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Executive Summary 
 

Introduction  

The State of the Public Service Report 2021, focusing on the Capacity and Capability of the 

Public Service aims to facilitate greater dialogue on building capacity and capability of the 

public service, also taking cognisance of other government policy initiatives in this area. These 

various policy initiatives draw from the prioritisation of the Medium Term Strategic Framework 

(MTSF) 2019-2024 of building a capable state that has the required human capacity, 

institutional capability, service processes and technological platforms to deliver on the 

National Development Plan (NDP) through a social contract with the people. The NDP also 

seeks to elevate building capacity and enhance the capabilities of the state as significant 

fulcrums to eliminate poverty and reduce inequality by 2030. 

Findings  

The 2021 State of the Public Service seeks to highlight the link between the lack of capacity 

and capability and poor service delivery outcomes. Drawing from a variety of case studies, the 

report interrogates the state of capacity and capability in the public service and found that 

there are pockets of good and poor capacity and capability, which is neither unexpected nor 

remarkable. Analysis at a more granular level reveals a lot of variability between these 

opposite ends.    

Within this complexity, the report makes several findings on the state of the capacity and 

capability of the public service: 

 State capacity and capability in South Africa have weakened over time, varies widely, 

with major deficiencies in many departments and specialisations existing side-by-side 

with pockets of strength and excellence.  

 Fiscal consolidation has led to reductions in headcounts and decreases in budgets in 

goods and services with concomitant loss in state capacity and capability.  

 Inefficiencies in resource allocation and poor conversion of resources into outcomes 

in the public service are both a cause and manifestation of capacity and capability 

challenges.  

 The growing capacity and capability crises have slowly shifted to the courts which are 

increasingly taking up the space to resolve matters where state capacity and capability 

to respond to service delivery challenges is severely weakened 

 South Africa is known to have produced good policies, however, the lack of contextual 

environment upon which these have to be implemented coupled with lack of capacity 

and capability makes it difficult to deliver on those policies.  
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What makes matters worce is that state capacity has been undermined by corruption and 

deliberate efforts to undermine state machinery as the first report of the Commission of Inquiry 

into Allegations of State Capture, Corruption and Fraud in the Public Sector including Organs 

of State shows.  

In addition to the above, the report makes as number of observations relating to building or 

augmenting state capacity which is as follows:  

 State capacity and capability are built over time supported by strong leadership. 

 Stringent prioritisation between multiple policy priorities with a focus on core mandates 

remains is key to building capacity. 

 Partnerships provide a mechanism for augmenting and/or building state capacity 

where it is weak. 

 Building Institutional capability requires mechanisms such as the service ethos and 

policy certainty.  

Conclusion 

The study confirms that whilst policies ought to take into account the implementation 

environment coupled with certainty and stability, the lack of capacity and capabilities to drive 

these policies, is critical for delivery outcomes. It further recommends that:  

Professionalisation  

The capacity of the state needs to be addressed along the lines of the professionalisation of 

the Public Service. This must include aspects such as reviewing the occupational classification 

system, specifying the occupations, appointing a lead department for key occupations and 

reviewing the regulatory framework to facilitate change to a career system. 

Prioritisation  

Rigorous prioritisation should be aimed at the re-allocation of resources to follow priorities. To 

this end, it is recommended that a study be conducted on the integration of the planning and 

budgeting systems.  Specifically, the planning component needs to have the analytical and 

modelling capability to analyse the resource implications of prioritisation, including the social, 

economic, budgeting and staffing implications of the downscaling capacity of lower priority 

functions. 

Strong central economic development planning capability 

This capability is currently split amongst the DTIC, Presidency, National Treasury, National 

Planning Commission, and other economic sector departments, making it difficult to arrive at 

a coherent message regarding the economic development direction for the country.  It is 
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recommended that the macro-organisation of the economic development planning function be 

reviewed.  

At a departmental level, strong analytical capabilities are required, yet often absent. Analytical 

professions should be prioritised together with building the analytical methodologies and data 

systems required for planning.  Each department should have a core of nationally recognised 

experts in its functional area to support senior managers, who should also be experts in their 

own right. 

Working with communities 

The public service is distant from communities (which is a big causal factor in the unrest).  

Capacity needs to be built to work with and empower communities.  This would imply amongst 

others building the community development capabilities of practitioners implementing 

community development programmes like housing, land reform, the establishment of 

smallholder farmers, social development and local economic development programmes and 

empowering managers at the district level to work with communities and implement projects 

in collaboration with all stakeholders in the community and to adjust programmes to local 

contexts.  

Partnerships – capacity of the country 

Capacity needs to be thought of as the capacity of the country.  Partnerships need to be built 

to capitalise on capacity wherever it exists.  It is recommended that a study be conducted to 

evaluate to what extent public service frameworks and rules hamper or facilitate such 

partnerships. 
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1.1  Background and Context 

The Medium Term Strategic Framework (MTSF) 2019–20241 sets out seven priorities adopted 

by the 6th administration to reach the National Development Plan (NDP) targets. The MTSF is 

anchored on Priority 1, namely “Building a Capable, Ethical and Developmental State”. It is 

envisioned that a capable state has the required human resources, human capabilities, 

institutional capacity, service processes and technological platforms to deliver on the NDP 

through a social contract with the people. Combined with strong capacity and capability is the 

need to ensure that the state becomes ethical and developmental in its approach as the 

champion for ending the triple challenge of poverty, inequality and unemployment. The 

prioritisation of building a capable, ethical and developmental state is further informed by the 

overall slow implementation of the 2014-19 MTSF implementation underpinned by Chapter 13 

of the NDP. Chapter 13 of the NDP provides a comprehensive articulation of failures and 

weaknesses of the state and serves as a blueprint of the areas in which state capacity and 

capability need to improve.  

The PSC’s 2021 State of the Public Service Report reflects the Capacity and Capability of the 

Public Service agreed that the lack of implementation capability is responsible for poor 

outcomes in many countries2  rather than the lack of good policies. The success of nations, it 

is postulated, is dependent on the capacity to effectively implement policy plans and a public 

sector that can optimally align resources for policy implementation.3 Moreover, the 

development of ‘implementable’ plans and the required capacity for such implementation is 

imperative for service delivery.4 In South Africa, emerging evidence suggests poor policy 

implementation, even though many of the policies received critical acclaim5,6,7,8.  However, a 

key consideration is that a plan that does not consider the implementation environment is also 

not a good plan. The capacity and capability of the state to deliver have become even more 

critical considering the slow progress in the implementation of the NDP.  

                                            
1 DPME. 2019. Medium Term Strategic Framework (MTSF) 2019–2024. https://www.dpme.gov.za/keyfocusareas/outcomesSite/MTSF_2019_2024/2019-

2024%20MTSF%20Comprehensive%20Document.pdf 

2 Andrews,M.,  Pritchett, L.,  & Woolcock, MJV (2017). Building State Capability: evidence, analysis, action . Oxford University Press: Oxford, UK 

3 El-Taliawi, OG & Van Der Wal, Z. 2019. Developing administrative capacity: an agenda for research and practice. Policy Design and Practice. 

doi.org/10.1080/25741292.2019.1595916 

4 Ledger, T Meny-Gibert, S · 2018 — The Challenge of Prioritisation and Alignment in Public Sector Planning and Implementation - Literature Review. 

https://media.africaportal.org/documents/Twende-Mbele-Report-Final-Nov-2018_Budgets-Planning2.pdf 
5 African News Agency. 2019

 
SA has good policies but lacks implementation - trade and industry official. IOL News 

 https://www.iol.co.za/business-report/economy/sa-has-good-policies-but-lacks-implementatio.-trade-and-industry-official-

18866675#:~:text=%E2%80%9CSouth%20Africa%20has,on%20implementation%20gaps.%22 

6 Tebele. MM. 2016. Problems and challenges related to public policy implementation within the South African democratic dispensation: A theoretical 

exploration. MA thesis North West University https://repository.nwu.ac.za/bitstream/handle/10394/25883/Tebele_MM_2016.pdf?sequence=1&isAllowed=y 

7 Mulaudzi, M. 2018. The Missing Link: State Capacity. Service Delivery and the Politics of Developmental State in South Africa. DLitt et Phil thesis 

University of Johannesburg 

8 Brauns, M & Wallis M. Policy Implementation And The Promotion Of Service Delivery Within The Public Health Sector In South Africa. International 

Business & Economics Research Journal 13(2) 

https://www.dpme.gov.za/keyfocusareas/outcomesSite/MTSF_2019_2024/2019-2024%20MTSF%20Comprehensive%20Document.pdf
https://www.dpme.gov.za/keyfocusareas/outcomesSite/MTSF_2019_2024/2019-2024%20MTSF%20Comprehensive%20Document.pdf
https://www.iol.co.za/business-report/economy/sa-has-good-policies-but-lacks-implementatio.-trade-and-industry-official-18866675#:~:text=%E2%80%9CSouth%20Africa%20has,on%20implementation%20gaps.%22
https://www.iol.co.za/business-report/economy/sa-has-good-policies-but-lacks-implementatio.-trade-and-industry-official-18866675#:~:text=%E2%80%9CSouth%20Africa%20has,on%20implementation%20gaps.%22
https://repository.nwu.ac.za/bitstream/handle/10394/25883/Tebele_MM_2016.pdf?sequence=1&isAllowed=y
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Various Public Service Commission (PSC) reports over the past few years have highlighted 

key, amongst others, the lack of capacity and capability as the reason for service delivery 

failures. In 2015, extensive research was conducted by the PSC which highlighted some of 

the areas that need to be addressed to build a capable, career-oriented and professional 

public service as a basis towards a Capable and Developmental State in South Africa9. The 

2020 State of the Public Service Report also alluded to issues relating to capacity and 

capability such as the need to build a complement of leading experts/ specialised skills in 

functional areas where public servants can plan and implement policy and administrative 

changes that will drive development as well as the requirements that employees must meet to 

demonstrate competency. The PSC’s monitoring of the performance of the public service 

against the Constitutional Values and Principles (CVPs) further shows that for instance, 

prolonged precautionary suspensions compromises the very strained capacity and capability 

that exists in departments.  

The PSC takes cognisance of policy initiatives which include, amongst others, the  National 

School of Government’s (NSG’s) Framework Towards the Professionalisation of the Public 

Service10   which focusses on the development of human resource capacity in state institutions, 

the Department of Public Service and Administration’s (DPSA’s)  Human Resources Strategy 

and the Presidency’s synthesis report on the ‘Evaluation on State Capacity with special focus 

on Directors-General and Heads of Department’ which will be finalised in 2021/2211.  

Positioned to stimulate further dialogue between stakeholders, the aim of the 2021 State of 

the Public Service Report is much more modest with a reflection on capacity and capability 

based on a limited set of case studies.   

 

1.2  Defining State Capacity and Capability  

There exists complexity and definitional ambiguities related to the use of the concepts of state 

capacity and capability. The result is that the terms are often used interchangeably, which 

creates confusion. It is thus useful to differentiate the concepts from the outset to disentangle 

them. One of the clearest delineations is by Lenny Vincent (2008) article ‘Differentiating 

Competence, Capability and Capacity12. He defines capacity as the ‘power to hold, receive or 

accommodate’ and thus speaks to “amount” or “volume” and seeks to respond to the questions 

‘do we have enough?’ and the related question, “how much is needed?’. Capability meanwhile, 

relates to a feature, faculty or process that can be developed or improved. The relevant 

question for capability is ‘how can we get done what we need to get done?’ and ‘how easy is 

                                            
9 Building a Capable, Career-Oriented and Professional Public Service to Underpin a Capable and Developmental State in South Africa. 

10National School of Government. 2020. A National Implementation Framework towards the Professionalisation of the Public Service. 

www.gov.za/sites/default/files/gcis_document/202012/44031gon1392.pdf 
11 An initiative in this respect as reported in the Presidency Annual Report 2020-2021 

12 Vincent , L 2008. Differentiating Competence, Capability and Capacity’ Innovating Perspectives 16(3) 

http://www.gov.za/sites/default/files/gcis_document/202012/44031gon1392.pdf
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it to access, deploy or apply the competencies we need?’ Yet it is important to still traverse 

the understanding of these concepts further.  

State capacity is a complex and multidimensional concept whose use varies widely in 

literature13,14  not least because of the existence of a constellation of related concepts15. It 

manifests itself when government can do what it wants to do, while capability is evidenced 

when institutions respond effectively to change, make decisions efficiently, effectively and 

responsively.16   

Three critical elements of state capacity exist – extractive, coercive and administrative.17 

Extractive capacity relates to the ability of states to raise revenue to support their activities, a 

function that relies on a broad set of capabilities particularly information gathering and revenue 

collection ‘bureaucratic apparatus’.18 In the South African context, this element of state 

capacity and capability has been the subject of two commissions of inquiry in the past four 

years – the Commission of Inquiry into Tax Administration and Governance by the South 

African Revenue Service which found extensive denudation of “the integrity and governance 

of the organisation … failure of integrity and governance at SARS, [which] compromised the 

performance of its core function of collecting tax, to the detriment of the country at large19, and 

the Judicial Commission of Inquiry into State Capture which found that ‘SARS was 

systemically and deliberately weakened, chiefly through the restructuring of its institutional 

capacity, strategic appointments and dismissals of key individuals, and a pervasive culture of 

fear and bullying”.20 

Coercive capacity relates to the Weberian notion of the state possessing the monopoly of 

the legitimate use of force to maintain order and evoke compliance from the population. This 

matter is also not dealt with in detail in this report. The so-called ‘Eight Days In July’21 suggest 

a denuded capacity and capability of the security apparatus of the state. The case study on 

the capacity of the SAPS, focussing on the detective service provides hints at the capacity 

and capability in this space.  

                                            
13 Englehart, NA. 2009. State Capacity, State Failure, and Human Rights. Journal of Peace Research. 46 (2) 2  

14 Hanson, JK.; Sigman, R, 2019. Leviathan's Latent Dimensions: Measuring State Capacity for Comparative Political Research,  

https://calhoun.nps.edu/bitstream/handle/10945/64717/Hanson-Sigman_Leviathans_Latent%20Dimension.pdf?sequence=1&isAllowed=y 

15 Hanson, JK.; Sigman, R, 2019. Leviathan's Latent Dimensions: Measuring State Capacity for Comparative Political Research,  

https://calhoun.nps.edu/bitstream/handle/10945/64717/Hanson-Sigman_Leviathans_Latent%20Dimension.pdf?sequence=1&isAllowed=y 

16 Atkinson, CL. 2021. Theme-based Book Review: Government Capacity and Capability, International Journal of Public Administration, 44:6, 530-

535, DOI: 10.1080/01900692.2021.1872623 

17 Hanson, JK.; Sigman, R, 2019. Leviathan's Latent Dimensions: Measuring State Capacity for Comparative Political Research,  

https://calhoun.nps.edu/bitstream/handle/10945/64717/Hanson-Sigman_Leviathans_Latent%20Dimension.pdf?sequence=1&isAllowed=y 

18 Englehart, NA. 2009. State Capacity, State Failure, and Human Rights. Journal of Peace Research. 46 (2)2 / march 2009 p 168 
19 Nugent, J. 2018. Commission of Inquiry into Tax Administration and Governance by SARS – Final Report. p26 https://www.thepresidency.gov.za/report-

type/commission-inquiry-tax-administration-and-governance-sars 

 
20 Zondo, RMM. 2021. Judicial Commission of Inquiry into State Capture Report:Part 1. 

https://www.statecapture.org.za/site/files/announcements/638/Judicial_Commission_of_Inquiry_into_State_Capture_Report:_Part_1_Vol._1:_SAA_(18_MB).

pdf 

21 Hunter, Q, Singh, K,  & Wicks, J . 2021. Eight Days In July - Inside The Zuma Unrest That Set South Africa Alight Tafelberg Publishers Ltd 

https://calhoun.nps.edu/bitstream/handle/10945/64717/Hanson-Sigman_Leviathans_Latent%20Dimension.pdf?sequence=1&isAllowed=y
https://calhoun.nps.edu/bitstream/handle/10945/64717/Hanson-Sigman_Leviathans_Latent%20Dimension.pdf?sequence=1&isAllowed=y
https://doi.org/10.1080/01900692.2021.1872623
https://calhoun.nps.edu/bitstream/handle/10945/64717/Hanson-Sigman_Leviathans_Latent%20Dimension.pdf?sequence=1&isAllowed=y
https://www.thepresidency.gov.za/report-type/commission-inquiry-tax-administration-and-governance-sars
https://www.thepresidency.gov.za/report-type/commission-inquiry-tax-administration-and-governance-sars


STATE OF THE PUBLIC SERVICE REPORT 2021 Page 10 
 

 
 

Administrative capacity accordingly is an ‘encompassing dimension of the state’s 

organisational capabilities with respect to developing policy, delivering public services, and 

regulating commercial activity.’ In this context, the existence of sophisticated technically 

competent and professional bureaucracy is an essential component of Weberian legitimisation 

of the authority of the state. State capacity has been similarly defined as “the state's ability to 

accomplish those goals it pursues, possibly in the face of resistance by actors within the 

state”22.  

For the PSC, it is clear that definitions of capacity require a strong element of presence of 

resources – human resources and fiscal resources, in particular, marshalled towards the 

accomplishment of policy goals of government. Although no concerted effort is put into the 

analysis of fiscal resources, it is clear that budget shifts in the past 10 years or so have had 

an impact on the organisation of the bureaucracy and its capacity to deliver.  

In the context of this report, capacity is the ability of an organisational unit to deal with a 

particular workload. For instance, the ability of a unit to consider all applications for a licence 

within a reasonable timeframe or the ability of a unit to provide services at a set standard to 

all people who qualify for the service. 

Capability is about staff skills and institutional capabilities that enable an organisation to deliver 

a service at a set technical standard. The depth of institutional capability lies in the structure, 

legal mandates, processes, responsiveness and agility. The first three are inherent to public 

administration whereas the last two can be ascribed to the way departments go about 

implementing their mandates. Institutional capabilities include proprietary knowledge, 

information systems, data, organisational arrangements, technology, equipment and 

infrastructure.  In the context of capability, staff skills are the ability of members of the 

occupation to perform the tasks of the occupation’s scope of work efficiently and to the 

required quality standard23.  Because staff skills are critical for building capability, 

professionalisation of the public service is a key lever to build state capability.  

 1.3  Research Methodology 

The study was structured as a rapid appraisal to systematically collect data for an evaluation 

and reflection on capacity and capability in selected professions and departments in the public 

service. The research is largely based on literature review (secondary sources) such as 

departmental annual reports and available research related to capacity and capability of the 

functions and/ professions including, but not limited to the capacity of the police service, 

especially the detective service, capacity of extension services to farmers/post-settlement 

support, and supply chain management capabilities. The selection of the case studies was 

                                            
22 DeRouen K, Ferguson, MJ., Norton, S., Park,YH., Lea, J & Streat-Bartlett, A Civil war peace agreement implementation and state capacity. Journal of 

Peace Research 47(3) 333–346 
23 Public Service Commission. 2020. State of the Public Service Report  
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informed by the PSC’s previous work in these departments as well its broad monitoring of the 

performance of the public service.   

Whilst reliance was mostly on secondary sources, the limited time for the study restricted the 

exploration of other dimensions of capacity and capability that could have been covered in this 

report. The report provides an opportunity to glean important facets of capacity and capability 

generally in the public service from the case studies. It further provides for some practical 

experiences that serve to highlight lessons available for public service organisations. It is 

envisaged that the snapshot provided by these diverse case studies will spur the conversation 

towards concretising discussions on the capacity and capability of the Public Service.   

1.4 Organisation of the report 

The rest of the report is organised as follows:  

Chapter 2: Overview Capacity and Capability in the Public Service  

This chapter aims to provide a summary of the main findings in the relation to capacity and 

capability in the public service. In summary, findings made include that capacity and capability 

in South Africa has weakened over time and varies widely due to in part to deliberate activities, 

as well as inadvertent constraints such as fiscal consolidation, poor prioritisation and inefficient 

resource use. In this environment, increasing reliance is being placed on the courts to 

adjudicate instances of state failure, in areas ordinarily in the preserve of the executive branch  

Chapter 3: Building, augmenting and strengthening capacity and capability. 

This chapter aims to provide a summary in the relation to building, augmenting and 

strengthening capacity and capability. This chapter proposes that capacity and capability are 

built over time and need to be supported by strong leadership. Moreover, building institutional 

capacity to overcome the institutional voids must be hastened to enable the public sector to 

work at optimal levels. In addition, the study finds that various partnerships, incorporated into 

the service delivery models of departments provide a mechanism for augmenting and or 

building state capacity where it is weak. 

Chapter 4: Conclusion   

The concluding chapter provides recommendations for building capacity and capability.  Key 

amonst others is the need to review the occupational classification system and appointing a 

lead department for key occupations and reviewing the regulatory framework to facilitate 

change to a career system in line with the professionalisation of the Public Service. The report 

further recommends rigorous prioritisation and that a study be conducted on the integration of 

the planning and budgeting systems.  A strong central economic development planning 

capability is critical to arrive at a coherent message regarding the economic development 
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direction for the country.  Furthermore, the report recommends government to work with 

communities which imply amongst others building the community development capabilities of 

practitioners implementing community development and to adjust programmes to local 

contexts. Partnerships need to be built to capitalise on capacity wherever it exists.  It is 

recommended that a study be conducted to evaluate to what extent public service frameworks 

and rules hamper or facilitate such partnerships. 
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2.1 Introduction  

This chapter seeks to provide a synthesis of the major points emerging from the study with 

some examples drawn from the case studies and generally in the public service. The main 

findings can be summarised as follows:  

 State capacity and capability in South Africa have weakened over time, varies widely, 

with major deficiencies in many departments and specialisations existing side-by-side 

with pockets of strength and excellence.  

 Fiscal consolidation has led to reductions in headcounts and decreases in budgets in 

goods and services with concomitant loss in state capacity and capability.  

 Inefficiencies in resource allocation and poor conversion of resources into outcomes 

in the public service are both a cause and manifestation of capacity and capability 

challenges.  

 The growing capacity and capability crises have slowly shifted to the courts which are 

increasingly taking up the space to resolve matters where state capacity and capability 

to respond to service delivery challenges is severely weakened 

 

The rest of the chapter unpacks each of these findings in greater detail.  

2.2 State capacity in South Africa has weakened over time, varies widely, with 

deficiencies in many departments and specialisations existing side-by-side with 

pockets of strength and excellence  

a) Capacity and capability in departments and key state institutions have 

weakened over time. 

The capacity and capability to deliver have deteriorated for many government departments 

and key state institutions over time. Just taking an example of performance against 

predetermined objectives as a proxy to capacity, the Department of Cooperative Governance 

and the Department of Tourism both deteriorated in the period 2013/14-  2019/20. The graph 

below shows the performance of the 10 worst departments over a three-year cycle.  
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Figure 1: Performance of the 10 worst departments over a three-year cycle. 

 
Underlying this is the capacity and capability of these departments to deliver on their 

mandates. The three-year average performance for 2012/13, 2013/14 and 2015/16 was 100% 

and for 2017/18, 2018/19 and 2019/20 was 74% for the Department of Cooperative 

Governance, which suggests weakened support to the local government sphere of 

government in particular. The Department of Tourism deteriorated as follows, from 86% to 

78% for the same period. The Department of Military Veterans, by far the worst performer, 

remained stagnant at 32%.  Analysis of annual reports of another relatively poor performer, 

the Department of Water and Sanitation shows that starting from 2010/11 to 2020/21 (10-year 

period) has, only four annual reports that were signed off by a substantive Director-General, 

and in all other instances an Acting-Director general signed off the reports.   
 

Whilst the above picture is biased toward the poor performing departments, it should be noted 

that issues of capacity and capability remain very relevant even in those departments that can 

deliver on their predetermined objectives. The PSC argues that reporting against pre-set plans 

and objectives, rules and conditional delegation needs to be complemented by reflection and 

judgement on whether policy goals have been met and whether a department was really 

responsive to citizens’ needs. Furthermore, space should be created for responsiveness, 

effectiveness, and transformational leadership – being change agents – values that don’t 

thrive within the bounds of templates and fixed frameworks. 

 

The revenue gathering function under South African Revenue Services (SARS), although 

more resilient,  was ‘systematically and deliberately weakened through restructuring of its 

institutional capacity, strategic appointments and dismissals of key individuals’ among other 
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things as a result of state capture24. SARS, a jewel in public sector excellence at the turn of 

the previous decade became a shadow of its former self. More fundamentally though, the 

weakening of the extractive capacity of the state represented by SARS has compromised the 

ability of the State to raise revenue to support all its activities, and thus potentially had a far-

reaching impact on the entire bureaucratic apparatus of the state to deliver services.  The 

weakening of major State Owned Enterprises (SOEs), which were at the centre of South 

Africa’s political economy for the major part of its modern history followed a similar pattern 

(see Carnegie Report25 in addition to the Judicial Commission of Inquiry into State Capture 

Report).  

Capacity and capability challenges have further affected departments at the level of cluster 

functioning. For instance, it has been suggested that the Justice, Crime Prevention and 

Security Cluster is in a dismal state26. Both the National Prosecuting Authority (NPA) and the 

Directorate of Priority Crimes Investigations (DPCI) have acknowledged the existence of 

challenges with respect to capacity and capability to undertake their mandates, with the former 

adding that it was rebuilding ‘after years of being undermined by state capture actors’27. The 

Judicial Commission of Inquiry into State Capture Report Part 1 is scathing on the ‘failure of 

the NPA to have responded adequately, or at all, to the challenges of state…’.28 The  Institute 

of Security Studies observes that the South African Police Services (SAPS) has had a 

leadership crisis for over a decade which has ‘flowed steadily downwards’29 and manifests 

itself in the failures of the police to perform their mandate. To mitigate this weakness of 

capacity in institutions combating crime and corruption, National Treasury is reprioritising 

funds over the medium term, the function will reprioritise funds to enhance their capacity30.  

While many factors played a part in the weakening of these institutions, it is clear their decline 

was both deliberate and unintentional. The former is the subject of the Judicial Commission of 

Inquiry into State Capture which has been able to shine a light on rent-seeking ‘corrupt 

clientelist networks’31 that sought to repurpose the state. The latter is a result of a multiplicity 

of factors including but not limited to systemic corruption, poor skills at critical levels, lack of 

accountability for wrongdoing32 as well as factors such as declining budgets. It is not surprising 

                                            
24 Zondo. R.M.M. 2022. Judicial Commission of Inquiry into State Capture Report: Part 1 

25 Levy, B., Hirsch, A., Naidoo., V a& Nxele M.2021. South Africa: When Strong Institutions and Massive Inequalities Collide. 

https://carnegieendowment.org/2021/03/18/south-africa-when-strong-institutions-and-massive-inequalities-collide-pub-84063 

26 Mxesibe, L. 2021. Hearings into July unrest expose dismal state of security cluster. Mail & Guardian 21 Dec 2021. https://mg.co.za/opinion/2021-12-21-

hearings-into-july-unrest-expose-dismal-state-of-security-cluster/ 

27 Maughan, K. 2022. NPA creates state capture 'task force' after Zondo finds it failed to prosecute corruption News24. 

28 Zondo, RMM. 2022. Judicial Commission of Inquiry into State Capture Report Part 1 

29 Newham, G. 2021. SA police failures demand urgent reform before it’s too late. ISS Today. https://issafrica.org/iss-today/sa-police-failures-demand-

urgent-reform-before-its-too-late 

30 National Treasury. 2021. Medium Term Budget Policy Statement 2021 National Treasury Republic of South Africa. 

http://www.treasury.gov.za/documents/mtbps/2021/mtbps/FullMTBPS.pdf 

31 Gumede, W.2017
 

Disintegrating state capacity is a betrayal of democracy. Mail& Guardian 25 Oct 2017 https://mg.co.za/article/2017-10-25-00-

disintegrating-state-capacity-is-a-betrayal-of-democracy/ 
32 Gumede, W.2017 Disintegrating state capacity is a betrayal of democracy. Mail& Guardian 25 Oct 2017 https://mg.co.za/article/2017-10-25-00-

disintegrating-state-capacity-is-a-betrayal-of-democracy/ 
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thus, that on an aggregate basis, government effectiveness33 in terms of the World Bank 

Worldwide Governance Indicators (WGI) has declined from 83.06 percentile in 1996 to 62.98 

in 202034.  

b) The capacity and capability of the state varies widely both within and between 

spheres of government, departments and functional specialisations 

 

One of the main observations about the capacity and capability of the state is that it varies 

widely both within and between spheres of government, departments and functional 

specialisations. In relation to the spheres of government, two examples to make this point are 

the response to the COVID-19 pandemic and the unrest in July 2021. 

With regards to the COVID-19 pandemic, and despite resource constraints, South Africa has 

gone through four waves with a response that can be characterised as a mixed bag. The 

response involved a coordinated ‘multi-sectoral approach, across and beyond the three 

spheres to contain and mitigate the spread of SARS-CoV-2. The response was led by the 

National Department of Health and involved the National COVID-19 Command Council,  “the 

creation of national and provincial incident management teams (IMTs), which comprised a 

variety of workstreams, namely, governance and leadership, medical supplies, port and 

environmental health, epidemiology and response, facility readiness and case management, 

emergency medical services, information systems, risk communication and community 

engagement, occupational health and safety and human resources”35.  

Capacity was further drawn from government institutions such as the epidemiological 

modelling by universities together with the diagnostic and tracking disease of the National 

Institute of Communicable Diseases, sequencing of the genome of the virus by the KwaZulu-

Natal Research Innovation and Sequencing Platform among others and issuing of emergency 

regulations by the Department of Cooperative Governance.  According to Moonasar et al 

(2021), the most salient lessons learnt between March and September 2020 were 

“strengthened command and control which were achieved through both centralised and 

decentralised Inter-Ministerial Task Teams (IMTs), swift evidenced-based decision-making 

from the highest political levels for instituting lockdowns to buy time and increase its healthcare 

capacity”. Coordination was a key ingredient that proved the existence of a substantial latent 

capability put under pressure to respond to an uncertain and complex situation. 

                                            
33 According to the World Bank government effectiveness captures perceptions of the quality of public services, the quality of the civil service and the 

degree of its independence from political pressures, the quality of policy formulation and implementation, and the credibility of the government's commitment 

to such policies 

34 Levy, B., Hirsch, A., Naidoo., V a& Nxele M.2021. South Africa: When Strong Institutions and Massive Inequalities Collide. 

https://carnegieendowment.org/2021/03/18/south-africa-when-strong-institutions-and-massive-inequalities-collide-pub-84063 

35 Moonasar D, Pillay A, Leonard E, et al. COVID-19: lessons and experiences from South Africa’s first surge. BMJ Global Health 2021;6:e004393. 

doi:10.1136/ bmjgh-2020-004393 
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Unfortunately, the same cannot be said of the response to chaotic scenes of the July 2021 

unrest. The weakening of state capacity and capability has shown a gross lack of 

preparedness in this area. It is perhaps critical that all departments and sectors should 

undergo a process of evaluating their organisation and administration both internally and 

externally to determine the level of capacity and capability should the country be hit by a 

disaster that requires them at the centre of a national response.   

The capacity and capability of departments with similar mandates at the provincial level also 

vary. Whilst most provincial treasuries generally fare very well across, there are wide 

divergences in other departments such as health and education. Part of this can be 

understood in terms of the different levels of prioritisation that different provinces attach to 

these core functions of provinces. For example, while in the Eastern Cape the health budget 

consists 32% of the provincial budget in 2021/22, in the Western Cape it constitutes 37.9% of 

the total provincial budget. While the Eastern Cape’s entire budget is nearly R10 billion more 

than the Western Cape, the latter spends R1 billion more on health. The consequence is that 

the Western Cape has a more resourced health system, qualitatively and quantitatively. The 

state of the health system and department of health in the Eastern Cape has been described 

as being on the brink of collapse for over a decade36. The 2021 Ritshidze 2021 report on public 

health care in the Eastern Cape reveals that the province’s state of health has significantly 

deteriorated since the outbreak of COVID. Key, amongst others, the report argues that there 

is a major shortage of clinical and non-clinical staff at the facility level to meet the needs of the 

patients. Furthermore, the PSC during its service delivery inspections of health facilities found 

deteriorating infrastructure, lack of equipment and shortages in medical supplies, among 

others, as remnants of lack of capacity and capability to deliver.  In making this example, the 

PSC is cognisant of the historical backgrounds of the two provinces, however, the current 

decisions on how much a province decides to prioritise and spend on health affects services 

affects the capacity, capability and outcomes in the long term.   

At the national level, for instance, National Treasury provides an interesting example with 

respect to building and maintaining strong capacity and capability, and exemplifies effective 

and efficient bureaucracy which places a premium on skills, expertise and corporate cohesion.  

Unlike many government departments, National Treasury has been characterised by low 

turnover in senior management positions, earning a reputation as being a government 

institution characterised by institutional continuity and stability. Many officials at the National 

Treasury have very strong academic backgrounds and have undergone intensive training 

supported by the department in their various areas of competence.  Yet this has not insulated 

the National Treasury from being at the centre of the long-drawn-out implementation of the 

IFMS to replace legacy systems of PERSAL, Logis, BAS, and Vulindlela which has severely 

                                            
36 Mpulo N. 2020. The Eastern Cape health crisis is nothing new.  https://www.spotlightnsp.co.za/2020/07/23/opinion-the-eastern-cape-health-crisis-is-

nothing-new/ 
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compromised the capability of the public service in this area. National Treasury also took too 

long to simplify the overly complicated procurement regulatory environment. In February 2020, 

National Treasury introduced the Public Procurement Bill which seeks to provide a 

consolidated framework for public procurement as well as regulate the public procurement 

process.  It is nearly two years since the Bill was read in parliament for the first time. 

The capacity and capability challenges are also keenly felt at the functional specialisation level 

within departments. For example, looking at the provision of extension services with respect 

to agriculture and land reform beneficiaries is very limited. Only about 7% of subsistence 

farmers receive any kind of support from government. Chapman et al 202137 noted that 

standards of between 1:250 and 1:500 extension officers per farmer are set in policy, however, 

the actual extension support coverage is unclear. They argue that if government is going to 

make an impact, it needs to improve it's targeting together with increasing the size of extension 

corps. Furthermore, Chapman et al, argue that the current model is based on faulty 

assumptions that the extension officers are able to service all farmers. 

The state’s capability to consider and award mining rights in the Department of Mineral 

Resources and Energy is still in a stage of development and is not mature.  There are 

significant backlogs in the processing of applications for mining rights, materially affecting 

mining development. The current system of processing mining rights the South African Mineral 

Resources Administration Database (SAMRAD) is inefficient and yet the department is slow 

in replacing it. SAMRAD is more a workflow system to track the processing of applications and 

not a proper cadastral system with the capability of showing where a piece of land is on a GIS 

system that overlays of rights that have been granted or applied for on that piece of land. 

Moreover, there were instances of significant failures in consulting communities on how they 

are affected by mining, as attested to by various court cases and generally the current system 

is inefficient.  

At the level of support and specialisation function, departments are also struggling to build the 

required capacity and capability. The PSC has produced several reports on diagnosis and 

recommendations about capacity issues in the human resources management area. However, 

Supply Chain Management has also emerged as one of the key bottlenecks of the capability 

of the state to deliver. Capacity and capability constraints exist across the three spheres of 

government as it pertains to Supply Chain Management (SCM). These include, amongst 

others, inadequate SCM structures, high vacancy rates, insufficient capacity in operational 

supply chain units and the lack of relevant SCM academic qualifications.  

In addition to the above, the current approach to Supply Chain Management is rules-driven 

and there is a need to find more innovative ways to realise value for money.  The knowledge 

                                            
37 Chapman, S.A., Tjasink, K. & Louw, J., 2021, ‘What works for poor farmers? Insights from South Africa’s national policy evaluations’, African Evaluation 

Journal 9(1), a548. https://doi.org/10.4102/aej. v9i1.548 
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of SCM officials is often restricted to the rules whereas in order to make a good buy one needs 

to know the product and the market of that product over and above its price. Government 

supply chain practitioners manage administrative functions such as requests for quotations 

and evaluation of tenders without an in-depth understanding of the commodities they are 

buying. In the public sector, we have not moved beyond the purchasing function and even this 

is transactional and has compliance as the only focus. 

 

The Judicial Commission of Inquiry into State Capture Report describes SCM as a function 

with a “complex legislative mosaic rather than a single comprehensive and easily accessible 

statement of the required over-arching framework.’ Despite the elaborate regulatory 

framework, the system is prone to abuse as shown in multiple AGSA reports According to the 

Judicial Commission of Inquiry into State Capture Report: Part 1, it is unclear even for the 

conscientious officials to get a clear understanding of what is required from them.  The 

legislative lacuna related to section 217(1) and 217(2) for example, is not clear in relation to 

the intention of the Constitution to procure goods at least cost and transformative potential 

identified in section 217(2). 

 

The Judicial Commission of Inquiry into State Capture Report has also pointed in particular to 

a generalised lack of capacity in supply chain management and proposes a raft of measures 

not least the possible centralisation of certain types of procurement and the professionalisation 

of the function. Government has already adopted a professionalisation framework led by the 

National School of Government38. This must be dovetailed with ongoing efforts by National 

Treasury to develop a professional framework for public sector supply chain officials.    

National Treasury has done a lot of ‘groundwork’ on professionalising the supply chain. The 

review identified several issues affecting the supply chain as a profession. The Supply Chain 

Management Review by the National Treasury concludes that “the current maturity of supply 

the chain environment is at a compliance and control level, indicative of an environment that 

has not progressed to higher levels of maturity where performance, outcomes, impact, 

learning, and continuous improvement are the norm.” This goes for many professions in the 

public service, hence a need for a systematic programme to change the form and character 

of the public service (to change the public administration paradigm). A public service that does 

not only focus on rules and regulatory approach but one that is embedded in the Constitutional 

Values and Principles where the - ‘service’ part of service delivery deliver responsiveness to 

the needs of the people39. 

 

At the national sphere, institutions such as Statistics South Africa have demonstrated capacity 

albeit a conscious decision to discontinue some of their key surveys. In addition, science 

councils such as the Human Sciences Research Council (HSRC), the Council for Scientific 

                                            
38NSG. 2020.  A National Implementation Framework towards the Professionalisation of the Public Service 8 December 2020 

39 Public Service Commission. 2020. State of the Public Service Report 
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and Industrial Research (CSIR), and Medical Research Council as well as some higher 

education institutions (HEIs) provide an extra layer of capacity and capability available to the 

state. While these institutions have their own mandates, they provide their capacity and 

excellence for research and other capabilities such as modelling has been of assistance to 

government departments. Yet the existence of pockets of excellence does not detract from 

widespread degeneration capacity and capability and the failure to build requisite levels of 

capacity and capability.  

2.3  Fiscal consolidation has contributed to the weakening of capacity and capability 

mainly through reductions in headcounts and decreases in budgets for goods and 

services 

Fiscal consolidation has a major impact on the capacity and capability of government, 

especially where departments are already weak. In response to austerity measures adopted 

after 2012 government departments found themselves with limited options and often adopted 

one of two options or both of (1) shifting budgets from goods and services to compensation 

budgets, as well as (2) slowing on hiring and leaving vacant positions unfilled to reduce 

headcounts.   

In Programme 3: Detective Services of the SAPS for example, from 2014/5 to 2020/21, the 

final appropriation grew at an average annual growth rate (AAGR) of 4.48%, i.e below the 

average inflation of 4.9% for the period.  Of concern is that the ‘goods and services’ budget 

has declined from a peak of R3 023 540 000 in nominal terms in 2016/17 to   R2 169 532 000 

in 2020/21, well below the R2 487 491 000 in 2014/15.  The number of employees declined 

by 2.22% in the period. In the 2021 MTEF, the Institute of Security Studies estimates that 

budget cuts will result in cuts in numbers of 24 000 personnel, of which 11 000 will be in visible 

policing and 2000 in detective services. Moreover, the report adds, that the SAPS has a 

bloated leadership, all too often appointed based on political loyalty rather than competence, 

often without due process.  

Table 1: Final Appropriations and number of employees in the detective services40 
Financial Year  2014/15 2015/16 2016/17 2017/18 2018/19 2019/20 2020/21 

Final Appropriation R000 
Of which:  

Compensation 
of employees 
Goods and 
services 
 

15149725 
 
11506715 
 
2487491 

15947270 
 
12241439 
 
3001643 
 

16723126 
 
13150027 
 
3023540 

17771032 
 
14397134 
 
2762602 

18959298 
 
15231686 
 
3100800 

19347109 
 
16207184 
 
2480811 

19688486 
 
16654571 
 
2169532 

No. of employees 39 088 38766 39069 39 295 38 823 38 821 38218 

Source: various SAPS annual reports 

The reduction in real terms of the budget, and the concomitant reduction in personnel 

numbers, notwithstanding increases in population and well as crime levels, has led to an 

                                            
40 Various annual reports of the South African Police Service: 2014/15, 2015/16, 2016/17, 2017/18, 2018/19, 2019/20 and 2020/21 
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increase in caseloads per detective with adverse effects on the fight against crime. To put this 

in context, South African detectives have a case-load of 69 cases per detective compared to 

the international norm of 30-40 cases per detective. The division also experiences a high 

vacancy rate.  

The scenario sketched above is not limited to the case of detective services in the SAPS, but 

pervasive across the entire public service. With deeper consolidation efforts since 2020 for 

example, certain frontline departments are likely to weaken further. A comparison of the 

medium-term budgets of the Eastern Cape and Western Cape departments of health reveals 

that budgets decrease in nominal terms for both departments, yet given the starting points, 

the impact is likely to be more keenly felt for the former.  

Table 2: Medium-term estimate for departments of health in EC and WC 
 2021/22 2022/23 2023/24 

Eastern Cape Department of Health 26,430,588 25,340,004 25,869,489 

Western Cape  Department of Health  27 391 897 27 318 326 26 895 087 
Source: Provincial Budgets for two provinces for 2020/21 

Michael Sachs, a former Deputy Director-General at National Treasury provides a more 

nuanced analysis across three labour-intensive sectors through analysis of employment and 

real compensation in health, education and police. While there was positive growth in 

employment figures between 2008 and 2012 in all the three categories, growth flattened in 

health and declined for education and police leading to increases in population per employee. 

However, there were real increases in compensation per employee in all categories.  

Table 3: Employment and compensation trends in health, education and policing41 
 2002 2008  2012  2018 Ave. 

annual 
growth 
2008-
2012 

Ave. 
annual 
growth 
2012-
2018 

Health (provincial departments)       

   Employees 216 
092 

269 
216  

325 
580  

335 
866 

4.9%  0.5% 

   Compensation spending per employee 
(constant 2018 rand) 

 267 
432 

316 
345  

365 
272 

4.3%  2.4% 

   Population per employee 174 185  162  172 -3.2%  1.0% 

Education (provincial departments)       

   Employees 426 
915 

494 
841  

526 
180  

498 
621 

1.5%  -0.9% 

   Compensation spending per employee 
(constant 2018 rand) 

 288 
631 

341 
038 

384 
225 

4.3%  2.0% 

   Learners per employee 28 25  24  26 -1.1%  1.5% 

Police       

   Employees 131 
560 

172 
162  

196 
420  

191 
284 

3.4%  -0.4% 

   Compensation spending per employee 
(constant 2018 rand) 

 254 
163  

294 
139  

337 
080 

3.7% 
2.3% 

3.7% 
2.3% 

   Population per employee 286 289  269 303 -1.8%  2.0% 

                                            
41 The table is combination of data from Table 1 (p5) and Table 2 (p22) in Sachs, M.2021. Fiscal Dimensions of South Africa’s Crisis. Southern Centre for 

Inequality Studies University of the Witwatersrand. https://www.wits.ac.za/media/wits-university/faculties-and-schools/commerce-law-and-

management/research-entities/scis/documents/Sachs-2021-Fiscal%20dimensions%20Working%20Paper%2015.pdf.  
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Source: Sachs (2021) 

Capacity and capability challenges of the SAPS and the Eastern Cape exposed the former’s 

inability to prevent the riots in July 2021, and the latter in terms of the chaotic scenes in Eastern 

Cape public hospital at the height of COVID-19 infections in June/July 2020 and December 

2020. It is clear that stronger departments have been abler to withstand the decreasing 

budgets in real terms resulting from the consolidation efforts, but for the weaker ones, or those 

dependent on the personnel rather systems, the impact has been more keenly felt. 

2.4  Inefficiencies in resource allocation and poor conversion of resources into 

outcomes in the public service are both a cause and manifestation of capacity and 

capability challenges. 

Inefficiencies in resource allocation, aside from those that emanate in implementation are both 

a cause and manifestation of capacity and capability challenges. In this regard, the 

inefficiencies include but are not limited to inappropriate service delivery models and over-

resourcing of programme 1, so-called administration or corporate services incorporating a set 

of functions that deliver support services to the institution and towards performance and the 

delivery of services by other programmes.  

 

In the SAPS, for example, the state of Democratic Policing (2018) study found that “on the 

face of it, the SAPS does have sufficient resources to be effective, However, the evidence 

suggests that in recent years resources have been less efficiently converted into outcomes, 

and that efficiency before that period has been hampered by the way resources are 

distributed”42. This perspective is supported by the report in 2014 of the Commission of Inquiry 

into Allegations of Police Inefficiency and a Breakdown in Relations between SAPS and the 

Community of Khayelitsha43 and Social Justice Coalition Equity Court in 2018, which also 

found that there are systemic inefficiencies in policing and human resource allocation. In 

Khayelitsha in particular, there was a big difference between the Theoretical Human Resource 

Requirement (THRR) allocation and the granted allocation as well as the long-term failure of 

SAPS management at station, cluster, provincial and national management to address 

problems identified at the three police stations. At a broader level, the concentration of 

resources at the administrative apparatus of the police which accounts for over 40% of human 

resources compared to the operational station level capacity at 60% probably deprives the 

police service of much needed capacity to prevent and detect crime.   

 

With respect to possible over resourcing of programme 1 of government departments and 

drawing away crucial resources programmes related to the core mandates of the departments, 

data drawn from 2020/21 annual reports of a selection of five of the departments from which 

                                            
42 Civilian Secretariat for Police Service 2018. The State of Democratic Policing in South Africa. Pretoria 

43 O’Regan , C & Pikoli V. 2014. Commission of Inquiry into Allegations of Police Inefficiency and a Breakdown in Relations between SAPS and the 

Community of Khayelitsha.  https://www.westerncape.gov.za/police-ombudsman/files/atoms/files/khayelitsha_commission_report_0.pdf 
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the case studies for this report are drawn reveals wide variances in the relative sizes of the 

staff complements which range from about 14% to 69%. The variability, in some instances, is 

suggestive of diversion of the available capacity to corporate support services function. 

Corporate support services should be viewed as administrative overhead and should be 

minimised so that the biggest proportion of resources could be allocated to benefits and 

services to the public. 

 

 

Figure 2:Relative employment size for programme 1 in a selection of departments based on 
actual employment figures in 2020/21  
 

In the past, the DPSA has proposed that functional structures should be aligned with nationally 

determined staffing ratios between line and corporate services functions44. Yet, to make a 

centrally prescribed ratio between corporate and line functions workable, frameworks, 

templates, policies and procedures used must be streamlined.  This would require radical 

reform of the corporate services functions.  The corporate support services cannot be reduced 

if the policies, procedures and systems are not reformed. In addition, there might be scope for 

use of shared services for some of the corporate services functions to achieve efficiencies. As 

El-Taliawi and Van Der Wal (2019:6)45 advise, a key component of the ‘organisational-

operational dimension of capacity…is how the machinery of government is organized…’ In 

that regard they envision a capable public sector as being able to set priorities, optimally align 

resources, and actually implement designed policies, to deliver public goods and services 

efficiently and effectively.  

 

                                            
44 Meeting between DPSA and National Treasury regarding personnel expenditure pressures on 20 August 2018. 

45 Ola G. El-Taliawi & Zeger Van Der Wal (2019): Developing administrative capacity: an agenda for research and practice, Policy Design and Practice, 

DOI: 10.1080/25741292.2019.1595916 

13,8%

18,7%

31,4%

43,0%

68,9%

0,0% 10,0%20,0%30,0%40,0%50,0%60,0%70,0%

statistics south africa

department of police

national treasury

department of social development

department of human settlements

programme 1 staff percentage



STATE OF THE PUBLIC SERVICE REPORT 2021 Page 25 
 

 
 

Another dimension to this is that departments often struggle to determine the allocation of 

resources within their core programmes to advance their mandates and align to the  MTSF 

and NDP priorities. The structural arrangement of departments as far as resource allocation 

is concerned should be biased towards national and macro design such as those in the MTSF 

to advance the vision of the NDP.   

2.5 The growing capacity and capability crises have slowly shifted to the courts 

which are increasingly taking up the space to adjudicate and resolve matters where 

state capacity and capability to respond to service delivery challenges is severely 

weakened 

a) The appointment of the Special Master of Rural Development and Land Reform 

to assist with the Labour Tenant Act 

The PSC has observed over the years that certain public administration matters have been 

shifted to the judiciary as a result of failures to deal with those within the public service. In case 
of Mwelase and Others v Director-General for the Department of Rural Development and Land 

Reform and Another is concerned with the failure by the Department of Rural Development 

and Land Reform (Department) to process land tenant applications submitted in terms of the 

Land Reform (Labour Tenants) Act 3 of 1996 (LTA).  Thousands of labour tenants, including 

the applicants, had lodged applications under the LTA with the Department before the cut-off 

date of 31 March 2001.  However, the Department failed to process these applications.  Both 

the Land Claims Court and the SCA found that this failure breached sections 10, 25(6), 33, 

195 and 237 of the Constitution. Because of that failure, the Land Claims Court (LCC) ordered 

the appointment of a Special Master for labour tenants to assist the Department in its 

implementation of the LTA.  The majority of the SCA, while affirming much of the order of the 

LCC, upheld the Department’s appeal against the Special Master’s appointment on the basis 

that in finding that the Special Master might “effectively usurp the functions of the DG and 

officials of the Department”.  

 

The Constitutional Court majority judgment held that for over two decades, the Department 

has manifested what has seemed to be an obstinate misapprehension of its statutory duties.  

It had further shown unresponsiveness plus a refusal to account to those dependent on its 

cooperation for the realisation of their land claims. The Court found that the doctrine of 

separation of powers does not imply a rigid or static conception of strictly demarcated 

functional roles.  The three branches share a commitment to the Constitution’s vision of justice, 

dignity and equality and are engaged in a shared enterprise of fulfilling practical constitutional 

promises to the country’s most vulnerable.   

 

The Court held it is a crisis in governmental delivery, and not any judicial wish to explore the 

limits of separation of powers, that demands effective judicial remedies.  When egregious 

infringements have occurred, especially where the most vulnerable and marginalised have 
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suffered from the insufficiency of governmental delivery the courts have little choice in their 

duty to provide effective relief.  The main question for the decision was whether the order the 

LCC granted constitutes judicial overreach, particularly the extent of the LCC’s power to 

fashion and implement remedies. 

 

The Constitutional Court found that the SCA erred in finding that the Special Master might 

“effectively usurp the functions of the DG and officials of the Department”.  The LCC set the 

scope of the Special Master’s mandate itself.  It retained control.  The Special Master at all 

times remained an agent of the Court and acted as an extension of the court’s supervisory 

jurisdiction.  Hence the Special Master’s independence is a product of the independence of 

the Court itself. 

 

The Court held that the LCC does have the statutory power to order the Special Master’s 

appointment since the LCC as a court of law has all the powers of the High Court in relation 

to matters falling within its jurisdiction, the Constitution gives it power, when deciding a 

constitutional matter within its power, to make any order that is just and equitable.  In addition, 

the LCC was exercising true discretion as a specialist Court in assessing its own capacity and 

expertise to ensure an effective remedy within a field the statute specially entrusts to it.  The 

LCC directed itself properly and scrupulously to the facts before it.  Therefore, the LCC’s order 

had to be restored.  

 

b) Unconstitutionality of the funding model of the Free State Department of Social 

Development 

The PSC has observed that very few departments can demonstrate how they quantified the 

need (the number of eligible beneficiaries) for their services, decided on the level of service 

(the service specification) and calculated unit costs so that they could properly plan and budget 

for responding to needs. The Case of National Association of Welfare Organisations and 

nongovernmental organisations and others v MEC Social Development and Head of 

Department for Social Development and Other relate to the funding model for the services 

provided by NPO’s in respect of children in need refers. In this case, a proper plan would show 

how the target population would be divided between the department’s services and the NPOs’ 

services and a rational basis for excluding people from the target population (targeting the 

service at fewer people) or reducing the specification for the service (the level of service) and 

how departments would incrementally reach such excluded groups. The applicants assailed 

the policy of the department as unconstitutional and not in compliance with the departments 

statutory duties to care for children.   

Judge van der Merwe found that the Free State Policy on Financial Awards to the Nonprofit 

Organisations in the Social Development Sector of August 2003 (“the policy”) is inconsistent 

with the constitutional and statutory obligations of the first and second respondents in terms 

of sections 26, 27 and 28 of the Constitution, section 4(2) of the Children’s Act, 38 of 
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2005, Section 3(2) of the Older Persons Act, 13 of 2006 and the provisions in respect of 

statutory services. It found that the department failed to recognise as a fundamental principle 

of funding that non-profit organisations that care for children, older persons or vulnerable 

persons in need or provide statutory services, fulfil the obligations of the first and second 

respondents. He also found that the policy is not a reasonable measure as envisaged by the 

aforesaid provisions to the extent that it lacks a fair, equitable and transparent method of 

determination of the contributions that the aforesaid non-profit organisations should make from 

their own resources or sources of income in respect of the provision of the aforesaid care and 

services. He ordered that, among others, the first and second respondents be ordered to adopt 

and to implement a redrafted or revised policy to remedy the abovementioned shortcomings.  

Owing to what the judge called “lack [of] leadership and/or capacity” was the real reason 

behind the problems, he ordered that the department would produce the policy under the 

supervision of the court, and in any event, was only able to come up with a proper funding 

model after they had been sent back to the drawing board several times by the court and 

prepared the funding model under the supervision of the court.46   

The process that the court prescribed to develop the funding model was more or less the 

following: 

a) Prepare specifications for the various services as near as possible to the norms and 

standards provided for in law (old Persons Act, Children’s Act, etc.).  (Free State had 34 

such services.) 

b) Cost each service according to the specification and calculate a unit cost (eg, per social 

work case/ per family/ per individual). 

c) Determine the quantity of the service – the number of people needing the service 

(headcount) – and the eligibility criteria. 

d) Determine how much service can be funded by considering different service delivery 

options.  Options represent trade-offs between specification (norms and standards), unit 

cost and eligibility (number of people who should get the service). 

e) Prioritise the services and allocate the funding to each service (sub-programme). 

f) Determine how much the NPOs can contribute from their own funds. 

The above two examples demonstrate in detail how the system of the judiciary has immersed 

itself in public administration matters, something that the PSC would have thought could be 

dealt with in public administration if better capacity and capability was built.   

  

                                            
46 National Association of Welfare Organisations and Non-Governmental Organisations v the Department of Social Development, Free State: High Court, 

Free State Division, August 2014 (Case No 1719/2010). 

http://www.saflii.org/za/legis/num_act/opa2006169/index.html#s3
http://www.saflii.org/za/legis/num_act/opa2006169/
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Chapter 3: Building, augmenting and 

strengthening capacity and capability  
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3.1  Introduction  

This chapter aims to summarise findings on various actions largely drawn from the case 

studies and government documents on building, augmenting and strengthening capacity and 

capability. Given the wide variations of capacity and capability in the public service, it is clear 

that certain institutions have been more resilient with regards to their efforts to build the 

required capacity and capabilities to perform their mandates. In any environment,  moreover 

successful institutions are those that are able to anticipate the change that South Africa is and 

can deploy new service delivery models and utilise requisite technologies to do so. The 

chapter is positioned around the following themes: (a) state capacity and capability are built 

over time supported by strong leadership, (b) stringent prioritisation between multiple policy 

priorities with a focus on core mandates remains is key to building capacity, (c) partnerships 

provide a mechanism for augmenting and or building state capacity where it is weak, and (d)  

the required environment (enablers) for building Institutional capability.   

3.2 State capacity and capability are built over time supported by strong leadership. 

State capacity and capability is built over long periods and component by component. While 

departments at the centre of government particularly those tasked with planning, coordination, 

monitoring such as the Presidency, the Department of Planning, Monitoring and Evaluation, 

the National Treasury, the Department for Public Service and Administration and the National 

School of Government can set policy frameworks and make a sound contribution to capacity 

building, actual policy implementation is in the province of departments themselves. 

Consequently, the idea is that each department must identify its capacity/capability constraints 

develop practical plans in place to build the required capacity/capability over the medium term.  

South Africa is undergoing a number of changes including but not limited to a decline in fertility, 

ageing population as life expectancy increases and rapid advances in information 

communication technologies all of which have a profound impact on what and how services 

are provided, to whom, and at what cost. This requires heightened and dynamic workforce 

planning or human resources planning in the public service.  For the South African Public 

Service, human resources planning is defined as ‘an inclusive and dynamic process that 

involves the identification of both current and future human resource needs as well as potential 

challenges for the department to consistently achieve its organisational objectives. It is also 

the two-way operational link between high-level strategy and action-orientated implementation 

that can be regularly monitored and evaluated. Therefore, HR Planning aims to ensure that 

an organisation has the right people at the right place at the right time, all the time’. 
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According to the Strategic Framework for Human Resource Planning Strategy for the Public 

Service47, there are three general approaches to determining staff levels and mix:  

a. use-based (how many public servants are required to maintain current service levels?); 

b. needs-based (how many public servants are required to meet the service delivery 

needs of the population?); and,  

c. Effective demand-based (how many public servants are required to meet society’s 

commitment to service delivery?) 

 

Some of the basic formulas for determining the required capacity may include the following: 

 

Services 

 

 

     X 

 

 

 

 

  

For example, in the case of ambulances, if the number of incidents is known and the time and 

location of the incidents and the standard of service is defined (e.g ambulance reaction time), 

then the number of ambulances and personnel can be calculated. The demand for services 

will invariably be more than what is affordable.  By modelling different scenarios for volume 

(e.g, adjusting the eligibility criteria) and service specification (adjusting the standard or level 

of service) an affordable service delivery model can be arrived at. In the case of awarding, for 

example, mining rights the following formula can be considered:  

Regulation/ awarding of rights 

 

 

      X 

 

                                            
47 DPSA.2008.  Human Resource Planning Strategy for the Public Service https://www.gov.za/sites/default/files/gcis_document/201409/hr-planning-str-

framework.pdf 

Volume (different units 
of volume, eg, number 
of eligible population, 

number of cases, 
number of incidents, 

number of primary care 
visists) 

Unit Cost [determined by 
service specification/ 

minimum service 
standard/ minimum 

service level] 

Volume (number of 
applications for 

licences/ 
authorisations) 

Standard time for 
considering one 

application 
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The capacity needed to implement regulation is determined by the activities that must be 

regulated.  It is advisable to follow a risk-based approach and only regulate activities with a 

high risk of prejudice to the rights of others or the safety of others. Capacity should be 

consciously planned and it should not be left to service delivery units to cope when demand 

exceeds supply. 

However, the capacity of the public service cannot be reduced to formulas. Most public 

administration processes are about implementing government policy and must comply with 

public administration principles like fairness, equity and transparency. A policy process may 

be directed into new directions or delayed based on changes in political mandates, the 

extension of public participation, and revisiting policy positions based on research, public 

comment and international negotiations.  The effectiveness of relations at the political-

administrative interface, with both minister and the department effectively fulfilling their 

respective roles, largely determine the outcome of a policy process.  It is therefore not simply 

a case of efficient decision-making or the efficient production of a policy instrument but the 

defensibility of the decision or soundness of the policy that counts.  

The capability of the human resources is critical to ensure that public servants have the 

required capability, skills and proficiency to perform their duties. The PSC has made several 

recommendations relating to human resources, especially the recruitment and selection to 

enhance the recruitment strategy and ensure that appropriate appointments are made48. The 

PSC has further demonstrated that, for example, to build the required skill and capability  

within professions/occupations would entail, amongst others, the following:  

(a) Specifying the scope of work/ competency areas of the occupation.  This should be 

done regarding both contents of work and level of work. 

(b) Specifying the career mobility implications of the occupation.  (From where to where 

does a public servant in a specific occupation move in their career?) 

(c) Specifying the areas of specialisation of the occupation 

(d) Determine the entry requirements for the occupation. 

(e) Determine the promotion requirements. 

(f) Determine the continuous professional development requirements.  These may 

include— 

 Post (after) entry qualifications 

 Systematic exposure to experience in all the areas of the scope of work 

 Secondments to other bodies 

                                            
48  
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 Short courses, workshops, conferences  

 Mentoring and coaching 

(g) Develop proposals on testing or certifying that a candidate is proficient in all the areas 

of the scope of work. 

(h) Develop proposals on registration with a professional body. 

(i) Develop proposals on the institutional arrangements for managing the affairs of the 

occupation 

3.2 Stringent prioritisation between multiple policy priorities with a focus on core 

mandates remains key to building capacity  

The history after 1994 suggests that South Africa struggled to address priorities often on the 

back of strong and if sometimes contradictory interests which government often has sought to 

simultaneously address, rather than prioritise between.49 The South Africa Reserve Bank 

(SARB) Governor Lesetja Kganyago50 has characterised the lack of prioritisation and trade-

offs in the context of limited resources as follows:    

“The tragedy of the SA discourse at the moment is that we think everything is a priority 

and (therefore) we cannot engage with society so that society understands that there 

are trade-offs to be made” - Lesetja Kganyago Governor SARB 

 

While there are no quick fixes for achieving progress in prioritisation, a long term view ought 

to be taken, and the focus must be on putting in place institutional structures associated with 

desired outcomes.51 The reduction from fourteen outcomes (priorities) in MTSF 2014-2019 to 

seven priorities in MTSF 2019-2024 reflects considerable effort in prioritisation. Developing 

appropriate institutional structures associated with desired outcomes referred to above 

requires strong alignment between departmental 5-year strategic plans and APPs on the one 

hand and the MTSF on the other. For example, the MTSF 2019-2024 boldly declares that all 

national sector plans, provincial growth and development strategies, municipal integrated 

development plans, departmental strategic plans and annual performance plans must be 

aligned to the MTSF 2019-2024. In practice though, and despite the well intentioned integrated 

monitoring framework, departments still default to their own legacy programmes which makes 

the attainment of MTSF priorities difficult. In addition, prioritisation a stronger link between 

strategic plans and budgets to enable goals defined in the MTSF and departmental strategic 

plans to be adequately funded, especially so now in the context of fiscal consolidation. This 

                                            
49 Makgetla NS. 2011.  Improving the capacity of the state.  In Plaatjies, D (ed) Future Inheritance: Building State Capacity in Democratic South Africa. 

Jacana Media  

50Wits Business School. 10 August 2021. Virtual leadership dialogues programme.  As reported in Business Day, 12 August 2021. 

51 Ledger, T and Meny-Gibert, S. 2018. The Challenge of Prioritisation and Alignment in Public Sector Planning and Implementation - Literature Review. 

https://media.africaportal.org/documents/Twende-Mbele-Report-Final-Nov-2018_Budgets-Planning2.pdf 
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requires the reallocation of funds from non-core and non-performing programmes. The 

DPME’s Mandate Paper Budget of 2018 sought to develop a mechanism for prioritisation and 

proposed the following criteria: 

 Identifying inefficiencies and opportunities for savings;  

 Identifying  key policy and implementation blockages where critical decisions have to be 

made;  

 Enhancing the transformative impact of spending; and  

 Identification of priority areas for spending including cost pressures and catalytic projects.  

 

The replacement to the “Mandate Paper”, the Budget Prioritisation Framework (BPF), is 

premised on the need to confirm priorities given a dynamic environment, the need to ensure 

that medium-term priorities remain an area of focus to ensure that our development goals are 

achieved, and to ensure the realignment between plans and budgets on an ongoing basis.52 

Taking into consideration the current constrained environment (the economic and fiscal 

environment remain constrained, as well we the advent of the coronavirus disease (COVID-

19) the framework reiterates the importance of trade-offs, and further prioritisation to inform 

resource choices during the national budget process. Determining such policy choices is a 

challenging task due to the multiplicity of objectives that need to be simultaneously achieved 

while considering efficiency, redress, equity and fairness. The proposes that prioritisation 

criteria be considered i. Stabilisation; ii. Recovery; iii. Efficiency and effectiveness; iv. 

Transformation and inclusion; and v. Sustainability. Notable is that the prioritisation criteria 

above differ considerably from the 2018 Mandate Paper. 

The analytical capacity within the state is necessary to undertake analysis of trade-offs 

between different cost-benefit options as well as what kinds of interventions are needed to fix 

a particular developmental problem, and the sequencing thereof. In addition, detailed 

implementation planning which includes demand and resource projections, capacity planning, 

detailed costing, process design, systems design, infrastructure planning and logistics 

planning is crucial for programme success, implementation often fails good policy. While this 

cannot necessarily be conducted for every programme every year and given that a large part 

of the budget is a continuation, on an incremental basis, of the previous year’s budget and if 

the capacity does not exist in departments to generate alternative strategies and cost them, 

then the quality of decision-making on objectives and the allocation of resources will be poor.53  

                                            
52    Department of Planning, Monitoring and Evaluation. 2022. Budget Prioritisation Framework: Toward Budget 2022 

53 Public Service Commission. 2014.  State of the Public Service report. 
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3.3 Partnerships provide a mechanism for augmenting and or building state 

capacity where it is weak 

Government cannot be tasked with building capacity on its own. The technical expertise and 

resources required for some of the delivery objectives of government can better be achieved 

by augmenting and harnessing partnerships as Lara Hodes aptly summarises: 

Collaboration between public and private entities is essential in this country if we are 

to improve efficiencies. Combining resources and knowledge will enable the creation 

of more opportunities. Lara Hodes, Investec 

The capacity that resides in the science councils such as the Human Sciences Research 

Council (HSRC), the Council for Scientific and Industrial Research (CSIR), and Medical 

Research Council as well as some Higher Education Institutions (HEIs) could be harnessed 

by government departments to maximise their capacity in the short to medium term. Efforts 

should be made to relook at government departments along with their entities, and related 

stakeholders and identify where the best capacity lies and how such can be used.  

The Department of Minerals and Resources and Energy provides an example of where they 

undertake various types of energy modelling, including but not limited to building models that 

predict the supply and demand for electricity to develop an Integrated Resource Plan (IRP). 

However, various constraints, not least being high vacancy rates in supply modelling 

specialists, demand modelling specialists and economic modelling specialists have put brakes 

on the ambitious targets set by the department. While the process of filling the posts is quite 

advanced, in the interim, and some cases on a sustained basis, the department has built and 

maintained various partnerships notably with: the CSIR, ESKOM and the University of Cape 

Town to augment its capacity challenges.   

In the case of social welfare services, evidence (presented in the social work case study) 

demonstrates that some of the social ills plaguing communities cannot be addressed by each 

of the provincial departments of social development alone. A report by the Financial Fiscal 

Commission (FFC) shows that the demand for social welfare services far exceeds what the 

Department of Social Development can alone address. Consequently, the delivery model for 

social welfare services is premised on most of the services being offered by non-governmental 

organisations (NGOs) and in some cases non-profit organisations (NPOs) through the referral 

system. This produces positive results as the scope and reach as shown by the planned and 

achieved targets of various welfare services indicate. Even so social development 

departments will never be able to make a dent. 

These two examples illustrate the potential for intra-public sector partnerships and as well as 

public sector-welfare sector arrangements potentially are able to plug the capacity gaps 

existing in government departments.  
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There is, however, a need to clarify the role of the state and conceptualise its relationship with 

the private sector and NGO/NPO support programmes.  Since there is capacity in both the 

public and private (including NGO/NPOs) sectors, a proper partnership between the two 

sectors needs to be structured.  This would require proper targeting of beneficiaries based on 

priority and available budgets, specification and cost of the services that may be provided by 

the private sector, specifying the target groups allocated to the private sector, assigning 

portions of the service or areas to service providers and determining the respective financial 

contributions of the public and private sectors. 

3.4 Building Institutional capability  

Organisations that are able to systematically diagnose capabilities, both institutional and 

individual can have the most positive impact on their business54. Institutional capability 

development is a long term, incremental and iterative process that enables firms to overcome 

the institutional voids55. Drawing on Tracey & Phillips 2011,  Carney et al 201656 define  

institutional capabilities represent heuristics, skills and routines that underpin successful 

institutional strategies 

The depth of institutional capability lies in the responsiveness of institutional structure, legal 

mandates, processes, facilities, norms, regulations and agility. The first three are inherent to 

public administration whereas the last two can be ascribed to the way departments go about 

implementing their mandates. Capability can grow if there is legal certainty, policy clarity, 

stability at the political-administrative interface, and when organisation structures, processes 

and systems are appropriate and stable, that is, continuity in administration.   

For the purposes of this report, the following capabilities are explored:   

a. A values-driven public service  

b. Policy certainty 

c. Processes 

d. Management capabilities 

e. Systems 

f. Data 

 

                                            
54   McKinsey & Co. 2015. Building capabilities for performance  

https://www.mckinsey.com/~/media/mckinsey/dotcom/client_service/mckinsey%20capability%20building/pdfs/building_capabilities_for_performance.ashx 

55  Carney, M., Dieleman,M. & Taussig, M 2016. How are institutional capabilities transferred across borders? Journal of World Business  Volume 51, 

Issue 6, November 2016, Pages 882-894 https://doi.org/10.1016/j.jwb.2015.12.002 

56   Carney, M., Dieleman,M. & Taussig, M 2016. How are institutional capabilities transferred across borders? Journal of World Business  Volume 51, 

Issue 6, November 2016, Pages 882-894 https://doi.org/10.1016/j.jwb.2015.12.002 

  

https://www.sciencedirect.com/science/article/abs/pii/S109095161500108X#!
https://www.sciencedirect.com/science/article/abs/pii/S109095161500108X#!
https://www.sciencedirect.com/science/article/abs/pii/S109095161500108X#!
https://www.sciencedirect.com/science/journal/10909516
https://www.sciencedirect.com/science/journal/10909516/51/6
https://www.sciencedirect.com/science/journal/10909516/51/6
https://doi.org/10.1016/j.jwb.2015.12.002
https://www.sciencedirect.com/science/article/abs/pii/S109095161500108X#!
https://www.sciencedirect.com/science/article/abs/pii/S109095161500108X#!
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https://doi.org/10.1016/j.jwb.2015.12.002
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a) A values-driven public service  

A key determinant of capability is the service orientation, ethos or values of the organisation 

and this is perhaps best expressed by the concept of institutionalisation.  “Organisations 

achieve institutional status when they have become infused with values beyond the technical 

requirements of the task at hand.  Institutions embody and safeguard certain values that are 

important to society.”57 The provisions of section 1, the Bill of rights and section 195 of the 

Constitution becomes key in building a values-driven public service.  Institutions have a unique 

identity and competence; have a strong reputation and legitimacy, and remain viable through 

adaptation.58 

The ethos of the Department of Correctional Services may have not fully changed from a 

military culture (which emphasises the safety of prisoners and the security around the custody 

of prisoners) to a civilian culture (which emphasises the rehabilitation of prisoners) and which 

requires quite different behaviours towards prisoners. 

The current approach to Supply Chain Management as alluded to earlier is rules-driven and 

there is a need to find more innovative ways to realise value for money.  The knowledge of 

SCM officials is restricted to the rules whereas in order to make a good buy one needs to know 

the product you are buying, the market of that product and the price.  A review by the National 

Treasury concludes that “the current maturity of supply chain environments is at a compliance 

and control level, indicative of an environment that has not progressed to higher levels of 

maturity where performance, outcomes, impact, learning, and continuous improvement are 

the norm.” 

b) Policy certainty  

Policy certainty enables departments to establish appropriate organisation structures, 

standard operating procedures, training schemes and other institutional arrangements and 

this build efficiency and effectiveness over time.  For instance, in the land reform context, just 

the names of the policies that succeeded one another suggest the policy learning and 

contestation that took place:  the Settlement and Land Acquisition Grant (SLAG) was followed 

by Land Reform for Agricultural Development (LRAD), which in turn was followed by the Pro-

active Land Acquisition Strategy (PLAS).  A balance needs to be struck between adjusting 

policy based on learning from implementation and maintaining some stability so that the ability 

of the institution to absorb and adjust to new policies is not over-stretched.  

c) Processes 

Operational efficiency needs to consider the nature of the process. This varies between simple 

administrative processes, administrative decision-making processes (considering an 

application for a right, service or benefit), skilled processes (depending on the skill of a 

                                            
57 Boin, A, Fahy, LA and ‘t Hart, P (Editors). 2021.  Guardians of Public Value:  How Public Organisations Become and Remain Institutions.  Palgrave 

Macmillan. 

58 Ibid. 
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professional like a social worker), law enforcement, and complex processes like policy-making 

and sectoral and national planning. Therefore, efficiency in public administration cannot 

be reduced to engineering efficiency in a controlled environment with a defined output.  

Most public administration processes are about implementing government policy and must 

comply with public administration principles like fairness, equity and transparency.   

d) Management capabilities 

The PSC receives many complaints about a lack of leadership and management on the 

part of heads of units, at various levels.  The complaints frequently relate to various policies 

and procedures not being followed.  The public service runs on standardised routines – there 

are policies and procedures regulating all administrative activities.  If these are implemented 

diligently a level of stability and discipline is attained. If the discipline is relaxed things can 

deteriorate quickly. 

Every sector has its own unique routines -- a “general manager” cannot simply be supplanted 

into any environment, e.g a hospital or a police environment. 

A worrying factor is the inability of departments’ internal controls and monitoring systems to 

timeously pick up service delivery concerns.59 

Managers at various levels feel that they have a lack of agency, or they do not act on 

the agency they have. They wait for decisions to be made elsewhere.  One way to address 

this lack of agency is to review the management structures of the public service, which would 

require a better alignment of responsibility, authority and accountability.60 

e) Systems 

Strong capability requires ICT systems to be in place to support the key aspects of running an 

organisation, such as communication, record-keeping, decision making, data analysis and 

more.  Many public services are information-based for example a title deed is just a record in 

a register, and the same applies to ID documents, various licences and many more.  These 

services can be totally digitised.  But even for personal services like education and health 

services, the administration and support of these services can be greatly enhanced by ICT.  

The capability of the public service in this regard is mixed, with examples that should be 

emulated, like SARS but also examples where a choice of solution, contractual terms, 

allegations of corruption and other issues were the cause of fruitless or irregular expenditure, 

delays and sub-optimal outcomes. In addition, innovation is critical to ensure that any system 

is adaptable and flexible at a point in time to enhance service delivery.  

                                            
59 PSC. State of the Public Service report, 2018/19. 

60 Ibid. 
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f) Data 

The systems are useless if the data input is not complete and accurate.  The data systems 

require considerable investment, system development and rigorous management of the data 

production process, which is a substantial operation on its own and which is often neglected. 

For instance, if there is no comprehensive register of farmers, it makes it very difficult to obtain 

data about farmers, their production, income and other information.  Without this, services 

cannot be properly targeted or planned.  In this case, it is important to establish a proper profile 

of the farmer and data would also be needed on organisations representing farmers and 

private sector organisations, businesses and NPOs providing services to farmers. Data is also 

essential for service specification in terms of quantity over time and space and becomes 

indispensable in the development of long term plans. The availability of data on demographics 

for example is crucial for planning health and education delivery in the provinces. An example 

is planning grade 1 enrolments in primary schools in the context of migration, and a zig-

zagging population pyramid, which inevitably means a number of classes must allow increases 

and decreases in alternate years.  Crucially, the modelling capacity and capability must exist 

to make use of the available data for planning purposes.   
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Chapter 4.   Conclusion  

The study confirms that whilst policies ought to take into account the implementation 

environment coupled with certainty and stability, the lack of capacity and capabilities to drive 

these policies, is critical for delivery outcomes. While the public sector may be more assured 

of being an enduring institution, it must constantly adapt and renew itself in order to survive 

and remain relevant in a contemporary space characterised by volatility, uncertainty, 

complexity, and ambiguity, driven by technological change, increasing frequency of new 

pandemics, as well as other socio-economic shocks.  Public service reforms are excruciatingly 

slow, and often multigenerational. If South Africa is to achieve its developmental goals one of 

the key focus areas would be to rebuild its capacity and capabilities.  In this regard, PSC 

recommends that:  

1. Capacity of the state needs to be addressed along the lines of professionalisation. The 

strategy for professionalising the occupations should consist of— 

(a) Reviewing the occupational classification system. 

Public service occupations should be mapped/ catalogued to identify the well established and 

emerging professions that exist in the Public Service.  The existing ’salary’ classification 

system (Code of Remuneration, SMS, MMS, OSD, etc) is not effective for the purpose of 

professionalising the public service professions. 

(b) Specifying the occupations, especially regarding— 

(i) Scope of work, including the specialisations and career levels (seniority levels) 

of the occupation 

(ii) Entry and promotion requirements 

(iii) Experiential requirements (systematic exposure to key sections of the scope of 

work) 

(iv) Training/ continuous professional development requirements  

(v) Certification of competency (especially the technical competencies).   

(c) Appointing a lead department for key occupations (who will lead specification of the 

occupation). 

(d) Reviewing the regulatory framework to facilitate change to a career system— 

(i) Review the open competition system 

(ii) Review the Performance Management and Development System (PMDS). 

[See in this regard Chapter 7 of the PSC Discussion Document on Building a 

Capable, Career-Oriented and Professional Public Service to Underpin a 

Capable and Developmental State in South Africa (2015)] 
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(iii) Review delegation of power to set requirements for posts (the requirements set 

by the profession should be prescribed centrally) 

2. Prioritisation 

With limited resources, the state cannot have the capacity for everything.  What is required is 

rigorous prioritisation.  Prioritisation is meaningless without a re-allocation of resources to 

follow the priorities.  It is recommended that a study be conducted on the integration of 

the planning and budgeting systems.  Specifically, the planning component needs to have 

the analytical and modelling capability to analyse the resource implications of prioritisation, 

including the social, economic, budgeting and staffing implications of the downscaling capacity 

of lower priority functions. 

3. Strong central economic development planning capability 

This capability is currently split amongst the DTIC, Presidency, National Treasury, National 

Planning Commission, and other economic sector departments, making it difficult to arrive 

at a coherent message regarding the economic development direction for the country.  It 

is recommended that the macro-organisation of the economic development 

planning function be reviewed. 

4. Working with communities 

The public service became distant from communities (which is a big causal factor in the 

unrest).  Capacity needs to be built to work with and empower communities.  This would imply: 

a) Building the community development capabilities of practitioners implementing 

community development programmes like housing, land reform, the establishment of 

smallholder farmers, social development and local economic development 

programmes. 

b) Empower managers at the district level to work with communities and implement 

projects in collaboration with all stakeholders in the community and to adjust 

programmes to local contexts. 

c) Reviewing the terms and conditions of national and provincial programmes to allow for 

adaptation to local conditions. 

d) That budgets are spatially referenced. 

5. Partnerships – capacity of the country 

Capacity needs to be thought of as the capacity of the country.  Partnerships need to be built 

to capitalise on capacity wherever it exists.  It is recommended that a study be conducted to 
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evaluate to what extent public service frameworks and rules hamper or facilitate such 

partnerships. 

6. A core of analytical capability in each department 

Proper planning requires careful analysis of the cost and benefits of various policy options.  

Moreover, the implementation of policies requires working out the detail of costs, budgets, 

institutional arrangements, processes, systems and staffing, always considering the context 

in which the implementation will take place.  This requires strong analytical capabilities, which 

is often absent in departments.  It is recommended that professionalising the analytical 

professions should be prioritised, as well as building the analytical methodologies and data 

systems required for this planning.  Each department should have a core of nationally 

recognised experts in its functional area to support senior managers, who should also be 

experts in their own right. 
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APPENDIX 1: CAPACITY AND CAPABILITY OF DETECTIVE SERVICES IN THE SOUTH 
AFRICAN POLICE SERVICE  

 
 

1. Introduction  

The mandate of the South African Police Service (SAPS) is to prevent, combat and investigate 

crime, maintain public order, protect and secure the inhabitants of the Republic of South Africa 

and their property as well as to uphold and enforce the law61. Within this mandate is the 

detective services play the key role of conducting crime investigations including specialised 

investigations, the maintenance of the criminal record centre and providing forensic science 

laboratory services. These activities, if integrated have the potential of increasing the detection 

rate of crimes. This section will focus on the capacity of SAPS with a focus on the detective 

services in executing its mandate.  

 

2. Overall size of the South African Police Service and allocation of  

(a) Size of the SAPS and detective services  

Table A1.1 below shows the overall SAPS establishment for the past five financial years and 

the police to population ratio. The has been a decrease in the SAPS establishment in the past 

five financial years partly due to resignation, retirement, death and dismissals. Moreover, the 

financial constraints and fiscal limitations imposed on all government departments have a 

material impact on the capacity of government to maintain the size of its establishment to 

deliver on its mandate.  The ratio has steadily climbed from 1:282 in 2015/16 to 1: 314 in 

2019/20.   

 
Table A1.1: The establishment of SAPS 2017/18 to 2019/20 

Year  Total Establishment *  

Midyear population 

Estimates** 

Police to Population  ratio*** 

2015/16 194 730 
54960000 

1:282 

2016/17 194 605 
55910000 

1:287 

2017/18 193 297 56520000 
1:292 

2018/19 192 277 57730000 
1:300 

2019/20 187 358 58780000 
1:314 

Sources: *Various SAPS annual reports, **StatsSA mid-year population reports and ***own calculations   

 
 
 
 

                                            
61 The Constitution of the Republic of South Africa, 1996. Pretoria Government Publishers. 
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Table A1.2 shows the employment figures of the detective services from 2017/18 to 2020/21. 
Focusing on the actual year end headcounts, there is a gradual decline in the numbers, from 
39 295 in 2017/18 to 38 218 in 2020/21, a decrease of 1077 detectives. 
 
Table A1.2: Total number of Detective Establishment during 2019/20 

 Financial Year Total number of 

detective posts 

Total Number of 

detectives employed  

Vacancies Vacancy rate  

% 

2017/18 39 069 39 295 (226) -0,6 

2018/19 38 902 38 823 79 0,2 

2019/20 39 763 38 821 942 2,4 

2020/21 39 285 38 218 1067 2,7 

Source: Various SAPS Annual Reports  

The internationally accepted (Interpol) docket caseload norm is an average of 23 dockets per 

Detective62 per year. According to the Draft Detection Policy of the SAPS, based on 

international benchmarking, the ideal workload for the detectives is between 30 and 40 cases. 

However, in South Africa, many detectives carry three times the ideal case dockets. According 

to the 2011 PSC inspection report on detective services, the SAPS National Head Office 

prescribed a national norm of 1:15-25 dockets per investigating officer63. While both case 

characteristics and the quality of evidence remain key solvability factors for crime detection, 

maintaining manageable detective caseloads remains significant as heavy caseloads impose 

a significant constraint on the time that can be devoted to otherwise solvable cases.64 The 

SAPS reported that there are 1 516 514 active dockets and that detectives are carrying 69 

dockets on average65.   

 

(b) Allocation of SAPS Officials  

During the 2018/19 financial year 91 791 of 192 277, the SAPS Act police officers were 

allocated to police stations. This means that only 60% of SAPS Act personnel are allocated to 

police stations, and 40% (58 820) SAPS Act personnel are based at provincial and national 

offices. A study on SAPS resource allocation study by Civilian Secretariat for Police Service 

in 201666 found that approximately 57% of SAPS members based at police stations are 

allocated to administrative and management posts, and thus only 43% of the entire SAPS 

workforce is based at the frontline at police stations. An analysis in the main report shows that 

in 2020/21 from a selection of five of the departments from which the case studies for this 

report are drawn reveals wide variances in the relative sizes of the staff complements which 

range from about 14% to 69% which in some cases is suggestive of diversion of the available 

                                            
62 The Scorpions Lose their Sting, June 2008. Challenges to incorporation of the Directorate of Special Operations (DSO) into the SAPS. Anthony Minnaar, 

University of South Africa  

63 Office of the Public Service Commission. 2011, Consolidated Report on Inspections of Detective Services: Department of Police, Available on: 

http://www.psc.gov.za/documents/report_2011.asp 

64 LoFaso, CA.2020. Solving Homicides: The Influence of Neighborhood Characteristics and Investigator Caseload 

 Criminal Justice Review 2020, Vol. 45(1) 84-103. DOI: 10.1177/0734016819874395 

65 Division Detective Service Capacity Report, 15 March 2021. Pretoria  

66 Civilian Secretariat for Police Service 2016. The Analysis of SAPS Resource Allocation. Pretoria 
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capacity to corporate support services function. There is an argument that allocation also 

depends on the types of crime. Those who carry murder cases and serious violent crimes 

cannot have the same number of cases as those who carry shoplifting or trespassing for 

instance. Allocation of cases and workload need to be addressed.  

 
3. Detective Training and availability of tools of the trade 

For an official to become a detective officer, they must be in possession of at least a senior 

certificate, or an accredited NQF level 4 qualification and undergo a psychological assessment 

to fit the profile of a police official. The detectives further undergo specialised training in 

investigations including but not limited to the Basic Detective Training and Detective Learning 

Programme & Resolving of Crime (ROC).  

The Civilian Secretariat of Police’s Evaluation of the ROC programme (ROC Phase 1 (2013) 

offered at Hammaskraal showed that detectives were only offered 105 credits of the 120 credit 

qualification, and needed to enrol with private colleges to obtain the remaining 15 credits. The 

quality of detective training was adjudged to be poor by detective learners who stated that 

some facilitators lacked investigative knowledge and qualifications. Moreover, the Portfolios 

of Evidence (PoE) of learners in Hammanskraal had not been verified by SASSETA since 

2009 due to noncompliance with the required standard. As a result, learners were not being 

declared competent in Resolving of Crime delivered at the Hammanskraal academy. In Graaff-

Reinet, learners and facilitators were dissatisfied with integrated group assessment because 

some learners passed even when they were not competent due to freeriding by some of the 

students. The facilitators attributed poor quality training to a shortage of requisite training 

equipment e.g. overhead projectors and laptops to prepare lessons. There are no set 

standards for a “qualified facilitator” There are no Standard Operating Procedures that guide 

how the course must be presented; as a result, both institutions present ROC differently.  

The Civilian Secretariat of Police’s Evaluation of the ROC programme (ROC Phase 2 (2014)   

conducted in all nine provinces at police stations showed that in respect of recruitment, 

detectives recruited from visible policing with two years’ experience perform better than the 

ones who are recruited directly into the training institution and trained on the ROC learning 

programme. In terms of resource allocation most of the detectives mentioned that whilst they 

felt supported, they lacked the following resources in most police stations: cell phones, 

computers, office space, vehicles, crime scene kit and stationery 

 

4. Performance of detectives   

The performance indicators of the detectives nationally according to SAPS Annual Report 

2019/20, (to mention a few), are the following: Detection rate for a serious crime, percentage 

of court-ready case docket for serious crimes, the detection rate for contact crimes, and 

percentage of court-ready case dockets for contact crimes, all whose performance figures are 

shown in Table A1.3 and are relatively good except the detection rate for contact crimes which 
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shows a large deviation from the planned target. This is however ironic given the limited 

number of detective officers, the caseload of detective officers the training programmes which 

have been presented with various gaps as well as the loss of expertise due to those exiting 

the system.   

 
Table A1.3: Performance of the Detectives 2019/20 Annual Report  

Performance of Detectives  Planned target  Actual Achieved Deviation from 

planned  target  

Detection rate for serious crime 37,25% 36,17%  -1,08% 

Percentage of court ready case docket for serious crimes 84,34% 93,26% 8,92% 

Detection rate for contact crimes 55,22% 49,13% -6,09%  

Percentage of court ready case dockets for contact crimes 83,79% 92,94% 9,15%  

 
5. Partnership with Stakeholders  

Crime is a social phenomenon that cannot be left to the police to resolve alone, and thus 

partnerships are critical in the fight against crime. The establishment of strategic partnerships 

with stakeholders such government in the three spheres, business, civil society and other 

interest groups is key to addressing crime in the country. The SAPS is constitutionally required 

to liaise with the community through Community Policing Forum (CPFs) to improve policing.  

 

One critical stakeholder is the Private Security Industry Regulatory Authority (PSIRA) and 

the generality of the private security industry (PSI)  which according to Businesstech67 2018/19 

had over 2.36 million security officers of which 498,435 are employed by just over 9 000 

registered and active security businesses. This means there are about 5 security officers to 

every police officer. In most policing precincts there is some form of crime combating 

partnership between the police and the private security industry PSI. 

  

Business Against Crime (BAC) launched an initiative that combines the efforts of security 

companies and the SAPS in combating crime across the country. This initiative is Eyes and 

Ears (E2), a project in which the SAPS and the PSI have joined forces to tackle crime. 

BAC seeks to facilitate leadership in businesses to ensure their “own house is in order” by 

eliminating crime-enabling processes, systems and approaches, and improving crime 

prevention measures within the control of the business.   

 

6. Conclusion  

This case study demonstrates that the SAPS and the detective services, in particular, does 

not have an oversized police force. For example, detectives, carry a case-load of 69 cases 

                                            
67 Private Security vs police officer number in South Africa. June 2018, Staff Writer. Accessible:  https://businesstech.co.za/news/government/251121/private-security-vs-

police-officer-numbers-in-south-africa/ 
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compared to the international norm of 30-40 cases. Despite this, the performance of detectives 

against planned targets is remarkably high. Based on evaluations conducted by the Civilian 

Secretariat of Police the quality of detective training is inconsistent if paltry at some training 

centres. Some of the systematic issues emanating from this section are that the Division 

Detective Services are: 

 

o The Division is experiencing a departure of experienced and skilled members through 

various termination processes and they are not replaced immediately;  

 

o The department is expected to perform within the new prescripts of cost containment 

measures in an ever-growing population; 

 

o Reducing the number of personnel hampers service delivery and the fight against 

crime since as the population increases, crime also increases; and 

 

 
 

  



STATE OF THE PUBLIC SERVICE REPORT 2021 Page 47 
 

 
 

APPENDIX 2: CAPACITY AND CAPABILITY TO PROVIDE SOCIAL WORK SERVICES  
 
 
1. Introduction 

The right to access to social security is enshrined in section 27(1)(c) of the Constitution for 

both for individuals and their dependents if they are unable to support themselves. Anchored 

on these provisions and a host of subordinate legislation, the mandate of the National 

Department of Social Development and the 9 provincial departments is to provide an effective 

social protection system, which includes but is not limited to income support for working-age 

poor, social relief and developmental social welfare services. The multi-sphere service 

provision model is a product of Schedule 4 of the Constitution which identified welfare services 

as a functional area of concurrent national and provincial legislative competence.  

In endeavouring to shift from a residual model where state intervention occurs only in severe 

or critical cases towards a more proactive approach that favours preventative and early 

detection type services, the various Departments of Social Development (DSDs) have 

partnered with Non-profit Organisations (NPOs) as part of the service delivery model for the 

provision of social welfare services. 

 

2. Overall size of the DSD 

The table below illustrates the number of social workers (SW) and community development 

workers (CDP) and respective vacant posts, at national level and per province. The social 

development sector delivers its services in an environment marked by high levels of poverty, 

unemployment and inequality, and relies on the CDPs to conduct community profiling, compile 

reports and identify services needed and how such should be provided68. 

 

Table A2.1: Headcount of SW and CDP as well as the respective number of vacancies in 2020 

Province 
SW 

Headcount 
SW Vacant 

posts 
CDP 

Headcount 
CDP Vacant 

Posts 
Total 

Headcount 
Total Vacant 

Posts Grand Total 

National 112 26 17 2 129 28 157 

EC 2499 83 563 40 3062 123 3185 

FS 551 165 89 28 640 193 833 

GP 2419 201 137 7 2556 208 2764 

KZN 2039 174 242 13 2281 187 2468 

LP 1817 29 345 1 2162 30 2192 

MP 931 42 0 0 931 42 973 

NC 438 42 87 5 525 47 572 

NW 1229 67 267 14 1496 81 1577 

WC 1085 150 52 30 1137 180 1317 

Total 13120 979 1799 140 14919 1119 16038 

Source: National Department of Social Development 

 

The above table shows that out of the total establishment of 16 038 posts, against a total 

headcount of 14 919 (93%), translating to a vacancy rate of 7%. This vacancy rate is in line 

                                            
68  Annual Report 2020 
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with the norm set by the Department of Public Service and Administration in Circular on 

measures to reduce the vacancy rate in the Public Service to no more than 10%. With regards 

to social workers, the headcount is 13 120 associated with 979 vacant posts which translate 

to a vacancy rate of 7%. With regards to CDPs, a total headcount of 1799 is associated with 

140 vacant posts translating to a vacancy rate of 7%. These numbers must be juxtaposed with 

a total of 4 949 social work scholarship graduates that remain unemployed.  

 

3. Institutional mechanisms 

 

The social work profession is already highly professionalised. The prerequisites of practising 

as a Social Worker include among others a Bachelor degree in Social Work and registration 

with the South African Council for Social Service Professions (SACSSP)69, a statutory body 

established in terms of the Social Service Professions Act (SSPA). The South African Council 

for Social Service Professions (SACSSP) is required in terms of section 19 of the Social 

Service Professions Act 110 of 1978 to keep separate registers in respect the following social 

service professionals in a prescribed manner (in the respective Regulations): (a) social 

workers, (b) social auxiliary workers, (c) student social workers, (d) student social auxiliary 

workers, (e) child and youth care workers (professional category), (f) child and youth care 

workers (auxiliary category) and (g) student child and youth care workers (professional and 

auxiliary categories) 

 

As at end of March 2020, the Professional Board for Child and Youth Care Work70 (PBCYCW) 

indicated that there were 9120 people registered for child and youth care work, of which 213 

were CYC student workers, 1 554 CYCW student auxiliary workers, 7273 were CYC auxiliary 

workers and 80 were CYCW professionals. With regard to Professional Board for Social Work 

(PBSW), there were 73 942 registrations, of which 11 447 were student social auxiliary 

workers, 16 099 student social workers, 11 824 were social auxiliary workers and 34 572 were 

social work professionals. This suggests that there are also interventions that the DSD has 

put in place to ensure that the growth of the social services profession satisfies future needs. 

Table A2.2 below illustrates the distribution of the experience levels in the Gauteng 

Department of Social Development. 

 

Table A2.2 Experience and Staff Stability in the Gauteng Department of Social Development 

Source: Gauteng Department of Social Development 

 

                                            
69 . The South African College of Applied Psychology (SACAP). What you need to know about becoming a Social Worker, accessed on What 

You Need To Know About Becoming A Social Worker - SACAP 

70. Social Services Professions Act, Act 110 of 1978 as amended provides for the establishment of the South African Council for Social Service 

Professions which are council and professional boards. Two Professional Boards PBCYCW and PBSW have been established. 

Occupation 1-3 years 4-6 years 7-9 years 10-12 years 13-15 years Plus 15 years 

Social Auxiliary Worker 101 72 270 99 0 3 

Social Work 471 311 192 260 81 163 

Community Development Workers  112 1 11 11 4 7 

Child and Youth Care Workers 119 49 33 107 54 244 

https://www.sacap.edu.za/blog/social-work-community-development/how-to-become-a-social-worker/
https://www.sacap.edu.za/blog/social-work-community-development/how-to-become-a-social-worker/
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It is evident from the above table that retaining social workers overtime is challenging with the 

majority of staff who leave the DSD before serving 10 years of service. In the area of Social 

Work, a higher number of staff leave serving more than 3 years of service. This suggests that 

institutional memory may be suffering in this regard. As a result, the DSD needs to work on 

ensuring that retention policy address this gap. Intensifying the situation is the uneven 

distribution of social workers in communities. 

 
4. Demand for social welfare services versus supply 

Despite access to social welfare services being enshrined in the Constitution, the state must 

take reasonable legislative and other measures, within its available resources, to achieve the 

reach of these services unfortunately remains very limited. The activity count (or headcount of 

social work beneficiaries) does not nearly match the number of people in the communities in 

need of such services. Tables A1.3 and A1.4 demonstrate the demand and supply mismatch 

for social welfare services during 2019/20.  

 

Table A2.3: Demand for Social Welfare Services in selected demographic indicators by 

province 

Province  Total 

population 

(000) 

%of children 

(0-15years ) 

Percentage 

of youth (15-

34 years) 

Percentage 

of double 

orphans 

(under 18 

years) 

Percentage 

of disabled 

persons (age 

5 and up) 

Percentage 

of older 

persons (age 

60 and up) 

Eastern Cape 6508 33.2 31.7 2.8 5.0 11.3 

Free State  2891 29.0 34.2 3.1 5.3 9.8 

Gauteng 14 661 23.9 37.5 1.7 3.0 8.4 

KwaZulu-Natal 11215 31.6 35.9 2.4 4.0 8.3 

Limpopo 5854 33.3 33.7 1.7 6.5 8.9 

Mpumalanga 4523 30.1 35.9 2.2 4.4 7.8 

Northern Cape 1230 29.0 33.4 1.9 6.4 10.2 

North West  3925 29.7 33.6 1.8 6.4 8.8 

Western Cape 6650 24.8 34.2 0.3 3.5 10.0 

Total 57 457 28.8 35.1 2.0 4.4 9.0 

Source: Financial and Fiscal Commission 

 

 

Provincial DSDs lack of capacity to comprehensively meet the demand for welfare services 

due to a number of interlocking components. On the one hand, declining economic fortunes 

of the country have exacerbated the demand for social services through multiple channels. In 

addition, inadequate numbers of social workers, community development workers, child and 

youth care workers and paraprofessionals remains a  serious impediment71. In addition, gaps 

and contradictions in the transition to developmental social work for erstwhile a casework 

approach gaps coupled with weak capability in DSDs to plan, implement and mainstream the 

former create paradoxes in service specifications.   

                                            
71 Patel, L. 2016. South Africa’s social welfare system faces deepening challenges https://theconversation.com/south-africas-social-welfare-system-faces-

deepening-challenges-55962 
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5. Prioritisation 

If an activity count (or headcount of social work beneficiaries) does not nearly match the 

number of people in the communities in need of such services, then a rational model to 

prioritise and target services at areas of the most critical need must be devised. For instance, 

the wellbeing of children is prioritised as evidenced by the large allocations for the ECD and 

the child care and protection sub-programmes. Given that the ECD may be shifted to the DBE, 

this budget could potentially also be transferred.  

The White Paper 1997 shifted the DSD’s service delivery model from one that emphasised 

statutory interventions such as providing alternative state care and protection service, to one 

that also adopted a more proactive approach. This aimed to focus on preventative and early 

intervention services to identify children, families and communities at risk of challenges such 

as abuse, neglect or exploitation. However, despite two decades into the new reform the shift 

towards a developmental approach is yet to be achieved mainly due to shortcomings in the 

DSD’s preventative and early intervention systems. As a result, provinces are not prioritising 

programmes that focus on strengthening families and communities, which are largely 

preventative. To attain a balance between meeting statutory and developmental obligations, 

the national DSD and its provincial counterparts should develop a sector prioritisation plan to 

guide the allocation of resources, with a focus at the district level in line with the new District 

Development Model. 

 

6. Conclusion 

The demand for social welfare services is high and the DSD’s capacity is limited. The DSD’s 

institutional arrangements are still being reviewed, as a result, constant monitoring on how 

changes improve the delivery of welfare services is required. If institutional arrangements are 

not as fully effective as they should be, the capability of the individuals will not be strengthened.  

Furthermore, the importance of an integrated information management system cannot be 

overemphasised as informed planning and decision making depends on it. The DSD should 

hasten to complete approval of legislation and finalisation of institutional arrangements to 

support employees.  
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APPENDIX 3: PROVISION OF EXTENSION SUPPORT SERVICES TO SMALLHOLDER 
FARMERS AND POST-SETTLEMENT SUPPORT 

 
 
 
1. Introduction  

Agricultural extension was once known as the application of scientific research and new 

knowledge to agricultural practices through farmer education has broadened to encompass 

more participatory approaches as well as issues of poverty alleviation and food 

security.72Approaches to fulfil agricultural extension services depend on many things among 

which are the number of clients, the specificity of content, the technologies and the orientation 

of the services.73 South Africa’s post-1994 agricultural support programme for subsistence 

and smallholder farmers is primarily anchored on its contribution to rural food security and a 

social welfare net to the most vulnerable in society. Greater emphasis has been placed on the 

role of large scale commercial production in national food security and transformation of the 

economy, as well as the non-agricultural technology is driven urban as drivers of employment 

and economic growth. Consequently, the subsistence and smallholder sector have not 

progressed despite the wide number and variety of interventions implemented. 

 
2. Capacity:  How many farmers are there to support and to what extent are these 

farmers reached 

Extension services support by government – through provincial departments of agriculture is 

mainly directed at the following groups of farmers: 

 Small-scale black capitalist farmers in communal areas and inland reform context; 

 Market-oriented black smallholder farmers in communal areas and land reform 

contexts supplying tight value chains (e.g. under contract); 

 Market-oriented black small-holder farmers in communal areas and land reform 

contexts and urban areas supplying loose value chains; and 

 Subsistence oriented smallholder farmers grow food for themselves and sell 

occasionally. 

Table A3.1 provides the numbers of extension officers as per province in the two financial 

years 2006/07 and 2015/16. The middle columns reflect ideal numbers in relation to the 

extension officers in terms of the Extension Recovery Plan74 and the suggested ratios of 

1:500 and 1:250. 

 

                                            
72 Worth, SH. 2006. Agriflection: A Learning Model for Agricultural Extension in South Africa. Journal of Agricultural Education and Extension Vol. 12, No. 3, 

179-193 

73 Davis, K. & Terblanché, S. 2016. Challenges facing agricultural landscape in South Africa, quo vadis? S. Afr. J. Agric. Ext. Davis & Vol. 44, No. 2, 2016: 

231 –247 DOI: http://dx.doi.org/10.17159/2413-3221/2016/v44n2a428  231 

74 The table is taken from an Extension Recovery Plan (2008/9-2010/11) : ASSESMENT AND EVALUATION REPORT 
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The last column projects the growth in the percentage of extension practitioners on the 

2015/16 numbers based on the suggested ratio of 1:500. The Free State, Gauteng, KwaZulu-

Natal, Northern Cape and Western Cape provinces would need substantive increases based 

on the farmers that would need assistance. The Extension Recovery Plan led to the number 

of extension officers has increased from 2 210 in 2006/07 to 3 031 in 2015/16.  At the same 

time, training has improved, processes are guided by norms and standards, and the extension 

officers were provided with knowledge resources.  However, judged against ideal ratios of the 

number of farmers per extension officer, the number of professionals (in this case 

agricultural extension officers) is still not ideal. 

Table A3.1 Actual headcounts of extension officers and suggested number based on different 
ratios  

 
Province 2006/07  2015/16  % increase in 

extension 
practitioners 
under 
Extension 
Recovery 
Plan 

Suggested number based on different ratios 
 
 
 

1:500 1:250 % increase 
required on  
2015/16 
figures to 
meet ratio of 
1:500 

Eastern Cape  587  623  6%  1 344  2 688  46%  

Free State  
 

70  92  31%  52  103  177%  

Gauteng  
 

29  117  303%  19  38  616%  

KwaZulu-Natal  360  993  176%  710  1 419  140%  

Limpopo  
 

666  750  13%  1 181  2 361  64%  

Mpumalanga  
 

183  175  -4%  337  675  52%  

Northern Cape  23  57  148%  26  52  219%  

North West  
 

137  195  42%  129  257  151%  

Western Cape  119  65  -45%  61  123  107%  

TOTAL  2 210  3 031  37%  3 859 7 716  

 

Table A3.2 below shows that only small percentages of subsistence and smallholder 

households receive any support from government. For instance, 6.6% of smallholder 

households and 1.8% of subsistence households receive extension services, while 16% of 

smallholder farmers received livestock health services like dipping against 1.6% for 

subsistence households. It is clear that Provincial Departments of Agriculture does not have 

the extension corps to reach subsistence farmers with intensive extension services. If a 

service is not intended to be a universal service the departments involved must get the 

prioritisation right in terms of defining who the priority target group for the service is and how 

to deal with the need for service outside the defined target group.  Shrinking budgets also 

necessitate that prioritisation is considered on what could be offered for agriculture 

beneficiaries. 

The role of partnerships with private and nonprofit sectors cannot be overlooked or 

underestimated in the support of upcoming farmers. For example, the Lima Rural 
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Development Foundation’s small-scale farmer programme supported 10 408 farmers, by 

providing access to information and technical support, via training; finances, through a 

revolving credit fund; markets; inputs; and infrastructure and mechanization.  

Table A3.2 Types of support received by subsistence and smallholder households 
Type of Support Subsistence households Smallholder households 

 Number % Number % 

Training 41 393 1.8% 11 298 7.0% 

Advice from govt extension 35 776 1.6% 10 592  6.6% 

Grants 2 600 0.1% 0 0.0% 

Loans 1 817 0.1% 734 0.4% 

Inputs as part of a loan 12 511 0.5% 3 201 2.0% 

Inputs for free 115 139 5.0% 12 291 7.7% 

Livestock health services (eg dipping) 153 318 6.7% 25 669 16.0% 

 

The National Policy on Extension and Advisory Services that was approved by Cabinet in 

201675 provided pointers to problems regarding the capabilities of extension services. The 

model used to offer services is described as having shortcomings and the costs of extension 

delivery are said to be unsustainably high. The focus is said to be on particular production 

sectors and technologies and not enough attention to some of the areas such as the livelihood 

systems of the majority of rural producers76. The provision of services according to the national 

policy is hindered by a lack of alignment and extension services that are fragmented and 

provided piecemeal.   

 
3. Concluding remarks 

The case study highlights that the number of extension officers does not currently meet the 

demand based on the number of farmers who are supposed to receive support.  The services 

that are offered have a limited reach. The model that is applied to assistance is costly and 

may prove unsustainable. The department may want to consider redesigning the model to 

have a much broader reach and have much more impact. An encouraging sign though is that 

over seven hundred students are currently in agriculture training institutions. 

  

                                            
75 Department of Agriculture, Forestry and Fisheries. 2016. National Policy on Extension and Advisory Services. 

76 Department of Agriculture, Forestry and Fisheries, 2016. National Policy on Extension and Advisory Services. 
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Appendix 4: Capacity to consider applications for prospecting 
rights, mining rights and mining permits in the Department of 
Mineral Resources and Energy 
 

1. Introduction  

The Department of Mineral Resources and Energy (DMRE) is mandated to ensure the 

transparent and efficient regulation of South Africa’s mineral resources and industry and the 

secure and sustainable provision of energy in support of socio-economic development. 

Furthermore, the department is required to promote and regulate minerals and mining for 

transformation, growth, development and ensure that all South Africans benefit from the 

country's mineral wealth.  Chapter 3 of the Minerals Act of 1991, the right to prospect, mine 

and dispose of minerals is regulated and thus these activities can only be conducted with 

authorisation. In terms of the Act, Regional Directors are vested with the power to consider 

applications and issue authorisations for rights to prospecting and mining 

 

Capability in this area is essential for the economic development of the country because 

without the required licences no new prospecting or mining development can proceed.  South 

Africa attracted just 1% or $194m of global exploration expenditure during 201977, meaning 

that South Africa’s ranking in global exploration expenditure dropped to outside the top ten 

exploration countries.78   

 

2. Capacity to process applications for mining rights 

2.1 Backlogs/ turnaround times 

There exist backlogs with respect to adherence to prescribed timeframes committed to by 

DMRE granting of mining rights as turnaround times give an indication of the Department is 

able to cope with the number of applications received, that is, the volume of work. Table A4.1 

below shows actual achievements with respect to turnaround times.  The consequence of non-

adherence of turnaround times are the backlogs for mining rights processing in all the regional 

offices is that the department has 4 647 application backlogs on the three licensing categories, 

namely mining permits, mining rights and permit rights. 

Table 4: Processing of applications for mining rights: Turnaround times 2019/20 

Performance indicator Actual 
achievement 
2016/17 

Actual 
achievement 
2017/18 

Actual 
achievement 
2018/19 

Actual 
achievement 
2019/20 

Percentage adherence to prescribed 
timeframes committed to by DPME 

71.8% 49% 23% 16% 

Source:  Department of Mineral Resources:  Annual Report 2019/20 

                                            
77  Reported by Roger Baxter, CEO of the Minerals Council of South Africa at the 2021 Junior Mining Indaba.  Business Day, 1 June 2021. 

78  Parliamentary Monitoring Group. 15 November 2017. DMR mine evaluation and licensing challenges; Council for Geosciences mineral resource 

mapping challenges. 
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While there are multiple causes for the backlogs for mining rights processing, a key factor is 

the difficulties with the South African Mineral Resources Administration Database 

(SAMRAD), such as difficulty in accessing the online system, the size limits on the 

documents being lodged (and many of the application documents are often voluminous); the 

omission of a clear register of rights that have been granted and/or applied for; and the lack 

of transparency on whether other applications have been lodged in respect of certain minerals 

over the certain property.79  In practice thus, SAMRAD does not always function as it is meant 

to. 80In a Parliamentary Monitoring Group meeting held on 8 March 2017, Ms Nkambule, chief 

director for mineral regulation at the DMR, stated: “Measures have been put in place to 

address the challenges that might arise from non-access to the SAMRAD system, hence there 

is still a chance to allow manual lodgement of applications”.81 

 
2.2 Capacity to consult communities on how they are affected by mining 

South African mining law requires mining companies to engage in public consultations while 

acquiring a prospecting right, a mining right and or an environmental authorisation. However, 

the term ‘consultation’ does not refer to consent, and as a result, these consultation processes 

can be said to merely be procedural. Furthermore, there is a vast imbalance in terms of 

knowledge resources, wealth and power that underpin such engagements, and most 

communities are intimidated by the level of expertise presented by corporations at such 

gatherings.82 

In the case of Baleni and Others v the Minister of Mineral Resources and others in the Gauteng 

High Court [Case No 73768/2016] the issue was considered of whether the Umgungundlovu 

community on the Wild Coast needs to give their full and informed consent before a mining 

right can be issued or whether they merely need to be consulted. 

 

3. Institutional Mechanisms 

To reduce licensing turnaround times, the Department plans to review the relevant 

legislation to strengthen it.  Capacity in terms of human resources will be strengthened, and 

the licensing process will be reviewed. Technology will be used as an enabler to track and 

unblock bottlenecks, as well as improve communication. Co-operation between the DMRE,  

Department of Water and Sanitation (DWS) and Department of Environmental Affairs (DEA) 

towards implementing one environmental system will be encouraged.83 

                                            
79  Mining Decisions. 2020. Doing the admin  

80   https://www.corruptionwatch.org.za/wp-content/uploads/2017/10/Mining-for-Sustainable- Development-report-South-Africa-2017.pdf 

81    https://pmg.org.za/committee-meeting/24103/; 

82   Badenhorst PJ and Olivier NNJ, Host community and competing applications for prospecting rights in terms of Mineral and Petroleum Resources Development Act 

28 of 2002. See section 10 of MPRDA. 

83  Department of Mineral Resources and Energy.  Strategic Plan 2020-2025. 

https://www.corruptionwatch.org.za/wp-content/uploads/2017/10/Mining-for-Sustainable-
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The department has now accepted the need for a fully-fledged cadastral system.  A proper 

cadastral system shows the piece of land on a GIS system and what rights have been granted 

or applied for on that piece of land and off-the-shelve systems are available and need not be 

developed from scratch.  A commitment was made by the department that a request for 

proposals for a new cadastral system will be issued before 12 June 2021.84  This vacillation 

between different solutions often cause major delays in the public service and is evidence of 

immature capability. 

It has been suggested that, in the absence of a fully-fledged cadastral system that is 

accessible to the public to make it fully transparent so that everybody can see what rights have 

been issued to whom, the Department should periodically extract the raw GIS data from 

SAMRAD (it is public information after all) and allow interested parties to download the GIS 

data files and examine them, warts and all, on their own GIS software.85 

 

4. Conclusion 

The department’s capacity is still in a stage of development and is not mature. There are still 

significant backlogs in the processing of applications for mining rights, materially affecting 

mining development. The South African Mineral Resources Administration Database 

(SAMRAD) is more of a workflow system to track the processing of applications and not a 

proper cadastral system.  A proper cadastral system shows the piece of land on a GIS system 

and what rights have been granted or applied for on that piece of land.  The current system is 

inefficient and the department was slow in replacing it. The department does not have a clear 

staff development strategy. Mining rights administration is a complex area and senior staff 

need to be at the level of nationally recognised experts in the field. There were instances of 

significant failures in applying the law and consulting communities on how 

 
 
 
 
 
 
  

                                            
84  Reported by Mr Thabo Mokoena, Director-General of the Department of Minerals Resources and Energy at the 2021 Junior Mining Indaba.  Business 

Day, 1 June 2021. 

85  Miningmx.  October 12, 2020.  Is the SA Government’s proposed new mining cadastre already a metaphoric cadaver? 
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APPENDIX 5: ENVIRONMENTAL IMPACT ASSESSMENT ADMINISTRATIVE 
CAPACITY 
 
 

1. Introduction  

 
An environmental impact assessment (EIA) is a systematic and consultative process that 
gathers detailed information on the social, economic and ecological consequences of a 
development proposal on the basis of which the competent environmental authority uses to 
inform a decision on the development proposal. EIAs thus seek to give effect to the right of 
citizens to an environment that is not harmful to their health or wellbeing and to have the 
environment protected for the benefit of present and future generations. The National 
Environmental Management Act 107 of 1998 (NEMA) requires that an environmental 
management programme (EMP) be submitted where an environmental impact assessment 
(EIA) has been identified as the environmental instrument to be utilised as the basis for a 
decision on an application for environmental authorisation (EA)86. NEMA promotes the 
integrated environmental management of activities that may have a significant effect (positive 
or negative) on the environment. In South Africa, infrastructure development in protected 
areas has been subject to mandatory EIA for more than two decades87.  
 
Given that environment is a co-competency of national and provincial government, the 
competent authority refers to an authority with the powers to issue or reuse environmental 
authorisation. This depends on the nature and the location of the proposed activity, and could 
the Minister of the Department of Forestry, Fisheries and Environment (DFFE), a MEC 
responsible for environmental affairs in a province or the Mayor of a municipality. Moreover, 
in terms of the Mineral Resources Act, the Minister of the Department of Mineral Resources 
is the Competent Authority in terms of mining activities, or activities requiring Mining 
Proprietary rights. 

  
 

2. Capacity of the Environmental Impact Assessments (EIAs) 
 
The EIA process is a prescribed phase in which authorities play different roles starting with 

the application to competent authority right up to the approval process. The staffing levels of 

EIA review and authorization offices, in addition to other factors such as the complexity of the 

EIA process, determine the speed by which the process is concluded. A study by Sandham et 

al88 in Limpopo found that the EIA review office had only five staff members who were 

responsible for all the EIA reviews and authorizations in the province for the duration of the 

investigation.  

 

Table A5.1 below shows the number of EIA applications received and finalised, pending EIAs 

and average received per annum for the 10 competent authorities for the period from August 

2010 to April 2018. Notable is the high finalisation rate and the pending cases lower than the 

average per annum in all cases.  

                                            
86 Generic EMPr for Substation Infrastructure Development, February 2018. Department of Environmental Affairs and Tourism.  

87 Sandham, L.A., Huysamen, C., Retief, F.P., Morrison-Saunders, A., Bond, A.J., Pope, J. et al., 2020, ‘Evaluating Environmental Impact Assessment 

report quality in South African national parks’, Koedoe 62(1), a1631. https://doi.org/10.4102/koedoe.v62i1.1631 

88 Sandham, LA , Siphugu, V and TR Tshivhandekano, 2005. Aspects of Envoironmental Impact Assess,ment (EIA) Practice in Limpopo. African Journal of 

Environmental Assessment and Management. Volume 10 March 2005 p50-65  

https://doi.org/10.4102/koedoe.v62i1.1631


STATE OF THE PUBLIC SERVICE REPORT 2021 Page 58 
 

 
 

 

Table A5. Demand for EIAs and Finalisation per competent authority  

 

Competent 

Authority  

Received Finalised  Pending  Average 

received per 

annum  

DEA 2760 2554 206 360 

EC 1336 1249 87 174 

FS 543 484 59 71 

GP 1262 1156 126 165 

KZN 1966 1664 302 257 

LP 1291 1204 87 169 

MP 1089 982 107 142 

NW 726 673 53 95 

NC 260 247 13 34 

WC 2170 2072 98 283 

Total  13403 12285 1118 1760 

Source: Adapted DEA 202189 

 

Some of the weaknesses EIAs that were highlighted during public hearings conducted by the 

Water and Sanitation Portfolio Committee in 2013 on the Environmental Impact Assessment 

Regime facing the EIA regime include uncertainty and duplication of environmental 

requirements, delays in decision making, capacity constraints to regulate EIAs and the lack of 

strategic approach and sustainable development thinking.90 A capacity audit conducted by 

DEAT in 2008 confirms and highlights the serious capacity problems facing EIA administrators 

in South Africa.91 The audit shows that only half of the required administrative capacity is 

available to deal with the current EIA application load. 

During the public hearings, it was reiterated that the DEAT should with respect to 

Environmental Assessment Practitioners (EAPs), “upscale capacity and expertise in the DEA”.  

There was insufficient personnel and high staff turnover within the departments. This had a 

detrimental effect on the implementation, understanding and enforcement of the EIA 

legislation.92 The other point relating to capacity constraints is to effectively regulate EIAs. 

Retief (2011) concludes by stating that an effective screening mechanism can contribute 

meaningfully to addressing the various challenges facing the South African EIA system, 

especially inefficiency and the lack of capacity. Notwithstanding the above challenges,  a study 

of the EIA report quality published in 2020, for developments in national parks was found was 

high driven by strong oversight role by the environmental authority and SANParks, quality of 

                                            
89 Department of Environmental Affairs. undated. 20 Years of Environment Impact Assessment in South Africa. 

https://www.dffe.gov.za/sites/default/files/docs/publications/EIAbooklet.pdf 

90 Portfolio Committee on Water and Sanitation. Environmental Impact Assessment Regime: public hearings (day 2). 31 July 2013. Available at 

https://pmg.org.za/committee-meeting/16145/.  

91 DEAT, 2008a. Capacity audit and needs analysis survey for environmental impact assessment administrators. Pretoria: Department of Environmental 

Affairs and Tourism. 

92 Environmental Impact Assessment Regime: public hearings (day 2). 31 July 2013. Available at https://pmg.org.za/committee-meeting/16145/. 

https://pmg.org.za/committee-meeting/16145/
https://pmg.org.za/committee-meeting/16145/
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data and information, meaningful public interest and participation and EIA practitioner 

competency.93 

 

3. Institutional mechanisms  

 

South Africa history of conducting EIAs dates back to the 1970s when many voluntary EIAs 

were conducted, culminating in recognised in the legislation in 1989 after the promulgation of 

the Environmental Conservation Act (ECA) and in ECA regulations in 1997 under the 

Environmental Conservation Act (ECA).94  The promulgation of the National Environmental 

Management Act (NEMA) in 1998 with the first EIA regulations in terms of NEMA promulgated 

in 2006, with multiple amendments since then.  

 

In a recent evaluation report commissioned by the national department and the DPME, the 

following evaluation findings were made with regard to the process95: 

 

 Measured purely against meeting the legal timeframes as prescribed under different 

EIA legal regimes, a high level of efficiency has been achieved. The procedural 

amendments introduced through the 2014 EIA Regulation seemed to have consistently 

produced EIA processes of around 300 days. 

 The EIA system, therefore, presents a high degree of procedural certainty in terms of 

timeframes. 

 The evaluation shows that in terms of ‘completeness’ the cases performed well. The 

detailed legislative requirements and prescribed report template no doubt assisted in 

producing completeness. 

 The report quality in terms of ‘substance’ performed poorly in relation to dealing with 

aspects such as alternatives, significance and mitigation. 

 The evaluation results show that overall, with some minor exceptions, the 

environmental authorisations were lawful in that the activities approved correlated with 

the activities applied for.  The good performance in terms of procedural efficiency and 

compliance suggests that the decisions were generally procedurally fair, based on the 

legislative standards. The compliance in terms of public participation requirements also 

supports this conclusion. 

 The content and environmental authorisations did reflect the content and 

recommendations from the EIA report and therefore a level of reasonableness (which 

includes rationality and proportionality) was achieved. 

 

With the regard to the professional status of EIA practitioners, the Environmental Impact 

Assessment and Management Strategy (EIAMS) was published in 2014, and provides for 

                                            
93 Sandham, L.A., Huysamen, C., Retief, F.P., Morrison-Saunders, A., Bond, A.J., Pope, J. et al., 2020, ‘Evaluating Environmental Impact Assessment 

report quality in South African national parks’, Koedoe 62(1), a1631. https://doi.org/10.4102/koedoe. v62i1.1631 

94 Mubanga, RO & K Kwarteng. 2020. A comparative evaluation of the environmental impact assessment legislation of South Africa and Zambia
 

Environmental Impact Assessment Review 

Volume 83, July 2020, 106401 

95 Republic of South Africa. Department of Environmental Affairs, Department of Planning, Monitoring and Evaluation.  Report on evaluation of 

Environmental Impact Assessment (EIA) system. February 2019. 
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among other things, fostering environmental practitioners and specialists that are professional, 

ethical, objective and independent.96 The Strategy envisages that professional registration of 

environmental practitioners will greatly improve the quality of EIAs and address current 

frustration with the conduct of some practitioners and the difficulty of drawing attention to 

problems and having these addressed in the EIA process. 

 

According to the Specialists Studies report (2002), EIAs are normally conducted under 

conditions of data shortage and short time schedules. There is often neither the historical 

record nor comprehensiveness of monitoring to form a reliable picture of the status of the 

environment. The demand for EIA has propelled scientists into what at times seems a murky 

world of forecasting. Imprecision in predicting the response of both the natural and human 

environment to change stems from the complexity and interconnectedness of the various 

environmental elements (i.e. the biophysical, social and economic environment). It further 

states that currently there is no single universally acknowledged body of theory or method that 

can be applied to the analysis and evaluation of predicted impacts in EIA. 

 

Regardless of the multiple amendments to overarching regulations, the South African EIA 

system performs relatively well by international standards, although this should not mask 

difficulties within the system of EIA both in South Africa and the world.  The EIA  system has 

over the past 40 years plus, both in South Africa and globally, been influenced by the changing 

needs of decision-makers, and multiple rationalities of different stakeholder EA systems97. 

Since 2008 a lot has been achieved by the national department to address the capacity 

problems. 

 
4. Conclusion  

 

There is awareness of several persistent challenges in the Environmental Impact Assessment 

(EIA) yet the EIA process has relatively achieved high levels of maturity. Given the state of 

skills and competencies of EIA practitioners, the call for the professionalisation of this field is 

both timely and necessary. This involves several pillars, including the establishment of an 

overarching professional registration body, accreditation and liaison with university bodies. 

  

                                            
96 Republic of South Africa. Department of Environmental Affairs. Environmental Impact Assessment and Management Strategy. 2014.  

97 Morgan, RK. 2011. Environmental impact assessment: the state of the art Impact Assessment and Project Appraisal. Volume 30, 2012 - Issue 1 
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APPENDIX 6: STATISTICAL CAPACITY AND CAPABILITY AT 
STATISTICS SOUTH AFRICA (STATSSA) 
 

 
1. Introduction 

Statistics South Africa, the official national statistics office (NSO) of South Africa is mandated 

to provide official statistics to “assist organs of state, businesses, other organisations and the 

public in planning, decision-making, and monitoring or assessment of policies”. The work of 

StatSA can broadly be categorised into two areas: (a) economic statistics and (b) population 

and social statistics. The work is carried out through the collection of statistics through surveys. 

This case study is largely focused on the number of statisticians in StatsSA and highlight the 

capacity (number of statisticians) that the organisation has and the resultant capability to 

deliver on its mandate. 

 

2. Capacity to undertake surveys 

Since October 2016, the appointment of permanent staff has been on hold due to budget cuts 

with a new organisational structure approved in 2019/20 for implementation in 2020/21. 

Further budget cuts are having a negative impact on the ability of the organisation to carry out 

its mandate. According to the presentation made to the Portfolio Committee on Public Service 

and Administration on its budget implications on 17 March 2021, StatsSA conducts fifty-eight 

(58) surveys. Because of the budget cuts, StatsSA is considering cutting down the surveys to 

fifty-three (53). Eighteen (18) of these are conducted monthly, seven (7) quarterly, nineteen 

(19) annually and nine (9) periodically98. Five surveys that were mentioned as unfunded in the 

presentation are living conditions survey, income and expenditure survey, general household 

survey, census and large community surveys.  

 

StatsSA has nine provincial offices through which it undertakes surveys and is the cost drivers. 

The 2016/17 to 2018/19 information show that on average there were just over a thousand 

(1154) employees in provincial offices99  Of these employees, fourteen (14) are statisticians.  

(Table A6.1)  

 
Table A6.1: Staff complement: provincial offices of Stats SA: 2016/17 to 2018/19 

Occupational Category Average staff 
complement 

Fieldwork and data collection support 504 

Survey coordination 154 

                                            
98 Presentation to the Portfolio Committee on Public Service and Administration on current and future budget interventions to address Statistics South 

Africa’s historic budget shortfall 

99 Figures shown on the presentation to Parliament and includes provincial and districts average. 
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Management 68 

Administrative support 69 

Quality monitoring 53 

Geography 60 

Data capture and processing 60 

Marketing, supply chain and benchmarking 30 

Finance 27 

Cleaning and safety services 84 

ICT support 18 

Statisticians 14 

Transport and logistics 13 

Total 1154 

 

StatsSA is gradually migrating from manual data collection to electronic data collection and 

this may hold promise for producing more surveys at a lower cost.  This will require the 

organisation to overcome inbuilt rigidities that often prevent the public service from operational 

efficiencies.  

 

Comparison of Table A6.1 with data from StatsSA annual reports is inhibited by classification 

systems of professions.  In the annual reports, statisticians are recorded with other critical 

occupations and stated as ‘statisticians and related professions’ as shown in Table A6.2. The 

annual report mentions that survey statistician, statistical advisors, methodologists and 

demographers are included in the occupational classification (StatsSA Annual Report 

2018/19, p. 125). Table A6.2 shows the number of filled posts of statisticians and related 

professionals against the establishment, and the vacancy rates that have increased from 

17.5% in 2017/18 to 27.1% on 2019/20. 

Table A6.2: Critical occupations  

 2017/2018 2018/2019 2019/2020 
Critical 
occupation 

Number 
of posts 

Number 
of posts 
filled 

Number 
of posts 

Number 
of posts 
filled 

Number 
of posts 

Number 
of posts 
filled 

Statisticians 
and related 
professionals 

501 413 501 384 501 365 

Vacancy Rate  17.6% 23.4% 27.1% 

Source: StatsSA annual reports. 

 
The 2015–2020 Strategic Plan for StatsSA focused on the digitalisation of the statistical value 

chain which was intended to improve the organisation’s methods of work and to deliver more 

reliable and timely statistics with fewer resources. These included the introduction and rollout 

of the Computer-Assisted Personal Interview (CAPI) to replace the Paper-Assisted Personal 

Interview (PAPI).  The advent of Covid-19 hastened this transformation process as can be 

read from the StatsSA press release titled ‘Impact of COVID-19 on Economic Statistics in 

Statistics South Africa’ released on 17 April 2020, and in fact, StatsSA was caught off guard 

in terms of its readiness to roll out digital surveys.  
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3. Concluding Discussion  

The capacity of StatsSA to undertake surveys particularly with regards to statisticians and 

related professions has been under increasing strain for a while due to decreasing budgets 

forcing the organisation to put a moratorium on employment.  The low roll-out of the digitisation 

programme and the moratorium on recruitment, and resultant high vacancy rates led to 

deteriorating staff morale among other things.  The digitisation of the statistical value chain 

holds promise to improve the capability of the organisation to meet its mandate in the medium 

to long term.    
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APPENDIX 7: QUANTITATIVE MODELLING CAPACITY AND CAPABILITY IN THE 

PUBLIC SERVICE  

 

1. Introduction 

Quantitative modelling provides decision-makers with tools to cope with both complexity and 

uncertainty Among other things, modelling allows decision-makers to understand possible 

impacts of their decisions, to anticipate the future scenarios and plan accordingly. A model is 

a theoretical description of a system and can help provide information that can present a 

framework for understanding a situation. Caution is necessary when using models as  eminent 

British statistician George Box cautioned: “All models are wrong, but some are useful.”100  

 

In 2020 the PSC did a quick survey of the modelling capabilities available in the public service.  

Detailed analysis (and modelling) is needed to choose the best policy option as well as do the 

detailed implementation/ operations planning.  The models are used to inform programme 

design, service specification, projection of demand for services, and estimating expenditure.  

Modelling is essential for choosing between different policy options as well as detailed 

implementation planning.  Implementation planning includes demand and resource 

projections, capacity planning, detailed costing, process design, systems design, 

infrastructure planning and logistics planning.  Without such detailed implementation planning, 

implementation often fails good policy. The purpose of the survey was to establish the 

availability of such analytical capabilities in the public service.  

 

Three case studies are discussed here, namely, (1) economic modelling by National Treasury, 

(2) modelling the current supply and demand for skills, and (3) energy modelling in South 

Africa. Modelling in the three case studies can be summarised as follows— 

 Economic Modelling by National Treasury is geared at determining the government 

expenditure and fiscal framework through predictions of economic growth, inflation and 

other economic variables; 

 Modelling the current supply and demand for skills by the Department of Higher 

Education and Training that projects the supply and demand of occupations and 

skills in order to plan the qualifications and amount of qualifications produced by higher 

education institutions; 

 Energy Modelling by the Department of Mineral Resources and Energy that 

predicts the supply and demand for electricity in order to develop an Integrated 

Resource Plan (IRP), which spells out the electricity generation capacity that will be 

                                            
100 By Sarun Charumilind, Anas El Turabi, Patrick Finn, and Ophelia Ushe

 
Demystifying modeling: How quantitative models can—and can’t—explain the 

world 

June 25, 2020 | Article https://www.mckinsey.com/business-functions/risk-and-resilience/our-insights/demystifying-modeling-how-quantitative-models-can-

and-cant-explain-the-world 

 

https://www.mckinsey.com/our-people/sarun-charumilind
https://www.mckinsey.com/our-people/patrick-finn
https://www.mckinsey.com/business-functions/risk-and-resilience/our-insights/demystifying-modeling-how-quantitative-models-can-and-cant-explain-the-world
https://www.mckinsey.com/business-functions/risk-and-resilience/our-insights/demystifying-modeling-how-quantitative-models-can-and-cant-explain-the-world
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needed in the future and the most cost-effective mix between energy sources: coal; 

nuclear; and renewable (energy modelling by the department of energy); 

 

Table A7.1 below provides a summary of the modelling in each of these cases. The models 

are used to inform programme design, service specification, projection of demand for services, 

and estimating expenditure.  Modelling is essential for choosing between different policy 

options as well as detailed implementation planning.  Implementation planning includes 

demand and resource projections, capacity planning, detailed costing, process design, 

systems design, infrastructure planning and logistics planning.  Without such detailed 

implementation planning, implementation often fails good policy.  

 

Table A7.1: Modelling Case Studies: Economic Modelling, modelling the supply and 

demand for skills, and energy modelling  

Purpose of Model Models Modellers/ Source  

of outputs 

Economic Modelling for National Treasury  

 

The models inform—the Budget and the 

Medium Term Budget Policy Statement 

(MTBPS) as well as planning by other 

government departments 

 

The models include 

but are not limited to: 

 CGE models 

and SAM 

databases  

 National 

Treasury 

Quarterly 

Model (QMOD) 

 Scenario 

Modelling 

 

 National 

Treasury 

 

Modelling the current supply and demand 

for skills in South Africa for the 

Department of Higher Education 

 

The model that provides projections of 

demand and supply of skills and 

occupations to help policymakers plan 

and execute policymaking focusing on  

 

 building government’s capacity to 

anticipate trends in the demand for 

and supply of skills, 

 Linked Macro-

Education 

Model (LM-

EM) 

 

 Labour Market 

Intelligence 

Partnership 

(LMIP)  

incorporating: 

 The 

Department of 

Higher 

Education  

 DPRU at 

University of 

Cape Town 
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 improving the responsiveness of 

the post-school education and 

training system to the needs of the 

economy and society more 

broadly 

 informing supply-side planning in 

post-school education and training 

 REAL at 

University of 

Witwatersrand 

 HSRC 

Energy modelling in South Africa for the 

Department of Minerals Resources and 

Energy 

 

for use as input for the Integrated 

Resource Plan (IRP)), which spells out the 

electricity generation capacity that will be 

needed in the future and the most cost-

effective mix between energy sources: 

coal; nuclear; and renewable. 

 

  Department of 

Energy  

 Eskom 

 CSIR 

 

 

 

2. Case Studies: economic modelling, modelling supply and demand for skills and 

energy modelling  

 

2.1  Modelling and Forecasting at National Treasury101  

Section 216 of the Constitution mandates the National Treasury with responsibility to ensure 

transparency, accountability and sound financial controls in the management of public 

finances in the three spheres of government, which is elaborated in detail in the Public Finance 

Management Act and the Municipal Finance Management Act. The Chief Directorate 

Modelling and Forecasting in the Economic Policy Division are responsible to develop and 

maintain micro and macroeconomic models for policy analysis and forecasting in the research 

and analysis of trends in the domestic and international economies, e.g. monetary policy, 

exchange rate, trade policy, economic growth, the balance of payments, investments and the 

labour market.  

 

The Chief Directorate Modelling and Forecasting was particularly affected by the decision to 

manage headcounts after 2016 as part of the fiscal consolidation measures led by National 

Treasury across the public service, but which has bottomed out in 2019 with the decision to 

reverse the capacity curtailment, which in the long run could have resulted in reduction 

institutional capability to maintain models and the undertake core modelling and forecasting 

                                            
101 Information in this section was supplemented by discussion with officials from National Treasury on 13 December 2021 via MS Teams 
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mandate. It is noteworthy, that the unit had started to prioritise between core and non-core 

work    

The 2020/21 National Treasury Annual Report 102(pg 91) states that: 

 

The ‘Modelling and Forecasting unit continued to produce quarterly economic and 

revenue forecasts accompanied by scenarios highlighting the main risks to the 

baseline macroeconomic forecast. Initial assessments of the impact of the COVID-19 

pandemic on the economy were also produced. 

 

Furthermore, the report also notes that ‘…significant capacity building was conducted over the 

year to ensure continuity and to mitigate institutional risks; this included extensive training in 

forecasting and economic policy impact analysis103.  Further analysis of the financial statement 

2020/21 National Treasury Annual Report for sub-programme 2.4 Economic Policy shows nil 

expenditure for ‘consultants, business and advisory services’ indicating that macroeconomic, 

microeconomic and modelling and forecasting are undertaken in-house at National Treasury.  

 

National Treasury focuses on developing strong quantitative economics skills mainly through 

its training partnership with Economic Research Southern Africa (ERSA)104, interaction with 

academics based at universities in South Africa and the training programme at the IMF 

Institute Training at Africa Training Institute (ATI), in Mauritius. ATI has since June 2013 

offered courses in macroeconomic management and financial sector policies and specialized 

topics macro-econometric forecasting, revenue forecasting, among others. New Economist 

recruits undergo a 6-9-month rigorous initial training to immerse them in quantitative 

economics, as well as ongoing training. To ensure that models such as the QMOD and the 

CGE models are relevant, these models undergo periodic model maintenance which enables 

recalibration and rebasing as necessary. 

  

2.2 Modelling the supply and demand for skills at the Department of Higher 

Education and Training 

The Department of Higher Education and Training is mandated to provide an integrated, 

coordinated and articulated Post-School Education and Training (PSET) system for improved 

economic participation and the social development of youth and adults105. The Department 

introduced the White Paper for Post-School Education and Training in 2014, which sets out a 

                                            
102 National Treasury.2021. 2020/21 National Treasury Annual Report. 

http://www.treasury.gov.za/publications/annual%20reports/national%20treasury/2021%20NT%20Annual%20Report.pdf 

103 ibid 

104 The directors statement in the annual reports succinctly opens as follows: Economic Research Southern Africa (ERSA) aims to both broaden the scope 

of economic research in Southern Africa, and to deepen its quality to ensure greater international exposure of research conducted in Southern Africa. 

105 Department of Higher Education and Training. 2020. DHET Annual Performance Plan 2020. 

https://www.dhet.gov.za/Strategic%20Plans/Annual%20Perfomance%20Plans/DHET%20Annual%20Performance%20Plan%202020.pdf 

 

https://www.dhet.gov.za/Strategic%20Plans/Annual%20Perfomance%20Plans/DHET%20Annual%20Performance%20Plan%202020.pdf
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vision for a post-school education system that is responsive to the needs of society and 

enriches lives, promotes social justice and overcomes historical inequalities.   

 

According to the Department of Education and Training106, the 2010 Delivery Agreement 

signed between the President and Minister of Higher Education and Training, required the 

DHET to, inter alia, lead a process to ‘establish a credible institutional mechanism for skills 

planning’ The skills planning mechanism was later defined as “the intelligence, institutional 

structures, processes and agreements for undertaking skills planning … which influences 

decisions on how resources are allocated for skills development”. Consequently, the 

Department contracted the Human Sciences Research Council (HSRC) to lead a research 

consortium with two university partners, the Development Policy Research Unit at the 

University of Cape Town and the Centre for Researching Education and Labour (REAL 

Centre) at the University of Witwatersrand. The REAL Centre subcontracted the work on the 

forecasting model to Applied Development Research Services (ADRS). The modelling is 

undertaken under the auspices of the Chief Directorate: Policy Management and System 

Planning which is mandated to manage the policy and system planning focusing on among 

others the provisioning of system planning and economic analysis as well as the provisioning 

of research services, monitoring and evaluation 

 

2.3 Energy Modelling Capacity at the Department of Minerals and Energy 

The Department of Mineral Resources and Energy (DMRE) is mandated to ensure mineral 

resources and energy sector that promotes economic growth and development, social equity 

and environmental sustainability. One of the key planning instruments for DMRE in energy is 

the Integrated Resource Plan (IRP). The DMRE-Strategic-Plan-2020-2025 states that the IRP 

is a legal instrument for South Africa’s energy generation that is designed to help meet the 

forecast annual peak and energy demand, with an established reserve margin through the 

management of supply-side and demand-side resources over a specified future period. The 

department undertakes ‘a process of power system modelling, simulation, analysis and policy 

choices’(p17)107 to produce the IRP Report.  In this respect, the Sub-Programme Energy 

Planning among others develops and maintains an energy modelling system to simulate 

energy supply and distribution and identifies energy supply and distribution constraints and 

addresses them through the Integrated Energy Plan (IEP).  

 

While an in-depth capacity analysis of the DMRE with respect to modelling was not 

undertaken, some observations include that reporting to the chief directorate responsible for 

                                            
106 Department of Higher Education and Training. 2017.  Evaluation of the Labour Market Intelligence Partnership.  Department of Higher Education and 

Training. 

https://www.dhet.gov.za/Research%20Coordination%20Monitoring%20and%20Evaluation/DHET_LMIP_EvaluationReport_Final_29Nov17_v6%2000D%20(

3).pdf 

107 Department of Mineral Resources and Energy. 2021. DMRE Annual-Performance Plan 2020-2021. http://www.energy.gov.za/files/aboutus/DMRE-

Annual-Performance-Plan-2020-2021.pdf 
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energy planning employs multiple four Demand Modelling specialists (two are vacant), two 

Supply Modelling Specialists (both vacant) and an Economics Specialist (vacant) all at the 

level 13. These specialists among others undertake energy supply optimization modelling, 

analyse and interpret model outputs to inform/advise on policy formulation and energy 

planning.  The department also has partnership arrangements with the Council for Scientific 

and Industrial Research for certain aspects of energy research. DMRE purchases licences for 

software used for modelling for large parts of their models to ensure models are appropriately 

internationally benchmarked and receive training and software support. Capacity challenges 

need to be urgently addressed to ensure that the country energy systems are supported from 

a planning perspective,   

 

 

3. Conclusion  

From the case studies, it can be concluded that some modelling capacity exists in the public 

service. This study indicates that excepting National Treasury, but in many cases, the models 

are developed and applied in partnership with, external consultants, including but not limited 

to specialised research centres at universities (the University of Cape Town and the University 

of the Witwatersrand) as well as research and science councils (the Human Sciences 

Research Council (HSRC) and the Centre for Scientific and Industrial Research (CSIR). There 

seems to be a relatively sophisticated modelling and forecasting capability at the National 

Treasury particularly in relation to the Branch Economic Policy and less so at DMRE and 

DHET. 


