once delegations are 
in place they are seamlessly intertwined to provide effective management of resources and 
processes which is the case in the Provincial Treasury. Separating the two is like giving the 
HoD the car to drive (in this case the car is the PFMA) but not giving the HoD the space to 
decide when to put in petrol (petrol in this case is the PSA & regulations).

•	 A strong feeling emerged from some EAs, however, that they should have more control to 
drive the political mandate.

Findings:

The main thrust of the comments received points to coherence in the role playing process between the EA and the 
HoD.  There is, however, a sense from some respondents that EAs should have more financial powers given their 
responsibilities to ensure implementation of the political mandate.

4.3.2 gaps and Challenges in the Seamless Integration and Implementation of the PFMA and the 
PSA

The following prominent issues were identified as gaps and challenges in the seamless integration and implementation 
of the PFMA and the PSA by EAs and officials in their offices:

•	 The implementation of both Acts leaves the EA out in the cold in many instances and many 
times the EA is required to do damage control after the horse has bolted. Proper accounting 
measures to the EA should be instilled.

•	 The relationship between the MEC and HoD is very crucial, if the relation is sour the 
department’s performance tends to suffer. Trust and maturity is at the centre of the 
relationship between the MEC and HoD. MEC’s need to have competent and trustworthy 
HoDs on their sides and also competent senior managers to build institutional memory for 
the department. MECs should be given an opportunity to appoint and approve their HoDs, 
not Cabinet.

Findings:

The majority view could be summarised as confirming that the two Acts complement each other and provide 
sufficient checks and balances. Another view is that they actually conflict with each other and result in a conflictual 
relationship due to the division of these powers. who should be the head of administration, procurement and 
finance, the EA or HoD?  Should these roles be divided? If no, the one who has no legal power, what role should be 
allocated to him or her and how? A prominent feature in some of the responses from EAs was that EAs should be 
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given more control over financial management and that the different sets of authorities assigned by the PFMA and 
PSA blur lines of accountability.  The contrary was, however, evident from HoDs’ responses as will be discussed in 
Chapter 5. 

4.3.3 The Impact of Delegations on Organisational Performance

Delegations are primarily designed to ensure that decisions are taken at the most appropriate levels for enhanced 
service delivery. based on this assumption, EAs were requested to reflect on the impact that financial delegations 
have on organisational performance.  The following responses pertinent to the question were received:

•	 Delegations have a positive impact on organisational performance in the sense that decisions 
can be taken at levels responsible for effecting service delivery.

•	 If delegations are not closely monitored and controlled it could lead to mal-administration 
which again affects performance. Without proper systems of monitoring, reporting and 
accountability, it opens up the possibility of financial mismanagement

•	 Delegations may be abused in a climate of deep mistrust or changes in political alliance. This 
is why there is always a need to strive for concurrence and convergence in the exercise of 
delegated authority.

Findings:

The general consensus from the responses received is that delegations promote organisational efficiency but that 
appropriate monitoring and evaluation and controls must be in place to ensure accountability.  Taking the need for 
effective controls into consideration, delegations must enable decision-making down to the lowest levels, to enhance 
service delivery.

4.3.4 Measures to Monitor and Evaluate the Financial Delegations

As in the case of HR delegations, departments seem to be reliant on Internal Audit for control over financial 
delegations and EAs based on their responses, are not fully capacitated:

•	 Monthly in year monitoring takes place but is not sufficient. There is presently no effective 
system in place which ensures expenditure accountability which results in detection of 
challenges only after the AG and the EA get to know about deviations.  The MEC should 
know how the department is functioning in terms of finance, budget and spending.

Findings:

whilst the majority of departments apply some form of monitoring and evaluation of the implementation of financial 
delegations, there appears to be heavy reliance on what can be described as national norms and standards for 
internal controls. only in isolated cases are internal controls beefed up beyond what national norms and standards 
require. Regular review of all systems is necessary to keep track of gaps and address any identified challenges.



27

4.3.5 Resources to Perform Financial Duties and Powers Delegated

EAs reported the following issues worth noting about the adequacy of resources required to carry out the powers 
and duties delegated in their departments:

•	 The department is underfunded due to economic constraints in South Africa and special 
resources are needed to eradicate the backlogs created by years of underfunding.

•	 Collective wage agreements have impacted heavily on the availability of budget to fill vacant 
posts and create new posts all of which in turn have an impact on the extent to which 
delegations as envisaged can be effectively implemented.

•	 There are insufficient resources to carry out the powers and duties; the department has a 
40% vacancy rate.

Findings:

The general consensus appears to be that departments are not adequately resourced.  To some extent the blame 
is apportioned to NT. However, statements such as 40% vacancy rate and the non-filling of key positions in some 
departments points to poor human resource management being a contributing factor.

4.3.6 Additional Measures and Strategies to Ensure Improvement in Financial Delegations

The following comments regarding additional measures and strategies that could be implemented to ensure 
improvement in the implementation of financial delegations were noted:

•	 A Handbook should be developed by the National Treasury regarding the clarification of 
powers and roles between the EA and HoD in terms of the PFMA.

•	 Conflicts of interest are a problem in the Public Service. The PSC needs to manage and take 
control of this system. The conflicts of interest system need to be standardised and there has 
to be a common understanding of what is permitted/permissible and not.

•	 Invest more on the adequate training of duly delegated employees.  Align PSA requirements 
to that of financial delegations where applicable. Enhance and integrate financial systems 
like BAS/PERSAL. Embellish systems to include e-procurement and asset management.

Findings:

The comments provided by EAs and their offices point to the following:

•	 The need for uniformity through a nationally prescribed delegations framework.

•	 The need to strengthen monitoring and evaluation systems and for the PSC to play a specific role in this regard.

•	 Creating and strengthening capacity by continuous training of officials entrusted with delegated authority.

•	 The importance of a strengthened system to manage conflicts of interest involving all officials.



28

4.3.7 Additional Comments Regarding Financial Delegations Provided by EAs

EAs were provided with an opportunity to provide any additional comments related to the scope of the assessment. 
The following can be highlighted:

•	 Financial delegations should be clear with reporting and accountability lines as well as spelled 
out consequences in the case of financial mismanagement.

•	 There is a need to develop a Financial Regulations Framework of reporting to the EA by the 
HoD.  A clear process of sanctions on non-adherence to the PFMA must be developed.

•	 In order to ensure effective and efficient service delivery to the people, the Public Service 
needs to attract and retain quality public servants able to render quality services within 
limited resources.

Findings:

Apart from the positive suggestions made around the appointment of quality public servants and further initiatives 
on role clarification, an important aspect that emanated from these comments were the dynamics between the 
executive/administrative interface. The perception of HoDs as political deployees and questions regarding the 
meritocracy in their employment are issues that the National Development Plan seeks to address. 
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5.1 INTRODUCTION

Questionnaires were also distributed for completion by HoDs. These questionnaires were purpose designed to 
obtain information unique to the perspectives of HoDs as opposed to EAs. The questionnaires probed issues 
relevant to both human resource management and financial delegations.  This Chapter provides reflection by HoDs 
on critical issues emanating from the human resource and financial management delegation frameworks. Table 7 
below illustrates how many questionnaires were distributed and received back:

Table 7:  Questionnaires distributed to HoDs and received

Departments Questionnaires 
Distributed

Questionnaires 
Received

Percentage 
questionnaires received

HoDs HoDs HoDs

National 43 15 35%

Eastern Cape 12 4 33%

Free State 11 7 64%

Gauteng 11 3 27%

KwaZulu-Natal 14 4 29%

Limpopo 12 5 42%

Mpumalanga 12 6 50%

Northern Cape 12 4 33%

North West 12 4 33%

Western Cape 13 10 77%

TOTAL 152 62 41%

As in the case with EAs it was disconcerting that only 41% of HoDs responded to the PSC’s request for the 
completion of questionnaires. Response rates from KwaZulu-Natal and Gauteng was particularly low with less than 
30% of HoDs responding the PSC’s request.

For purposes of reflecting HoDs views in this report, similar to the previous Chapter, comments were summarised 
without changing the thrust of the inputs made. 

5.2 HoDs PERSPECTIVES ON HR DELEgATIONS

5.2.1 Existence of HR Delegations

out of the 62 HoDs that responded, 53 (85%) indicated that HR Delegations were in place whilst nine indicated 
that such delegations were not in place.  where delegations were non-existent indications were that:
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•	 Where delegations are not in place yet, all appointments, overtime and transfers are 
submitted to the EA for approval.

•	 HR delegations were last approved in the 2008/2009 financial year.  This was prior to the 
transfer of functions from one department to another. Despite the matter having been 
discussed with the MEC there has been no progress and as a result this creates serious 
challenges in managing the department.

•	 There was acknowledgement that constant splits and mergers of Departments as well as 
political reshuffling affects progress with delegations. 

•	 In some instances HoDs indicated that draft HR Delegations are available and are currently 
being consulted for subsequent approval.

Findings:

It is a major concern that out of the 62 HoDs that responded, 9 (15%) indicated that delegations were not in place. 
The feedback to a large extent pointed to three reasons for delegations not being in place:

•	 There is a high turn-over at HoD and EA levels resulting in delegations not being finalised.

•	 EAs do not want to delegate but rather retain all authority.

•	 bureaucratic red tape resulting in delegations not timeously being ratified.

5.2.2 Consistency in Performer Levels

The extent to which persons who have been delegated powers, act consistently within the conditions set by the 
delegations, was probed. In terms of the feedback received in 55 departments consistency has been ensured.  The 
following comments of concern should, however, be noted:

No delegations are in place and as a result management and admin systems collapsed.  Ad Hoc 
measures for decision making that cannot be traced have been applied.

All powers are vested with the HoD.  The reason for this situation is that managers in the past 
made decisions without informing the HoD.

Findings:

Lack of consistency to a large extent relates to the absence of formal delegations.  The use of ad hoc arrangements is 
very problematic as decisions are not appropriately captured and this raises audit queries.  These decisions are made 
in the absence of formal delegations by issuing notes or memo’s to managers giving them authority once-off for a 
specific function.  The notes and memos are not properly recorded. 

5.2.3 Challenges with Approval of Appointments

HoDs participating in the assessment, amongst others, highlighted the following in relation to challenges experienced 
with regard to the approval of appointments:
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•	 At times departmental delegations result in undue delays due to the number of people 
required to sign off on an appointment. Secondly due to the number of persons having to 
sign off, there may be breaches of confidentiality.

•	 Some of the challenges emanate from dependencies especially the turnaround time from 
the Executive Authority.  The fact that the EA has to approve all appointments causes long 
delays, especially when they are not available.

Findings:

The majority of HoDs experience challenges in the approval of appointments.  This relates to funding constraints, delays 
in the recruitment and selection process, organisational structures that are not approved and delays experienced 
where EAs and Cabinet are involved in the approval process.

5.2.4 Plans of Action to Address gaps and Challenges in Appointments

Having identified the challenges in securing approvals for appointments, HoDs were requested to reflect on the 
plans of action they have in mind or developed to address the concerns identified.  Amongst others, the following 
were noted:

•	 Vacancy rates are high due to financial constrains mainly as funds are diverted towards 
service delivery. In such instances posts are not filled but are used for procurement and 
goods and services. Only critical posts are filled urgently.  At service delivery level there is a 
lack of human resources.

•	 A specific department had a 40% vacancy rate mainly due to the fact that the organizational 
structure was changed and submitted to the MPSA for consultation.  The DPSA is taking a 
long time to approve the revised organisational structure.  The Department has, however, 
been allowed by the EA to fill critical posts.

•	 Workshops are held to empower managers and to ensure that they understand delegations 
and will be able to deal with tasks assigned to them in an effective manner utilising the 
delegated responsibilities.

Findings:

based on the feedback received the following actions are being taken by departments to improve the turn-around 
time for appointments: 

•	 organisational structures are being finalised, 

•	 Delegations are being reviewed, 

•	 Relationships at the executive interface are being improved, and 

•	 Staff are being capacitated to deal with the recruitment and selection process. 

The success of these actions is according to a number of HoDs, however, hampered by delays in the approval of 
organisational structures by the DPSA.
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5.2.5 HR Delegations’ Contribution to the Expeditious Filling of Posts

HoDs were requested to reflect on the extent to which HR Delegations contribute to the expeditious filling of 
posts. of the 62 responses received 49 (79%) had positive comments regarding the extent to which delegations 
contribute to the filling of posts whilst 13 indicated that the HR delegations do not contribute to the expeditious 
filling of posts. HoDs were reluctant to express views on why the HR delegations do not expedite the filling of posts. 
The following comments are, however, worth noting in this regard:

•	 In some instances the final decision still rests with the EA, despite the fact that powers have 
been formally delegated to HoDs. The process as outlined in the delegations framework 
is followed, but for political expediency, arbitrary decisions are taken with respect to 
appointments.  There is a need for HoDs to be able to have a say in who finally gets appointed 
as they are the ones who will be held accountable for performance.  In the main, appointments 
should be based on objectivity.

•	 The organisational structure has not yet been approved by the DPSA. It is a problem across 
Provincial departments.

Findings:

In the majority of cases HoDs were of the view that delegations contribute to the expeditious filling of vacancies. A 
recurring theme, however, was the involvement of EAs in the recruitment processes often causes delays.  The issue of 
having to submit organisational structures to the MPSA for consultation and the delays associated with this process 
was again raised.

5.2.6 HR Delegations as Enabler for Service Delivery

HoDs were asked to comment on the extent to which delegations provide room and space to HoDs, senior 
managers and other staff for speedy service delivery.  The responses can be summarised as follows:

Delegations eliminate bureaucracy and speed up processes of approval in order to improve 
efficiency. It encourages a sense of responsibility to the delegated party and promotes capacity 
to take constructive decisions.  The challenge is that too many administrative functions rest with 
the EAs to the detriment of the organisation.  There is a need for EAs to be trained on their 
roles & responsibilities when assuming duty.  

Findings:

The general consensus appears to be that HR delegations do speed up service delivery.  A clear message, however,  
is that delegations should provide adequate information on the conditions that have to be complied with in exercising 
delegated authority. In instances where power is not delegated but rather centralised this causes delays in service 
delivery.

5.2.7 Challenges in Assigning Roles and Responsibilities between EAs and HoDs

HoDs were requested to identify challenges associated with assigning roles and responsibilities between the EA and 
HoD.  The following comments, amongst others, were received:
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•	 The roles and responsibilities are very clear but are exercised in an unstructured manner. 

•	 The PMFA places the responsibility and accountability fully with the HoD. However, this 
doesn’t align with the HR delegations that limit the HoD’s responsibility and accountability. 
Furthermore, the HR delegations do not synchronize with section 7(3)(b) of the PS Act that 
places the responsibility for the “...efficient management and administration of his or her 
department” with the HoD.

•	 Most EAs do not want to delegate and this frustrates HoDs.  The HoDs feel that they are not 
in control and as a result powerless.

•	 This is an issue and the biggest challenge in the Public Service. Interference only occurs 
where there is no trust between them. HoDs should concentrate on administration issues 
while EAs focus on political issues.  A good relationship is key for the department to perform. 
Once the relationship becomes unhealthy, the department suffers.

•	 There is a need to clarify roles and the reporting lines between the Minister and Deputy as 
they are often problematic.

Findings:

It is clear from the responses received that where the inter-personal relationships between HoDs and EAs are not 
good, departments suffer in terms of meeting service delivery demands. based on responses to previous questions 
as well as this question, there appears to be a minority of EAs that do not want to delegate HR authority and 
this impedes the ability of the HoDs to manage their departments. what is noticeable is that in cases where 
comprehensive delegation frameworks have been implemented role definition appears not to be a problem.

5.2.8 Effectiveness and Efficiency of Delegations by EAs

HoDs were requested to indicate whether political office bearers play their part in promoting effective and efficient 
delegation of authority to managers at all levels in the organisation and on what steps political office bearers should 
take to assist effective service delivery.  A total of 47 HoDs responded in the affirmative whilst 5 indicated that EAs 
do not play their part.  Ten (10) HoDs did not provide a response to the question.  In as far as the steps political 
office bearers should take to assist effective service delivery, the following comments, amongst others, were received:

•	 HoDs promote the effective and efficient delegation of authority to other officials at all 
levels. The EA does not play a significant role in making sure that there is efficiency at all 
levels. If EAs do not delegate, HoDs will be forced to account without actually having the 
power to make HR decisions.

•	 Part of the EAs’ responsibility is to ensure that the policy directives are translated into 
implementable plans and are executed accordingly.

Findings:

HoDs appeared to be hesitant to answer the questions posed to them and even more so in elaborating on their 
responses. what emanated from the responses, however, is the importance of effective HR delegations as enablers 
for HoDs and their departments to enhance service delivery.
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5.2.9 Measures to Monitor and Evaluate the HR Delegations

The vast majority of HoDs indicated that they review their HR delegations annually. Four HoDs indicated that the 
HR delegations have never been reviewed. In response to the measures put in place to monitor and evaluate (M&E) 
HR delegations, there were views that M&E has been accommodated in various forms in departmental structures. 
other views were that there is constant feedback from employees with delegated responsibilities to determine the 
effectiveness of the delegations.

other views were that there are no measures required to monitor and evaluate the effectiveness of HR delegations 
as all processes have been running smoothly. There was no change in management therefore there was no need 
to review the delegations. Furthermore, there was no request from senior management or officials to review 
delegations.

Findings:

It seems as if there is a mixture of formal and informal monitoring and evaluation systems and/or processes that are 
being applied across departments. It is clear, however, that the formal monitoring and evaluation of HR delegations 
have not been prioritised by the majority of departments with some HoDs conceding that evaluations of HR 
delegations have never been conducted. There is also confusion among HoDs on what M&E sought to achieve given 
the content of some responses.

5.2.10 Submission of HR Delegations to the DPSA

A total of 51 (82%) out of the 62 HoDs that responded indicated that they do not submit their delegations to the 
DPSA on an annual basis because this requirement has not formally been implemented by the DPSA. other views 
particularly from the provinces were that the department of the Premier monitors delegation of authority on a 
regular basis.

Findings:

At the time this study was conducted, there was no formal requirement for Departments to submit their HR 
Delegations to the DPSA.

5.2.11 Register of Delegations Decisions taken

of all the responses analysed only 13 (21%) of the 62 HoDs indicated that they keep a register of decisions taken. 
of those that responded in the contrary the following is worth-noting:

•	 It would be a “nightmare” to register each decision taken.

•	 In terms of the new delegations that we must develop, it is compulsory to keep a register 
of all DECISIONS made if a function or action has been delegated. Some departments are 
currently reviewing the HR delegations to comply.

Findings: 

whilst the majority of departments do not have a formal register of decisions taken in terms of delegated authority 
there appears to be general agreement for the need for such a register to be kept.
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5.2.12 Role played by HR in the Development of Delegations and Ensuring Consistent Application

based on the feedback received the human resource management components perform an integral role in developing 
HR delegations and ensuring consistency of application throughout departments.

5.2.13 Improvement of the System for Enhanced Delivery

on reflection of how the current system of delegations can be improved to make it an effective tool for Public 
Service Delivery, HoDs responded, amongst others, as follows:

•	 The PFMA and the Public Service Act/Regulations must be aligned so that Finances, Supply 
Chain Management and HR are aligned.

•	 As the Public Service matures, the relationship between EAs and HoDs will also improve, 
including trust. There is a need to ensure that decision making is smoothed out. There is 
a need for guidelines on how the relationship between EAs & HoDs should be managed. 
However, we still have a long way to go and thus accountability could be better managed.

•	 There has to be a clear understanding by all persons within the value chain on the importance 
of delegation of authority in achieving service delivery.  The value chain needs to appreciate 
that with delegation of authority comes accountability and ownership of decisions registered.

Findings

based on the responses received the following emerged as important elements in applying HR delegations to 
enhance service delivery:

•	 An attempt should be made to create synergy between HR and Financial delegations.

•	 Capacity building (training) of staff assigned delegated authority is essential. 

•	 Standardisation of delegations must be introduced as far as possible also taking the unique circumstances of 
smaller departments into consideration.

•	 ownership and accountability amongst senior managers should be enforced.

•	 Effort must be put into improving relationships at the executive/administrative interface.

5.3 HoDs PERSPECTIVES ON MATTERS RELATINg TO FINANCIAL DELEgATIONS

5.3.1 Existence of Approved and Signed Financial Delegations

only one of the 62 HoDs that participated in the survey indicated that such delegations were not in place. However, 
the HoD indicated that a full set of delegations were being developed and would be approved in due course.

Finding:

The vast majority of departments have approved and signed delegations in place. 
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5.3.2 Consistency in Delegations regarding the Exercise of Powers per Performer Levels

out of the 62 participating HoDs, five indicated that there was not consistency per performer levels.  In the 
department where the delegations are not yet approved inconsistencies occur as delegations are made on an ad 
hoc basis. Some of the comments made were that:

•	 Exco Resolutions on cost containment in provinces lead to confusion regarding roles.  These 
resolutions are issued at anytime in the financial year when annual delegations have already 
been signed and issued by Dept.

•	 Some delegations are generic in nature and as such delegations are attached to designations 
and not necessarily line functions.

In two cases reasons for these inconsistencies were not provided.

Findings:

Inconsistencies appear to be prevalent in departments where delegations are not yet in place and where external 
resolutions on cost containment impact on the exercise of approved delegations.

5.3.3 Maintenance of Effectiveness, Efficiency and Transparency in Financial and Risk Management

In respect of the maintenance of effectiveness, efficiency and transparency in financial and risk management, HoDs 
indicated that mechanisms of risk management have been put in place for example:

Risk committees have been established and periodic meetings are held to reflect on progress. 
Risk assessment is done on an annual basis due to capacity constraints. 

Findings:

The vast majority of departments have extensive internal controls in place to monitor and manage financial 
delegations and risks.  This assessment, however, did not probe the effectiveness of the systems and processes applied 
by departments. 

5.3.4 Managing Integration and Implementation of the PFMA and the PSA and the seemingly 
Contradictory Roles of EAs and HoDs

HoDs were requested to elaborate on how their departments are managing and ensuring integration between the 
two seemingly contradictory roles and responsibilities assigned to EAs and HoDs in terms of the PSA and PFMA, 
respectively.  The following noteworthy responses were provided:

•	 The responsibility of an HoD is very clear, and that is to support the EA with honesty and 
integrity.

•	 These two roles are merged during the budgeting and planning process, where the EA and 
the HoD lead the process of priority setting.  This process enables the two to ensure that the 
department moves in one direction, and allows for synergy within the department.
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•	 The EA would usually take a decision on administrative matters in consultation with the 
HoD.  The political-administrative interface is critical in ensuring integration between roles 
& responsibilities. The relationship should be managed at a strategic level. There is a need to 
avoid personal relationships and focus on professionalism.

•	 If the MEC and HoD have a good working relationship it is not a challenge. However, if not 
it becomes a nightmare. It leads to confusion and also a “free for all” as staff take advantage 
of the situation. In such instances morale drops and service delivery is adversely impacted.

Findings:

based on the feedback provided, there appears to be a concerted effort made in departments to ensure that 
the roles and responsibilities of HoDs and EAs in terms of the PSA and PFMA are respected and implemented 
through an integrated approach. As in the case with feedback from EAs and their offices, there are minor concerns 
regarding the impact of poor interpersonal relationships between the EA and HoD on departmental performance.  
Delegations in the majority of instances are used as a mechanism to ensure service delivery.  There appears, however, 
to be instances where both EAs and HoDs are reluctant to delegate all powers vested in them.

5.3.5 Measures to ensure that Delegated Officials are Empowered to Perform Prudent Financial 
Management Functions 

based on the feedback from HoDs, amongst others, the following is done to ensure that delegated officials are 
empowered to perform prudent financial management functions:

•	 Delegated managers are provided with resources and training so that they have the capacity 
to exercise delegations.  Annual workshops on delegations are held to discuss the amendments 
to the delegations and to garner understanding on what is entailed in these delegations.

•	 Departmental Policies including financial delegations are discussed/work shopped during 
MANCO and Finance budget meetings to ensure that officials with delegated authority fully 
understand their primary responsibilities and accountabilities in relation to the delegation 
of authority.

Findings:

Much emphasis is placed in some of the responses on procedural issues that have been put in place to ensure 
checks and balances. General recognition is also given to the fact that financial management is a core management 
competency and senior managers should receive training. 

5.3.6 The Impact of Financial Delegations on Departmental Performance

HoDs were requested to indicate whether delegations have an impact on departmental performance and to 
elaborate in this regard.  The following responses were, amongst others, received:

•	 The Department is not adequately capacitated to be able to utilise the delegations 
maximally due to a shortage of skilled staff, notably skilled senior managers.  This implies 
that management is not adequately equipped to perform their delegated duties.
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•	 There are sometimes delays in payment of invoices that may be sitting with a particular 
senior manager. However the delegation allows for effective management overall. Some 
delays are not related to delegations. For example, payment of invoices could be dealt with 
proactively.  Vacancies at senior management level are impacting on performance.

Findings:

The general consensus appears to be that delegations contribute to improved delivery. Cautions were expressed 
regarding capacity to deal with delegated authority as well as unwillingness to delegate to appropriate levels.

5.3.7 Measures to Monitor and Evaluate the Effectiveness of Financial Delegations

The measures applied by departments to monitor and evaluate the effectiveness of delegations were probed. It 
was found that departments apply a variety of checks and balances to monitor and evaluate the effectiveness of 
delegations. EXCO, MANCO, BRANCH meetings held monthly appears to be the only functional 
mechanisms currently in place and can be fruitfully applied to monitor and evaluate delegations 
if sufficient management information is available and used. Nevertheless, there appears to be a lack of 
national norms and standards as far as the monitoring and evaluation of delegations is concerned.  This is something 
that NT and the DPSA could pursue. The PSC will also play an ongoing role in monitoring and evaluating the 
effectiveness of both HR and Financial delegations. 

5.3.8 Frequency of Evaluations

The frequency with which delegations are evaluated was probed. out of the 62 HoDs that responded 46 (74%) 
indicated that the delegations are evaluated on an annual basis.  Three HoDs indicated the delegations are never 
evaluated whilst a further two indicated that they are evaluated on a quarterly basis. one HoD indicated that the 
delegations are evaluated on a two yearly basis.  The remaining HoDs indicated that the delegations are evaluated as 
the need arises stemming from legislative or organisational changes.

Findings:

whilst the vast majority of HoDs indicated that delegations are evaluated on an annual basis there again does not 
appear to be a norm or standard that guides or directs departments in this regard.

5.3.9 Submission of Financial Delegations to NT for Quality Assurance

only 17 (27%) out of the 62 HoDs that participated indicated that they submit their delegations to NT.  
Departments are generally not aware of any requirement to submit financial delegations to NT for quality assurance. 
The development of the standardised framework of delegations by NT was, however, recognised and departments 
indicated that they were in the process of aligning their delegations to this framework.

5.3.10 Adequacy of Resources to Carry out Powers and Duties Delegated

Capacity in departments to carry out powers and duties delegated were probed.  A total of 12 (19%) out of 62 
departments indicated that capacity was not adequate.  Key concerns by HoDs can be summarized as follows:
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There are insufficient resources to carry out the powers and duties delegated in financial 
management effectively because of inadequate provisioning of human resources in financial 
management.  Vacancies in certain key positions have had a negative impact on the departments’ 
ability to implement all the delegations as planned and approved.

Findings:

Even in departments where HoDs indicated that there are adequate resources, a qualification to this response was 
made in the elaboration provided. This was in relation to the inadequacy of budgets versus the service delivery 
mandate of departments as well as high vacancy rates. Furthermore the effect of recent restructuring was also 
highlighted as a contributing factor to inadequate resources.

5.3.11 Register of Financial Delegations’ decisions taken

A total of 39 (63%) out of the 62 HoDs indicated that such registers are not kept.  views from HoDs pointed to 
the following:

•	 It would be very time consuming for Responsibility Managers to record every transaction 
in the register. The department Commitment and Payment Register would provide this 
information per Responsibility Manager.

•	 The departmental financial delegations are in line with the delegated officials’ key 
responsibility areas and therefor it is impractical to keep a decision register on delegations, 
especially in a department as big as Correctional Service.

Findings:

The general feeling was that existing financial systems adequately accommodate the recording of delegated decision 
making. Departments were also not aware of the fact that such a register had to be kept and a significant portion 
questioned the practicality of keeping such a register.  There was also a sense of compliance overload from all levels, 
with departments having to spend large portions of time on meeting requirements in reporting on a wide range of 
matters to national and provincial treasury instead of focusing on service delivery.

5.3.12 Measures to improve Financial Delegations

Measures to improve financial delegations were probed. HoDs elaborated, amongst others, as follows in this regard:

•	 The PFMA provides a comprehensive accountability framework but from a financial 
perspective (which includes SCM) and largely omits an HR perspective that is provided by 
the PS Act /Regulations, this causes a misalignment. To remedy this, it will be required to 
bring Financial Management, SCM and HR in alignment in one framework.  An Induction and 
Orientation Programme for MECs & HoDs is also required. 

•	 The challenge relates mostly to the HR delegations because of some ambiguities.  The view 
is that HoDs should be given full delegations to ensure effective accountability.  The financial 
delegations work effectively because they have to be followed rigidly. The PFMA is a very 
good piece of legislation.
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•	 Financial delegations in the entire public service should be standardised.  This could also be 
extended to the HR delegations. HR delegations (original powers) should be given to HoDs. 
EAs can’t be charged in the event of irregular expenditure.

Findings:

Departments for the most part did not seem to be aware of the delegations framework developed by NT.  However, 
the introduction of such a framework is seen as a positive development. Departments were generally concerned 
regarding the alignment and integration of the PSA and PFMA to enhance role clarification.  Departments were of the 
view also that financial and HR authority should be vested in HoDs. based on the feedback received there appears 
to be compliance fatigue amongst departments. DPSA, NT, the PSC, the AG and DPME require of departments to 
report comprehensively on a wide range of activities and in some instances similar information is being requested 
by a number of these institutions. 
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6.1 INTRODUCTION

Two sets of questionnaires were specifically designed to be completed by HoDs and EAs. The purpose was to 
establish whether there was synergy or concurrence in their views on the HR and Financial delegations.  The 
following contradictions in their responses illustrate that HoDs and EAs may not be ad idem about the effectiveness 
of delegations and role clarification and integration at the executive interface.

6.2 CONTRADICTIONS IN EAs AND HoDs RESPONSES

6.2.1 The extent that HR Delegations Contribute to Service Delivery

The majority of EAs and HoDs were of the view that HR delegations contribute to enhanced service delivery.  There 
was a minority view amongst EAs, however that delegations must be controlled by the EA to ensure accountability. 
Juxtaposed against this view, were views by HoDs that in instances where power is not delegated but rather 
centralised this causes delays in service delivery. 

6.2.2 The Role of Political Office Bearers in Promoting Effective and Efficient Delegation of Authority

The vast majority of EAs were of the view that they enable departments through their delegations to perform 
optimally. HoDs appeared to be hesitant to answer the questiones posed to them and even more so in elaborating 
on their responses (5 responded negatively and ten did not respond at all).  The nature of responses from HoDs on 
this question could be related to the dynamics at the executive interface where HoDs are appointed on contract and 
fear dismissal when conflict arises between them and their EAs.  The responses by HoDs could also be interpreted 
to mean that HoDs would most probably prefer that Human Resource Management be allocated by Law to them 
as well.  

6.2.3 Integration in the Contradictory Roles of EAs and HoDs

based on feedback from HoDs, there appears to be a concerted effort made in departments to ensure that the 
role and responsibilities of HoDs and EAs in terms of the PSA and PFMA are respected and implemented through 
an integrated approach. 

There was, however, a sense from some of the EAs that they must be given more financial powers because of their 
responsibilities to ensure implementation of the political mandate.

6.2.4 Measures to Monitor and Evaluate HR Delegations

based on the feedback received from EAs, the majority of departments do have systems in place to monitor and evaluate the 
implementation of HR delegations. based on HoDs’ feedback it is clear, however, that the formal monitoring and evaluation of 
HR delegations have not been prioritised by the majority of departments with some HoDs conceding that evaluations of HR 
delegations have never been conducted.
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Conclusions and 
Recommendations

7.1 CONCLUSIONS

whilst Chapter 3 painted a rather bleak picture in terms of compliance to the Delegation Frameworks of the 
DPSA and NT, the responses from EAs and HoDs suggested that the need to comply with these frameworks were 
not clearly communicated or that the Frameworks were accepted as Guidelines.  The latter appears to be the 
correct interpretation as suggested in Chapter 2 that the Delegations Frameworks were only recently submitted 
to Cabinet for ratification to be issued as directives.

based on the assessment of all data obtained through this study the PSC found that HR delegations are not adequate 
to enhance the ability of departments to perform optimally and that compliance to the DPSA framework is not 
sufficient.

From a financial management perspective the delegations applied by departments were far more conducive to 
enhancing service delivery than the HR delegations were found to be. Responses from HoDs and EAs through 
questionnaires and interviews confirmed the findings of actual delegations assessed.  The PSC also found on the basis 
of all data applied during the assessment, that whilst there is room for improvement in the financial delegations of 
many departments, the financial delegations in place contribute to a larger extent to enhanced service delivery than 
the HR delegations do.

The view of most EAs and HoDs in this study was that HR delegations contribute to the speedy filling of posts.  A 
recurring theme, however, was that the involvement of EAs in the recruitment process delays the filling of posts. The 
question that sublimely emanated from responses was whether the original authority regarding 
human resource management is correctly placed with EAs or whether it should not be assigned 
to HoDs. Delays are also experienced as a result of the fact that organisational structures involving the top three 
tiers of departments must be submitted to the MPSA for consultation and that feedback from the MPSA takes 
considerable time. 

The general consensus appears to be that delegations contribute to improved delivery. Cautions were expressed 
regarding capacity to deal with delegated authority as well as unwillingness to delegate to appropriate levels. From the 
perspectives of EAs, appropriate monitoring and evaluation and controls must be in place to ensure accountability. 
HoDs called for training and capacity building of managers and other persons with delegated authority to be 
strengthened.

A general concern that permeated through the study and that the PSC found to be relevant is the actual capacity 
of persons that exercise delegated authority. In not all instances do such persons have the requisite skills and 
competencies.

The majority of EAs and HoDs were of the view that the PSA and PFMA complement each other and provide 
sufficient checks and balances.  There also appears to be a concerted effort made in departments to ensure that the 
role and responsibilities of HoDs and EAs in terms of the PSA and PFMA are respected and implemented through 
an integrated approach.  The inherent frictions and problems around role clarification that the two Acts cause can 
however, not be denied.  There were concerns regarding the impact of poor interpersonal relationships between the 
EA and HoD on departmental performance from both EAs offices and HoDs.  There appear to be instances where 
both EAs and HoDs are reluctant to delegate all powers vested in them.

Responses from both the offices of EAs and HoDs indicated that the quality of the personal relationships between 
EAs and HoDs and the level of trust between them play a significant role in the efficiency of departments.  where 
such relationships are not sound it ultimately affects decision making negatively and causes delays. 
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7.2 RECOMMENDATIONS

based on the findings and conclusions drawn by the PSC, the following recommendations are made:

Recommendation Relevance to 
Findings

Time frame Responsibility

Recommendation 1: The PSC recommends 
that the DPSA and NT should review the 
Delegations Frameworks through consultation 
with departments to provide options that 
accommodate departments in terms of their 
specific organisational designs. The national 
norms and standards should be flexible enough 
to accommodate options that cannot be 
standardised across the Public Service given 
practical realities and unique circumstances of 
certain departments.  The Frameworks should be 
clearly publicised through appropriate awareness 
and communication programmes.

Compliance 
with the 
delegation 
frameworks of 
the DPSA and 
NT

July 2014 DPSA and NT

Recommendation 2: The PSC trusts that the 
first recommendation will be taken up by the 
DPSA and NT. It therefore recommends that 
all departments must review their delegations 
in terms of the Frameworks that will be issued 
by DPSA and NT as directives and comply as 
far as possible specifically regarding the levels to 
which specific authorities should be delegated. 
If this recommendation is implemented many 
of the negative dynamics at the executive and 
administrative interface will be dealt with.

The extent to 
which EAs and 
HoDs delegate 
financial and 
HR authority

September 
2014

All 
Departments

Recommendation 3: The PSC recommends 
that departments must urgently assess the 
skills gaps and requirements of posts on their 
establishments using the data compiled through 
HR Connect and their own assessment of 
competencies, skills and experience required for 
each post. This must be done with specific reference to 
posts that have delegated authority.

Flexibility to 
ensure speedy 
filling of posts

July 2014 All 
departments

Recommendation 4:  The PSC recommends that 
Departments need to review their recruitment 
processes to ensure that vacancies are filled 
not longer than three months after a post has 
been vacated.  This should be easily achievable as 
advertisements can already be placed when an 
employee gives notice of resignation/ retirement/ 
promotion.

Flexibility to 
ensure speedy 
filling of posts

July 2014 All 
departments
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Recommendation Relevance to 
Findings

Time frame Responsibility

Recommendation 5:  The PSC recommends that 
the DPSA should re-examine the consultation 
process with departments on organisational 
structures. The process is currently too time-
consuming and results in departments not 
being able to implement revised organisational 
structures and fill newly created posts. A time-
frame for the consultation process (maximum 
of three months) must be set and adhered to. 
Measures must be introduced to facilitate 
conclusion of the consultation process in 
instances where the MPSA and EAs cannot come 
to an agreement.

Flexibility to 
ensure speedy 
filling of posts

August 2014 MPSA/DPSA

Recommendation 6:  The PSC recommends that 
posts must be advertised in a meritocratic manner 
to ensure proper job fit with due consideration to 
gender and disability equity. Such persons must 
therefore be appointed on merit and be able 
to adjust and begin to contribute to enhanced 
service delivery as soon as possible. This will ensure 
that persons appointed to posts with delegated authority 
are appropriately capacitated.

Flexibility to 
ensure speedy 
filling of posts

Immediately All 
departments

Recommendation 7:  The PSC recommends that 
authority be delegated to appropriate levels in 
all departments.

The impact 
of Financial 
and HR 
delegations on 
departmental 
performance

August 2014 All 
departments

Recommendation 8:  The PSC recommends 
capacity building, to ensure that EAs, HoDs and 
public servants that have delegated authority are 
able to exercise their responsibilities and powers 
to fast track decision making and service delivery. 
This should be implemented in two phases:

Phase 1: Until the National School of Govern-
ment has developed specific curricula 
dealing with financial and human 
resource management, departments 
must implement purpose designed 
training programmes to capacitate 
employees  with delegated authority to 
exercise their responsibilities with due 
diligence.

Capacity 
building of 
employees 
with delegated 
authority

August 2014 All departments
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Recommendation Relevance to 
Findings

Time frame Responsibility

   Such training programmes should as a 
minimum provide for the following:

•	 Integrity and ethical behavior

•	 Managing conflicts of interest

•	 Regulatory requirements attached 
to exercising delegated authority

•	 Accountability requirements

•	 Monitoring and evaluation of 
decision-making

•	 Technical/professional knowledge 
required of incumbents at specific 
post levels

Phase 2: The DPSA and NT must assist the 
National School of Government 
in identifying training needs in 
respect of both human resource and 
financial management that must be 
incorporated in the curricula to be 
developed by the National School of 
Government. EAs and HoDs should be 
subjected to such training as part of a 
compulsory induction programme to be 
established for them. 

 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.

August 2014 DPSA/NT/NSG

Recommendation 9: The PSC recommends that 
the PMDS for senior, middle and lower level 
managers and supervisors should in all instances 
where a person performs delegated authority, 
include the performance of this authority as a 
Key Result Area which must be assessed during 
the performance cycle.

Capacity 
building of 
employees 
with delegated 
authority

April 2014 All departments
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Recommendation Relevance to 
Findings

Time frame Responsibility

Recommendation 10:  The PSC recommends 
that departments should use the information 
generated through systems in the domains of 
financial and human resource management 
(BAS, Persal, etc.) to monitor and evaluate the 
implementation of delegated authority and on 
a quarterly basis by generating Monitoring and 
Evaluation exception reports that can serve at 
EXCO meetings to evaluate decisions taken 
in terms of delegated authority. This function 
should be performed by the risk management 
components of departments.

Implementation 
of monitoring 
and evaluation 
management 
information 
systems on HR 
and Financial 
delegations

July 2014 All departments

Recommendation 11: Whilst the PSC is aware 
of legislative processes such as the Public 
Administration Management Bill, it does feel that 
the opportunity is there to create more synergy 
at the executive and administrative interface 
and address role definition appropriately 
through integration of the PSA and PFMA. In 
addition, there is a need to holistically consider 
role definition in terms of the PFMA and 
the PSA with a view to promote integration 
and facilitate delivery. A balance needs to be 
found that enables EAs and HoDs to function 
authoritatively in pursuance of meeting the 
requirements for a Public Service aspiring to 
tend to the needs of a developmental State. This 
will require a major shift in thinking about how 
the legislative frameworks are configured in an 
optimal manner. Such an approach, in the PSC’s 
opinion, should lead to amendment of the Public 
Service Act to assign original authority to HoDs 
for all posts and employees on salary levels 14 
and below with clear and compelling guidelines on 
delegations to appropriate performer levels within 
departments.  Alternatively the PSA and PFMA must 
be amended to remove the provision that EAs and 
HoDs “may” delegate authority to provide that they 
“must” delegate authority with an indication of 
performer levels and a framework that provides for 
an accountability matrix.

Resolve 
challenges 
inhibiting 
the seamless 
integration and 
implementation 
of the PFMA 
and the PSA

August 2014 MPSA / Minister 
of Finance
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Recommendation Relevance to 
Findings

Time frame Responsibility

Recommendation 12:  The PSC recommends 
that the proposals contained in the National 
Development Plan regarding the possible 
appointment of an Administrative Head of 
the Public Service, or similar model, should be 
fast tracked to deal with the instability at the 
executive/administrative interface. There are 
variations in which this model can be developed 
(assigning the authority to an administrative 
head, to a Ministry, or to a Department or Entity). 

Challenges at 
the executive / 
administrative 
interface

August 2014 Cabinet
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