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PART 1
Setting the Scene for Transformation

CHAPTER 1
INTRODUCTION

1.1 THE NEED FOR ADMINISTRATIVE TRANSFORMATION

On its accesson to power the Government of Nationd Unity inherited a society
marked by deep socia and economic inequdities, as well as by serious racid,
politica and socid divisons. Guided by the principle of nationd reconciliation, the
new South African Government adopted the Recongtruction and Devel opment
Programme (RDP) to reorient and reunite society towards a common purpose, that of
asocidly coherent and economically equitable society.

I'n forging ahead with the processes of reconciliation, reconstr uction and development, the South
African public service will haveamajor roleto play asthe executive arm of government. To
fulfill thisrole effectively, the service will need to betransformed into a coherent, r epr esentative,
competent and demaocr atic instrument for implementing gover nment policies and meeting the
needs of all South Africans.

The Government's commitment to this process is demonstrated by the fact that it hasidentified
institutional transformation and reform as one of the key medium and long-term programmes to drive
the implementation of the RDP.

The Government took afirst step in this direction through the introduction of the
Public Service Act of 1994 (Procl. 103/1994). This act created the basis for
integrating the fragmented system of state administrations inherited from the

gpartheid erainto a unified national public service. Much more needs to be done,
however, to transform the public service into an agency that is coherent and
representative, as well as capable of achieving the crucid gods st for it by the people
and government of South Africa

1.2 TRANSFORMATION AND REFORM

The Government regards transfor mation as a dynamic, focused and relatively
short-term process, designed to fundamentally reshape the public service for its
gppointed role in the new dispensation in South Africa. Transformation can be
distinguished from the broader, longer-term and on-going process of adminidtretive
reform which will be required to ensure that the South African public service kegpsin
step with the changing needs and requirements of the domestic and internationa
environments.

Whereasthe goals of transformation areto be achieved within an anticipated timescale of two to
threeyears, the process of administrativereform will be ongoing.

Thisis not to suggest that transformation and reform cannot take place at the same time. In fact thisis
what will happen during the next two to three years, with transformation being the dominant process.
After thistime, reform will become more of the order of the day.

The transformation of the public service will inevitably be acomplex and

controversid process. Furthermore, government policiesthat are likely to have a



sgnificant impact onthe public service are il being shaped and negotiated. The new
Congtitution to be adopted in 1996, in particular, will influence the structure and
function of anumber of key sectors within the public service. In view of this, further
elaboration of policy will be necessary in the forthcoming years. In consequence,
while this White Paper will contribute towards the longer-term reform process,
through the elaboration of abroad vison and policy guiddines, itsimmediate
concern will to facilitate the shor ter-term process of administration

transfor mation. The White Paper thus marks the beginning of an on-going process of
change and reform, which will require additiona policy documents, including new
White Papers, in the future.

1.3 PURPOSE OF THE WHITE PAPER

The principleaim of thisWhite Paper isto establish a policy framework to guidethe
introduction and implementation of new policiesand legislation aimed at transfor ming the South
African public service.

In recognition of the diversity of the public service, the White Paper does not attempt to elaborate
detailed strategies for the implementation of the policies outlined. Aswith all policy documents of this
kind, it isastatement of intent. The development of specific implementation strategieswill be the
responsibility of individual departments and provincial governments. These strategies should be
located within the policy framework provided.

1.4 SCOPE

The scope of the White Paper is guided by the terms of the present Condtitution of the
Republic of South Africa (Act 200/93), aswdll as by the agreed policy statements of
the RDP as regards the transformation and developmenta roles of the public sector
(RDP White Paper, November 1994). Its mandate isto cover those parts of the public
sector, both nationd and provincia, which are regulated by the Public Service Act
(Procl 103/94). However, the broader thrust of the White Paper aims to be relevant to
the remaining areas of the public sector, such asloca government and parastatals, as
well as the South African Defence Force and the Intelligence Serviceswho are
carrying out their own restructuring.

With respect to those parts of the public sector covered directly by this document it is
important to distinguish between thr ee types of agency:

(& Adminidirative agencies such as the Office of the Minister for the Public Services
and Adminigtration, which provide services to other departments rather than directly
to the public.

(b) Service Delivery agencies, such as the departments of Hedlth, Agriculture and
Education, which ddiver services directly to the public.

(¢) Statutory agencies, such as the Public Service Commission and the Auditor-
Generd, which are established by the Condtitution or other legidation as bodies
independent from the executive with important regulatory and monitoring functions
with respect to the public service.

It isimportant to stress that it is not just those departments and agencies that provide
direct sarvices to the public that will be in need of transformation. All three types of
agency will be subject to review and change. The process of transformation will need



to be based, however, on an understanding of the different measures of service
delivery and service qudity that will be required for each agency.

1.5A CONSULTATIVE CHANGE PROCESS

In line with overdl government palicy, the Minigtry for Public Service and
Adminigtration places considerable emphasis on the need for effective consultation
both within the public service and with South African society. This White Peper,
consequently, has benefitted from an extensive process of discussion and debate both
within and outsde the public service. This was seen as essentia both to the
development of a sound policy document and to the forging of a new and more
inclusive identity for the public service.

It isintended that further public input will be solicited both before legidation is
presented to Parliament, aswell as afterwards, to ensure that the transformation
process kegps pace with the changes taking place in the country.

1.6 STRUCTURE OF THE WHITE PAPER
The White paper isdivided into three parts.
Part 1 sets the scene for the transformation process by outlining:
A new vision and mission for the South African public service.
The main challenges and opportunities presented by the transformation process.
Comparative insights and lessons from abroad.
Priority areas and processes for transformation.
The policy instruments necessary to effect change.
The principal financial implications of the transformation process.

Part 2 outlines a strategic framework for change, by specifying policy objectives,
guidelines and instruments to carry the transformation process forward in the
following priority aress

Rationalisation and restructuring the public service.
I nstitution building and management.
Representativeness and affirmative action.
Transforming service delivery.

Democratising the state.

Human resource development and training.
Employment conditions and labour relations.

The promotion of a professional service ethos.

Part 3 of the White Paper draws a number of conclusons with regard to carrying the
transformation process forward.




CHAPTER 2
VISION AND MISSION FOR THE NEW PUBLIC SERVICE
21VISION

In transforming and reforming the public service, it is vitd that the processis guided
by a clear, comprehensive and commonly accepted vision of the fundamentd
principles that should shape the new public service. To this end, the Government has
adopted the following vison:

The Government of National Unity is committed to continually improve the lives of the people of
South Africa through atransformed public service which isrepresentative, coherent, transparent,
efficient, effective, accountable and responsive to the needs of all.

To give effect to this vision, the Government envisages a public servicewhichis:

guided by an ethos of service and committed to the provision of services of an excellent
quality to all South Africansin an unbiased and impartial manner;

geared towards development and the reduction of poverty;

based upon the maintenance of fair labour practicesfor all public service workers irrespective
of race, gender, disability or class;

committed to the effective training and career development of all staff;

goal and performance orientated, efficient, and cost effective;

integrated, coordinated and decentralised,;

consultative and democratic initsinternal procedures and in its relations with the public;
open to popular participation, transparent, honest and accountable;

respectful of the Rule of Law, faithful to the Constitution and loyal to the Government of the
day.

2.2MISSION

In pursuit of thisvison, the GNU seesitsmisson as

The creation of a people centred and people driven public service which is characterised by equity,
quality, timeousness and a strong code of ethics.

The Ministry for Public Service and Administration aims to facilitate the transformation of the South
African public service in accordance with the vision and mission outlined above. Central goals are:

(a) to create a genuinely representative public servicewhich reflectsthe major characteristics of
South African demography, without eroding efficiency and competence; (b) to facilitatethe
transformation of the attitudes and behaviour of public servantstowards a democratic ethos
underlined by the overriding importance of human rights; (c) to promote the commitment of
public servantsto the Constitution and national interest rather than to partisan allegiance and
factional interests; (d) to assist in creating an integrated yet adequately decentralised public
service capable of undertaking both the conventional and developmental tasks of government, as
well asresponding flexibly, creatively and responsively to the challenges of the change process;
(e) to promote human resour ce development and capacity building as a necessary precondition
for effective change and institution building; (f) to encouragethe evolution of effective
accountability and transparency in public management processes; (g) to upgrade the standards



of efficiency and effectiveness and improvethe quality of serviceddivery. (h) to createan
enabling environment within the public service, in terms of efficiency and stability, to facilitate
economic growth within the country.

The vison and misson for the public service outlined in this document are cons stent
with the relevant provisions of the Interim Congtitution (Section 212 (2) (b) and
Principle XXX of Schedule 4), aswell as Chapter 2 of the RDP White Paper
(November 1994).

23THE STATE AND CIVIL SOCIETY

It isimportant to stress that the above vision and misson for the new public service
are based on afundamentd redefinition of the role of the State and its relaionship to
civil society in the new democratic order in South Africa. In this respect, the new
vison envisages apar tner ship between the state and civil society.

The GNU isfirmly committed to transforming the State to an enabling agency which servesand
empowersall the people of the country in a fully accountable and transparent way.

The GNU is aware that this process can only succeed if it is carried out in partnership
with the organisations of civil society. Structured opportunities must therefore be
provided to involve avil sodiety in the formulation, implementation and monitoring

of government policies and programmes a dl levels, nationd, provincia and local.

If the representative organisations of civil society, from business groupsto NGOsand
community-based organisations, areto be fully involved in the system of governance, it
necessarily followsthat they must be equally involved in the effortsto reshapeit, particularly
through the process of transfor ming the public service. For thisreason, the White Paper lays
specific emphasis on the need to establish viable transfor mation structures and mechanisms
which will facilitate such involvement.

24 STRATEGIC CHANGE MANAGEMENT

In pursuing the above vison and mission, the Government is avare that there are a
number of broad modes of public management and change that might be followed
and adapted to the South African Situation. These range from traditiona bureaucratic
models to neo-liberal models of public choice, based on the restructuring and
contracting-out of state services. Although lessons can be learned from dl such
models, the Government believes that the process of adminidrative transformetion
and reform in South Africa can best be informed by a different moded or approach,
known usually as the Strategic Change Management Approach. By focusing in
particular on the need for new forms of managerid leadership, the devolution of
decision-making power, the democratisation of interna work procedures, and the
incorporation of civil society bodiesinto the governance process, this approach has
obvious relevance to the vison and misson for the new public service and the
gpecific needs of the transformation process in South Africa




CHAPTER 3
CHALLENGESAND OPPORTUNITIES

If the public service is to be transformed to fulfill the above vison and play akey role
in the socid and economic transformation of the country, a number of important
challenges and constraints will have to be addressed and overcome. Some of these
emanate from the legacy of the gpartheid past, others from the current Situation.

It is equally important to recognise thet there are positive strengths and achievements

in the public service that can be built upon in the transformation process. Strategies

for change that are preoccupied with resolving past and present problems tend to be
resctive in nature, concentrating in particular on problem solving and crisis
management. What is needed in South Africaisa more proactive, coherent and
visonary approach which recognises and addr esses problems, but also exploits
opportunities and builds upon strengths.

3.1CHALLENGESAND CONSTRAINTS

Thefollowing section on past and current problemsis not intended to induce a sense
of pessmism or hopel essness about the magnitude of the chalengesinvolved in the
change process. Nor isit intended to rake over the past, invoke guilt or re-open old
wounds. Instead it is designed to provide aclear and objective picture of the key
problem areas that must be tackled if the transformation processis to succeed.

3.1.1 Challenges from the Past

The public service inherited by the new Government in many ways promoted and
defended the social and economic system of apartheid. As such, it was characterised
by a number of problematic policies and practices which, if left unchanged, could
serioudy compromise the ability of the new Government to achieve its mgjor goa's of
recongtruction and development, nation building and nationa reconciliation, and
community empowerment and democratic participation. To alarge number of South
Africans these problematic areas include:

(a) Lack of Representativeness of dl the peoples of South Africain terms of race,
gender and disahility.

(b) Lack of Popular Legitimacy because public officias were seen by the mgority of
South Africas communities as the agents of the apartheld Sate.

(c) Lack of Service Delivery. The system of service provision that developed under
Apartheid was discriminatory and exclusonary, particularly towards black South
Africans (the term black isused in thisdocument to refer to members of the
African, Indian and Coloured communities). It was concerned more with the
goplication of rules and procedures than with the development of a culture and ethos
of service.

(d) Centralised Control and Top-Down Management. Because the public service
was strongly oriented towards control of the mgority population, it became of
necessity highly authoritarian, centrdised and rule-bound in its operation. It was
characterised in particular by the development of a vertical, top-down management



structure. Democrétic practices were discouraged, both interndly and in interaction
with the public. There was little or no incentive for cregtivity and responsiveness to
the needs of citizens and clients.

(e) Lack of Accountability and Transparency. Accountability within the service was
limited to bureaucratic accountability. Employees were held accountable for

adherence to rules and procedures rather than for efficiency and productivity. Wider
accountability of the service to the public was even lessin evidence.

(f) Absence of Effective Management | nformation. No fully deployed management
information systems were indaled to promote information sharing and efficient
monitoring and revision of public sector programmes. One important consequence of
thisisthat there are few rdiable gatistics on the gaffing and compostion of the

public service today.

(9) Low Productivity. Thetotal number of public servantsin South Africa, at about
one per 30 inhabitants, is extremely high in relation other countries at a comparable
dage in their economic development. Productivity is relaively low, however,
particularly if judged in terms of the ability to deliver services that meet the needs of
the people. Low productivity resultsin part from the shortage of appropriate
education and training opportunities for the mgority of staff. But it also results from
the fact that a disproportionate number of staff wereinvolved in essentidly
duplicative adminigrative functions, whereas serious understaffing frequently
occurred at the leve of essentid service provision, in areas such as heath and
education, particularly for black communities.

(h) Poorly Paid and Demotivated Staff. Whereas pay levels for managers
(predominantly white), remain relatively high, those for the lower echdons
(predominantly black) are till disproportionately low. Black women were particularly
exploited at thislevd. Benefits likewise have been biased higtoricaly along race and
gender lines, particularly with respect to housing and pension entitlements. Linked to
this, there was alack of adequately defined career paths and an under-provision of
related training opportunities, especidly for disadvantaged groups. These factors have
had a demotivating effect on many staff and have contributed to low morale and
productivity.

(i) Conflicting Labour Relations. For much of the gpartheid era, labour relations
were either prohibited or closaly regulated according to race. The result for many
public servants, particularly black employees, was that they were denied the
opportunity to improve their conditions of service through collective bargaining.
Relations between the state and its employees became strongly adversarial under such
conditions, with disputes frequently mediated by force rather than negotiation.

(j) Professional Ethos and Work Ethic. Many of the problems outlined above have
served to inhibit the development of a professond work ethic and commitment
amongst public servants. Some public servants showed impressive dedication and
capacity under the most unfavourable conditions. In many parts of the service,
however, inefficiency, mismanagement and corruption were widespread.

3.1.2 Current Challenges and Congtraints



Many of the above problems did not automatically disappear when the GNU came
into power in May 1994. They ill remain and will have to be overcome if the public
saviceisto fulfill its new role effectively. Strategies for dedling with such problems
will aso need to take into account a number of important challenges and condraints
that have arisen more recently. These include:

(a) Fear of Change. Changeis very often acomplex and controversia process,
amog invariably accompanied by anxiety and resstance in some quarters. Many
public servants are clearly worried about their future in the service, especidly in the
light of the planned rationdisation and affirmative action programmes. This Stuation

is having a serious and negative impact on moralein the service, and is being
compounded by the ddaysin formaising new gaffing structures in many departments
and provincid adminigrations.

(b) Resistance to Change. In anumber of more extreme cases, resistance is motivated
by ideologica opposition to the change process itsdlf, rather than fear about its
consequences. Thereis evidence that in some cases thisis leading to deliberate efforts
to sabotage the process.

(c) The Danger of a Brain Drain. Amongst those public servants fearful about
change, there will be some who are fully committed to the need for change (though
gtill anxious about its consequences), and who possess the marketable skills and
professona ethos required by the new public service. If ther fears and anxieties are
not adequately addressed, there is an obvious risk of a brain drain. Thiswould
compound the severe shortage of skills dready experienced by the service.

(d) Popular I mpatience at the Pace of Change. The trangtion to democratic
governance in South Africa unleashed arapid rise in popular expectations about the
ability of the GNU to deliver its promises of socid and economic development,
particularly those contained in the RDP. Thereis a growing public perception that the
public serviceistaking too long to turn itsdf into an efficient and respongve ddivery
arm of government. Thisis leading to impatience and in some quarters to scepticiam.

(e) Lack of Clear and Well-Communicated Vision of Change. To date, insufficient
attention has been placed on communicating aclear and succinct vison of the new
public service, as well as an explanation of the purpose and nature of the

transformation process, both within and outside the public service. This has served to
exacerbate interna anxieties and externd impatience.

(f) Lack of Clearly Defined Roles and Responsibilities. Thelack of aclear vison for
change has been compounded to date by the relative absence of clearly defined roles

and responghilities for the key agencies charged with driving the transformation

process, at both the nationd and provincia levels. In attempting to rectify this

gtuation, it will be important, however, to ensure that roles and respongibilities are

not defined too rigidly, asthey were in the past. There must be scope for flexibility

and innovetion.

(9) Lack of Co-ordination. For the transformation process to succeed, the work of the
main reform agencies and role-players will need to be effectively co-ordinated. This

will require the development of gppropriate co-ordinating structures, aswell asa

culture of collaboration within the public service. Although some progress has been



made in this regard, for example through the work of the Intergovernmental Forum,
thereis clearly much more that needs to be done.

(h) Persistence of a Rule-Bound Culture and the Role of the PSC. For the public
service to carry out its new role effectively, there is increasing agreement that there

will need to be greater devolution of management and decis onmaking throughout

the service (within clearly defined lines of accountability), to ensure innovation,
creativity and responsveness to the needs of clients. At the moment, however, many
committed and potentialy innovative managersfed that they are hamstrung by a
plethora of rules, regulations and legidation, and in particular by the way in which

these are perceived to be controlled and operated by the Public Service Commission.

(1) Lack of Skills and Capacity. The discriminatory effects of the apartheid education
system, coupled to the relative lack of opportunities for in-service education and
training for disadvantaged groups within the public service, hasled to a serious
problem of capacity. This must addressed if the public service isto become more
genuingly representetive, whilst a the same time becoming more efficient and

effective.

() Financial Constraints The GNU inherited a Stuation in which the greater part of
the nationa consumption budget was devoted to the sdlaries, wages and benefits of
public servants, and only 9 percent to project-based development expenditure. The
Government is committed to reducing public expenditure as a proportion of gross
domestic product (GDP) and, in particular, to reducing the wage bill as a proportion
of tota public service consumption expenditure. Given the current pressure for wage
increases, particularly by low-paid workers, and the fact that approximately 70
percent of the total wage bill is devoted to the priority areas of Education, Hedlth and
Safety and Security, thisis not likdly to be an easy task. What can be said with
confidence, however, is that there will be few additional resources available to meet
extracogs involved in the transformation process. The change process must be
particularly mindful, therefore, of the need for financid restraint.

3.20PPORTUNITIES ACHIEVEMENTSAND STRENGTHS

Although it is clearly imperative that the trandformation process takes into account the
chdlenges and congraints outlined above, it is aso important that it recognises and
takes advantage of more positive opportunities, strengths and achievements. These
include:

(&) Broad Commitment to the Vision and Goals of Transformation. At the many
workshops and Parliamentary hearings that have taken place in recent monthsto
discussthe first draft of this White Paper, a clear commitment was demondtrated by
al stakeholders on the need for transformation and for the broad vision and goals for
the new public service set out in the draft document. This stakeholder commitment
included that of Directors-Generd, Service Commissioners, public service unions and
daff associations, representatives from provincid legidatures, and civil society and
business organisations. While the stakehol ders have different viewpoints on the ways
in which the transformation can best be taken forward, the development of acommon
commitment and sense of purpose around the vison and broad policy goasisavery
positive Sgn for the future.



(b) Agreement on the Principle of Co-determination. Since the eections, the GNU
has abided by the principle of co-determination, whereby matters relaing to the
rationdisation of the public service, aswell as the process of adminigrative
transformation more generdly, will be decided upon in consultation with interested
parties and specificaly with the employee organisations admitted to the Centrd
Chamber of the Public Service Bargaining Council. Given the vitd importance of
gaining widespread support for the transformation process from public service unions
and saff, the agreement on co-determination has been a necessary and positive step in
the transformation process.

(c) Relative Labour Stability. Since the GNU came to power there have been a
number of disputes and strikes by public sector workers. Given the poor pay and
conditions for many lower-paid workers, thisis not atogether surprising. However,
there has not been the kind of labour ingtability that was predicted in some quarters
before the 1994 eections. Management and unions are working together on ways of
improving the collective bargaining system, a process that should be asssted by the
new Labour Relations Act.

(d) Rationalisation on Course. With theingdlation of the new government, a
concerted programme of administrative rationalisation has been embarked upon with
the am of establishing a unified nationd public service that will efficiently and
effectively ddiver services and focus on integrated development. Thirty-three (33)
Nationd Departments have been established, together with nine (9) Provincid
Adminigrations with their own Provincia Service Commissions. Powers have been
granted to the provinces in accordance with the provisions of Schedule 6 of the
Condtitution. Provincia Governments are making progress, dbet with some
difficulties, towards the integration of the adminigtrations of the former "TBVC
dates' and "sdf-governing territories.” Positive achievements have therefore been
made, and the processiis ill on schedule to meet government's target date for
completion.

(e) Increasing Representativeness. In order to facilitate the GNU's commitment to
promoting representativeness within the public service, 11,000 pogts have been
advertised. Over amillion gpplications were received, and this has contributed to
ddaysin filling the pogts. The restructuring of the senior management echelon in the
public service, which is now nearing completion, has witnessed the gppointment of
more black people and women than ever before, dthough the senior ranks of the
sarvice dill continue to be disproportionately occupied by white males.

(f) The Creation of a New Department within the Ministry of the Public Service and
Adminigration. This new Department, known as the Office of the Minigter for the
Public Service and Adminigtration (OMPSA), has recently been created in terms of
the Public Service Act, 1994, to provide infrastructura support for the Minister and to
play acrucid rolein helping to drive and co-ordinate the transformation process. The
work of OMPSA will revolve in particular around the functiona areas of public
service policy and reform, and labour relations policy and central negotiations.

(9) International Support. Significant internationa support, both mord and materid,
has been pledged for the processes of reconciliation, reconstruction and devel opment
in generd, and for the process of adminigtrative transformation in particular. In



addition to direct financid aid, anumber of valuable partnership schemes are being
actively explored and devel oped.

(h) Loyalty and Dedication of Staff. Although inefficiency and low productivity are
dtill present within the public service, many saff have continued to work with loyalty
and dedication. This fact must be acknowledged, valued and built upon in the
transformation process.

() The White Paper on the Transformation of the Public Service. The consultative
Draft White Paper, issued by the Minister for the Public Service and Adminigtration

in May 1995, has contributed to the change process by stimulating awide-ranging

and, at times, vociferous debate about the nature and purpose of the public service and
the transformation process. Insghts and recommendations from these debates have

been taken into account in the redrafting of the find document. The find White Paper,
itself, should play an important part in shaping the broad direction of the

transformation process over the next two to three years.

() Support from the Portfolio Committee on the Public Service and Administration.
The Portfolio Committee has played a key role in facilitating the consultetive process

around the draft White Paper, and has resolved to play an important and continuing

rolein providing parliamentary support for and oversght of the transformation

process.




CHAPTER 4
THE INTERNATIONAL CONTEXT

Given the unique problems of South Africas gpartheid past, and the equaly
digtinctive way in which these were resolved in the trangtion to mgority rule, it is
tempting to take a particularigtic and inward looking approach to the question of
adminigrative tranformation. Whilst South Africamust dearly find its own solutions
to its own specific problems; it is nevertheless important to ensure that the processis
informed by lessons from other countries, in Africa and further afied.

In recent years many countries in both the developed and devel oping worlds have
embarked on athorough re-evauation of the role of the state and the public servicein
their societies. This has been in response to a number of factors, including:

The growing impact of global markets, competition and financial mobility;
Theincreasing trend towards economic liberalisation and political democratisation;
The increasing international spread of communications and information technology;

The worsening economic crisis in the developing world, and the impact of IMF/World Bank
structural adjustment programmes.

In the process a number of themes have begun to emerge, some of which have
relevance for the current Stuation in South Africa. These include:

(& A move away from centralised and corporate planning approaches towards more
pragmatic gpproaches based, in particular, upon the principles of sound management,
enterprise and a clear sense of mission.

(b) A redefinition of the role of the state, from that of acting as the principa agent of
socid and economic development, to that of guiding and facilitating development in
ways which ensure effective integration with the world economy.

(©) Trimming date expenditure and the Size of the public service as functions and
services are sub-contracted out on a competitive basis to private sector and non
governmenta agencies, ether on afully privatised or partnership basis.

(d) A redefinition of the political-adminigrative relationship, designed to ensure
greater accountability (through the introduction of, for example, clearer lines of
respongbility, and performance targets, measures and monitoring), whilst a the same
time promoting greater devolution of managerial autonomy and resource control
(induding the introduction of flexible staffing and recruitment practices), amed at
increasing innovation, creativity and respondveness to client needs.

(e) Anincreasing emphasis on quality, efficiency and cogt- effectiveness.

(f) A changein organisational culture, designed to develop amore effective customer
orientation and a stronger service ethos.

(9) Anincreasing emphasi's on human resource development and management
designed to promote participative management and innovation, to build capacity, and



to reward individua and team performance (through the introduction of gppraisa and
incentive systems).

(h) A moveto improve financid planning and control systems, indluding reforming
budgeting systems, with aview to making them more performance and output related.

(1) A greater rdliance on information technology and computerised management
information systems.

PUBLIC SERVICE COMMISSION

Thereisequdly agrowing trend internationaly to review the role of
adminigtrative/management bodies of the public service such as the Public Service
Commission. This process of review has taken many forms. In the context of
Zimbabwe and Namibia, the role of the Public Service Commission has been
sgnificantly reduced, while the United Kingdom is seeking to strengthen its Civil
Service Commission. All these developments point to the need for constant review
and improvement of public service management taking into account the peculiarities
of differing countries.

In the light of the above, the GNU will ensurethat it keeps abreast of current
and future developments at theregional and inter national levels, through bi-
laterd exchanges and through active participation in workshops and conferences.

In June 1995 the Government hosted and co-sponsored (with the Commonwesdlth
Association for Public Adminigtration and Management) a Regiond Conference on
Encouraging Diversity within a Unified Public Service. Some of the indghts from this
conference have been incorporated in this document. The White Paper has dso taken
into account the recommendations on human resource development of the Twelfth
Meeting of Experts of the United Nations Programme on Public Adminigtration and
Finance (August 1995). The Government will dso ensure that the on-going
transformation process takes into account the discussions and recommendations of the
UN Plenary Session on Public Management scheduled to take place later this year.

Although the GNU expects to gain vauable insghts from studying and observing the
successes and limitations of comparative models of adminigtration reform, caution
and critical analysiswill be exercised in considering the applicability and
possible incor poration of such modelsinto the change processin South Africa.
Thiswill certainly be the case with the move towards cost reduction and the
privatisation and contracting-out of state services. The Government iswell-aware that
in some countries this has had adverse effects, in terms of declining service standards,
worsening conditions of employment for staff, risng unemployment and the

increesng marginalisation of disadvantaged groups, women and childrenin

particular.

The move towards aleaner and more cost-effective public service in South Africawill
therefore be based, as Chapter 8 will demondtrate in more detail, not on privatisation

but on the creetion of effective partner ships between government, labour, business
and cvil sodiety, and the building of high levels of community involvement in the

loca delivery of services.




CHAPTER 5
TRANSFORMATION PRIORITIESAND PROCESSES

5.1PRIORITIES

In moving towards its vison of a public service which is representative, trangparent,
efficient, effective, accountable and responsive to the needs of dl, the GNU has
identified the following priority areas for the transformation process.

(a) Rationalisation and restructuring to ensure a unified, integrated and leaner public service.

(b) Ingtitution building and management to promote greater accountability and
organisational and managerial effectiveness.

(c) Representativeness and affirmative action.

(d) Transforming service delivery to meet basic needs and redr ess past
imbalances.

(e) Thedemaocratisation of the state.
(f) Human resour ce development.
(9) Employment conditions and labour reations.

(h) The promotion of a professional service ethos.

Specific objectives, guideines, performance measures and policy instruments to
address these priority areas are detailed in Part 2 of the White Paper.

5.2 PROCESSES

In developing and implementing effective policies and Strategies for public service
transformation, anumber of key and related processes will be involved. These will
indude:

Strategic Review

Policy formulation and perfor mance measures
Strategic planning and implementation

Monitoring, evaluation and performance measurement
Co-ordination

Communication, consultation and participation

Resear ch

In accordance with the principles of the Interim Condtitution these processes will be
transparent, participative and inclusive. They will dso be carried out flexibly in ways
which ensure accountability and the adherence to nationa guidelines, norms and



standards, whilgt at the same time encouraging innovation and credtivity at the leve
of individua departments and provinces.

The nature and purpose of these processes are outlined briefly below. The
organisations and agencies responsble for carrying them out will be dedt within
Chapter 6, aswell asin subsequent parts of this document.

5.2.1 Strategic Review

The development of policies and plans for public service transformation will need be
based on a comprehensve review and audit of the structures, functions, composition
and financing of public service departments and statutory bodies (including the
nationa and provinciad Service Commissons), at both nationa and provincid levels.

5.2.2 Policy Formulation and Performance M easures

In the light of such reviews, the priority godsfor the transformation process will be
broken down into broad and redlistic policy objectives and targets, as well as the time-
frames for ther achievement. Performance indicators or measures will be designed

and used to obtain an accurate assessment of the progressthat is being made towards
the achievement of these objectives and targets, and to highlight those areas where
improvement or corrective action is required.

5.2.3 Strategic Planning and | mplementation

Broad policy objectives and targets will be implemented within government
departments at both the nationd and provincid levels through:

The setting of appropriate, specific and measurable objectives;

The design and implementation of detailed strategies and action plans for their achievement;
The mobilisation of the necessary resources and their effective utilisation;

The identification of problems and constraints, and strategies for overcoming them;

Theintroduction of effective systemsfor internal monitoring and review.

5.2.4 Monitoring, Evaluation and Performance M easur ement

The establishment of appropriate interna and externad mechanisms for monitoring
and evduation will be centrd to the process of adminigrative trandformation. The
development of effective interna mechanisms within government departments, such
as performance auditing and appraisd, will be an integra part of the process. To
ensure accountability and the success of the broad process of public service
transformation, these internal mechanisms will aso need to be accompanied by the
independent externa monitoring and eva uation of departmentd transformation
programmes.

5.2.5 Co-ordination

Co-ordination of the work of the key transformation agencies (as defined later) and
government departments at the nationd and provincid leves, will be vita, especidly
if the transformation process is to contribute towards the kind of integrated approach
to recongtruction and devel opment envisaged in the RDP White Paper.



5.2.6 Communication, Consultation and Participation

To achieveits godlss, the transformation process must secure the active involvement,
support and commitment of the vast mgority of public servants. Given the
Government's commitment to improving service ddivery through successful
partnerships with the business community, NGOs and other stakeholdersin civil
society, particularly in relation to the RDP, it is aso clearly essentid that the public
service transformation processis based upon broader public involvement and support.

In driving to achieve the necessary levels of support and commitment for the
transformation process, ingde and outside the public service, attention will be focused
on:

The development of an effective and co-or dinated communications strategy. Thiswill am

to present a clear, consistent and succinct picture of the vision and goals of the new public
service. It will further provide accurate and positive updates on the progress of the
transformation process. Another priority of the strategy will be to correct misconceptions, and
to dispel the anxieties, fears, and scepticism that have been expressed in some quarters, both
within and outside the service, about the intent and purpose of the transformation process.

The establishment of effective mechanismsfor consultation and involvement. These
mechanisms should be designed in particular to provide opportunities for public service staff
and unions, aswell civil society stakeholders, to play ameaningful part in shaping,
implementing and monitoring the on-going transformation process.

5.2.7 Research

The process of transformation in each of the priority areas identified above can
usefully be supported by high-qudity research of both a quantitative and quditative
nature. Aress for research include:

Theimpact of transformation policies and programmes.

The effectiveness of the instruments and mechanisms established for the purposes of policy
formulation, implementation and evaluation.

Comparative studies of the administrative reform processin other countries.

Research activities will need to be wdll-planned and co-ordinated to ensure that they
are relevant and applicable, and should dso involve awide range of practitioners,
especidly from the NGO sector and tertiary inditutions (including Higtorically
Disadvantaged Indtitutions).




CHAPTER 6
POLICY INSTRUMENTS

Policy instruments aretheinstitutional mechanismsthat will be responsible for driving
and implementing the transfor mation process. They fall into two broad categories:.
Transformation structures and agencies, both existing and newly created.

Enabling legidation.

6.1 EXISTING STRUCTURESAND AGENCIES

A wide variety of exigting structures and agencies, both political and administrative,
will beinvolved in the transformation processes outlined in Chapter 5. These will
indude:

The Cabinet;

The Parliamentary Portfolio Committee on the Public Service and Administration and Public
Accounts Committees,

Provincial Legislatures and Executive Councils;

The Ministry and Office for the Minister for the Public Service and Administration;
The Public Service Commission and Provincia Service Commissions;

The political and administrative heads of departments at national and provincial levels;
The Inter-governmental Forum;

The Ministry of Finance and Department of State Expenditure;

The Office of the Public Protector;

The Office of the Auditor General.

Other Statutory Bodies such as the Gender and Human Rights Commissions.

The South African Management and Development I nstitute (SAMDI)

Measureswill be taken to strengthen the capacity of these agencies, to ensur e the effective co-
ordination of their work, and to clarify and, if necessary, restructuretheir respectiverolesand
relationships. Thesemeasureswill be accompanied by enabling legislation, where appropriate. At
the same time the work of these agencieswill reflect the fact that the dynamics of the
transformation processwill involve differencesas well as similarities between individual

gover nment departments, and between the national and provincial tiers of gover nment.

All of the above agencies will have important rolesto play in the transformation
process, in one or more of the priority areas for transformation outlined in Chapter 5.
Detailswill be provided in Part Two of this document. At the more generd leve,
however, it is anticipated that the key role-players will be the Ministry and
Department for the Public Service, the Service Commissions, Directors-Generdl,
Statutory Agencies, and the Public Service and Adminigtration Portfolio Committee,



6.1.1 The Ministry and Department for the Public Service and Administration

The principa responghbility for overseeing, driving and co-ordinaing the
transformation process will rest with the Minister for the Public Service and
Adminigration, on behaf of Cabinet and Parliament. Unitil recently, the Ministry
represented the Public Service Commission (PSC) in Parliament and Cabinet, but had
no departmentd infrastructure of itsown. A department for the Ministry has now
been created, in terms of the 1994 Public Service Act, as an entity separate from the
Office of the PSC. It is anticipated that the new department (known as the Office of
the Minigter for the Public Service and Adminigtration or OM PSA), will contribute
ggnificantly to the transformation process by facilitating a more effective role for

both the PSC and the Ministry.

For the time being, OMPSA will concentrate in particular on two main functiond
aress. public service policy and reform, and labour relations policy and centra
negotiations. It has been made clear, however, that itsfirst mgor area of responsbility
will be that of serving the Minidry in dl aspects of itsrolein facilitating the
trandformation of the public service into one that will efficiently and effectively serve
the new democratic order.

In discharging thisrole, OM PSA will have the following key responsibilities:

Trandating the broad policy framework contained in this White Paper into achievable
policy objectives, performance measures, tar gets and time-frames;

Ensuring that thisprocessis based on effective consultation and liaison with the Service
Commissions, Directors-General, public service unionsand other key agenciesand
stakeholders, within and outside the public service, at both national and provincial
levels;

Ensuring that thetransformation processis effectively co-ordinated at both national and
provincial levels;

Developing an effective communications strategy and structuresto ensurethat the White
Paper, the broader transformation process, and national standards, performance
measur es and tar gets ar e well-publicised within and outside the public service;

Developing a financial resour ce strategy to support the transfor mation process, taking
into account the specific needs of individual departments and provinces;

Establishing an effective resear ch strategy and structuresto support the transformation
process.

Building its own capacity in terms of human and financial resour ces.

With the adoption of the new Congtitution in 1996, and with changing and evolving
circumstances within the public service, OMPSA's role will need to be regularly
review and may be expanded.

6.1.2 The Service Commissions

Chapter 13 of the Interim Congtitution (Sections 209, 210 and 211) makes provison
for an independent and impartia Public Service Commission (PSC) composed of
three to five Commissioners gppointed by the President. The PSC is mandated under



the Condtitution to make recommendations, give directions and conduct enquiries
regarding the organisation, administration, conditions of service, personnel
adminigration, efficiency and effectiveness, and comportment of the public service.
The PSC dso has akey role to play in capacity building and human resource
development, particularly through its responghility for the South African
Management and Development Indtitute.

Subject to national norms and standards, the Interim Congtitution (Section 213) aso
makes provison for the establishment of Provincial Service Commissions to carry
out Smilar functions with repect to provincid adminigtrations (with the exception of
remuneration levels and conditions of employment which remain afunction of the
national PSC unless otherwise delegated). Such commissions have been established in
al nine provinces, to function as decentraised role- players atuned to the needs of
ther particular communities.

Relations between the national and provincial service commissionswill be
structured along the following lines:

remuner ation levelsand conditions of employment will be set at the national levd;

national policiesand targetswill only beintroduced after appropriate consultation with
the provinces;

the national PSC and OM PSA will take responsibility for ensuring that revenue sharing
between provincestakes due account of the personned needs of individual provinces.

A Forum of Service Commissioners has been established to exchange idess, to
discuss matters of common concern, and to ensure that work of the PSC and the
Provincid Service Commission is effectively co-ordinated. This conssts of the PSC
and the Provincid Commissions of dl nine provinces.

The functions and operation of the Service Commissions have been the cause of some
concern, most notably in relation to the fact that the independence of the PSC is
potentidly threatened by a conflict of interests between its role as an independent
monitor and arbiter of the activities, ethos and comportment of the public service and
itsrole asadirect implementer of civil service policies. Concerns have aso been
expressed about the undue length of time and red tape frequently involved in

obtaining Service Commisson decisions and recommendations.

For these reasons, a comprehensive review of the Service Commissionswill be
undertaken aspart of thework of the envisaged Presidential Review
Commission. The future structure and operation of the Commissionsis aso under
current consideration by the Condtitutional Assembly.

Inthe interim, it is anticipated that the Service Commissions and the PSC especialy
will address some of the above concerns, particularly by expediting the decison
making process, reducing unnecessary red-tape, and del egating powers where
possible to departments and provinces. In the process, it is aso anticipated that the
PSC and the Provincid Service Commissions will continue to play a number of
pivotal rolesin the trandformation process, in consultation and partnership with other
key agencies and stakeholders. These include:



Ensuring that the policies and objectives of the transfor mation process ar e effectively
implemented within national and provincial departments, particularly through the

efficient and timely introduction of appropriate directives, regulationsand
recommendations;

Using their responsibilities and powerswith respect to staff development and training to
ensurethe development of the necessary human resour ce capacity for the
implementation of specific programmes of transformation, both nationally and
provincially;

Using these responsibilities and power sto acceler ate the processes of representativeness
and affirmative action;

Monitoring and evaluating theimpact of transfor mation policies and programmes, both
nationally and provincially.

6.1.3 Directors-General

Asthe heads and accounting officers of either nationa departments or provincia
adminigtrations (in the case of provincid DGs), Directors-Generd will have avitd
leadership role to play in trandating the broad policy objectives, performance
measures, targets and time-frames set by the Government (and OMPSA in particular)
into meaningful and achievable rategies for departmentd transformation at the
nationd and provincid levels.

At the national level, Directors-Genera will be specifically charged with the
respongbility for:

Carrying out organisational reviews and audits;

Designing and implementing strategic plansfor transformation (including objectives,
tar gets, performanceindicators and timeframes, aswell as detailed action plansfor their
implementation);

Designing and implementing plansand programmes of affirmative action designed to
promote repr esentativeness,

Establishing effective mechanismsfor the co-ordination of transformation policiesand
programmes;

Establishing effective mechanismsfor internal monitoring and evaluation, aswell asfor
feedback into the on-going planning and reviewpr ocess;

Ensuring effective opportunitiesfor meaningful participation by staff and unionsin the
transformation process, particularly through the establishment of transformation units
(seebelow), aswell asfor consultation and liaison with other reform agenciesand
stakeholders;

Designing and implementing effective human resour ce development strategies, including

training and career development opportunities, to ensure the necessary human capacity
for implementing specific programmes of transformation;

Promoting effective financial management and budgetary control,including there-
prioritising and re-allocation of budgets, wher e appropriate, to ensure adequate
financial resour cesfor thetransformation process,

Promoting inter-departmental collaboration.



At the provincid leve, the Stuation is different and more complex. The Provincid
Directors-Generd are responsible for the adminitration of the province rather than

for individua departments, aresponghbility they share with the Provincid Premiers,
MECs and Provincid Service Commissions. The main role of the Provincial
Directors-General in the transformation process will therefore beto ensure that
the detailed responsibilities outlined above are carried out effectively by the
Deputy Directors-General in charge of the various provincial departments. This
will involve dose and harmonious co-operation with the other key role-playersin the
province, particularly with the MECs to whom the Deputy Directors-Generd are
accountable. In terms of the responghility for ensuring effective financid

management and budgetary control, accounting officers for provinces, will have to

play amore direct role within dl provinciad departments.

Therelationship between the Directors-General and the national and provincial Service
Commissionswill bereviewed and clarified to ensurethat DGs have the necessary flexibility and
autonomy to carry out these tasks effectively. To ensure accountability, the contracts of DGs will
betied to the delivery of specific performance measures.

In discharging their responghilities, it will be important for all Directors-Generd, a
both the nationa and provincid levels, to collaborate and co-ordinate their work. It is
therefore planned that a Forum will be established and will meet regularly for this
purpose, conssting of all DGs as well as representatives from OMPSA and the
Service Commissions.

6.1.4 Statutory Agencies

In addition to the Service Commissions, other statutory agencies that will have
important rolesto play in the transformation process include:

The Auditor-General;

The Public Protector;

The Finance and Fiscal Commission;
The Gender Commission;

The Human Rights Commission.

The Offices of the Auditor-General and the Public Protector will have an important
role to play in monitoring the public service and ensuring accountability. The Office
of the Auditor-Genera will carry out annud financid audits of al departments and
provinces, aswell as performance audits of a sample of departmental programmes.
These performance audits will be widened to include an investigation of the levels of
consumer satisfaction. The Interim Congtitution empowers the Public Protector to
investigate dl possible abuses of power by government. The Office of the Public
Protector will be open to receive complaints from the public on service provison and
programme execution, and will initiate its own investigations where serious
alegations of improper conduct are made. The Gender and Human Rights
Commissions will aso play an important role in helping to ensure thet the
transformation process is gppropriately informed by human rights issues, and
particularly those pertaining to women.



The Financial and Fiscal Commission will play an important role in ensuring thet
the transformation process is based upon equitable resource alocation between
departments and provinces. The FFC will need to liaise closdly with the Service
Commissionsin this regard.

To ensure effectiveness, the work of statutory agencies such as these will itself need
to be reviewed and appropriate changes made if necessary.

6.1.5 Public Service and Administration Portfolio Committee

Although the work of the portfolio committeesin genera and the Public Service
Portfolio Committee in particular lies outsde the executive branch of government, it

is gill necessary to take it into account in a White Paper of thiskind. The Portfolio
Committee will play an important role in the transformation process, particularly by
creeting aforum through which Parliamentary scrutiny and oversight of the process
can be exercised, and through which politica debate and consensus-building can take
place. The Committee will seek to fulfill theseroles by:

Ensuring that the policy proposals and guidelinesin the White Paper arerepresentative
of theviews of awiderange of stakeholders, within and outside the public service;

Requesting, receiving and evaluating progress reports on thetransformation process
from the Minister of the Public Service, OMPSA, the Service Commissions, Director s-
General and other organisations and agencies, with a view to playing a pro-active
"watchdog" role;

Generating research and analysisto inform the on-going transfor mation process;

Developing and steering the process of legislative change necessary to givefull effect to
the White Paper and the broader transformation process.

The Committee has dready gone along way towards fulfilling the firat of these tasks,
by organising a series of hearings on the Draft White Paper a which comments and
proposals were solicited and received from a broad range of stakeholders.

The Senate Committee on the Public Service will play asmilar role, especidly in
relation to the transformation process in the provinces. A number of Provincid
Legidatures have aso established their own standing committees on the public
service. These seek to replicate the role of the Portfolio Committee at the provincia
levd.

6.2 NEW STRUCTURES AND AGENCIES

Although the above agencies will have akey rale in driving the transformation of the
public service, the government believes that their work will be more effectiveif itis
supported by anumber of new and additiona structures.

These new structureswill be created specifically to add impetusto thetransformation process
and toensurein particular that it isfounded upon effective participation and consultation with
public service staff and unions, and civil society stakeholders.

The new and proposed structuresinclude a Presidential Commission, a Public Sector
Transformation Forum, Departmentd Transformation Units and Co-ordinating



Committees, and ad hoc structures that may be set up from time to time to dedl with
specific agpects of the transformation processes. Most of these structures will have a
relaively short life-gpan, in line with the timescale for the transformation process.

After careful appraisa of their work, however, some may be restructured to contribute
towards the on-going process of public service change and reform.

6.2.1 Presidential Review Commission

Asamatter of urgency, aPresdentid Review Commission will be established to
cary out:

a comprehensive review of the structure and functions of the public service and its

statutory bodiesincluding the Public Service Commission, focusing in particular on the
division of rolesand tasks between central and provincial authorities.

an internal audit and review of each ministry, department, office and agency concerning
its objectives, structure, function, staffing, and financing.

areview and revision of the system, routines and procedur es of planning, budgeting and

financial execution (to be undertaken in partner ship with the Ministry of Finance), with
aview toincreasing public sector accountability.

The work of the Presidentid Review Commission will be followed by the
introduction of appropriate reforms and, where necessary, by the redeployment of
geff.

The Commission will be composed of domestic and international contributors
knowledgeable in public service issues. It will work closdly with government
departments and other statutory bodies involved in the transformation process. The
compogition and terms of reference for the Commission will be prepared within one
month of the publication of this White Paper. The Commission will be set up
immediady thereafter and it isanticipated that itswork will be completed within
twelve months.

6.2.2 Public Sector Transformation Forum

It is proposed that a Public Sector Transformation Forum (PSTF) will be established
as an effective consultative policy ingrument. Although precise details concerning
composgition and function will emerge through a process of consultation between al
ggnificant role players, it is broadly envisaged that the membership of the PSTF will
include nationa and provincid public service managers, public servants and public
service unions, and representatives from OMPSA and the nationd and provincid
Service Commissions. Congderation will be given to providing business

organisations, NGOs and other civil society stakeholders with structured opportunities
for making representations at the Forum.

Along with the key existing agencies outlined above, the Forum is expected to play
a pivotal consultative and advisory role in monitoring key issues relating to
government policy on the public service generdly and the transformation processin
particular, especidly in relation to:

rationalisation processes and mechanisms,



representativeness and affirmative action policies;
programmes of staff development and training;
employment conditions and grading systems;
participatory and open management;

policy on service provision, including the client-provider relationship.

Recommendations of the Forum will be fed into the on-going transformation and
other processes. By involving public service gaff and unionsin the formulation and
monitoring of transformation policies that have a direct bearing on their own work
gtuation, the Forum should play amgjor role in helping to alay fears about the
process and in the generation of broader internd and externd support for it. It is
important to stress, however, that the PSTF will not encroach upon or try to
replace therole of the Public Service Bargaining Council or the envisaged Public
Service Co-ordinaing Bargaining Council or its sectord chambersin the collective
bargaining process.

6.2.3 Transformation Units and Co-ordinating Committees

In order to give full effect to consultative processes of transformation, it is proposed
that Transformation Units should be established in each department, at both nationa
and provincid levels. The membership of these units will be drawn from the
management and gaff of the departments themselves. The transformation units will be
mandated to ensure that rationdisation, restructuring, representativeness,
accountability, trangparency, and cost efficiency are actively pursued. Decisionsand
recommendationswill form an important and integral part of departmental
strategic planning and review processes.

At the nationd leve, the work of the units will be co-ordinated by a Transformation
Coordination Committee, convened by OMPSA and composed of representatives
from the Transformation Units, the Department and the PSC. At the provincid levd,
respongibility for convening the Co-ordination Committees will be assumed by the
Premier's Office. Representation will be from the Transformation Units, the Premier's
Office, the Office of the Provincia Director-Generd and the Provincid Service
Commission. The Co-ordinating Committees will help facilitate the exchange of ideas
and the adoption of common strategies and approaches, alowing for adaptation to suit
individud departmentd and provincd circumstances. They will dso hep to inform

the broader change process at national and provincid levels.

6.2.4 Ad Hoc Structures

Temporary ad hoc structures may be established from time to time to support the
transformation process. Congderation is being given, for example, to the organisation

of aNational Consultative Conference to publicise and communicate the contents of
the White Paper and to ensure that the subsequent transformation process is based
upon effective forms of consultation and involvement.

6.3LEGISLATION



In accordance with the Interim Constitution [Section 212(1)], the transformation of
the public service will need to be supported by gppropriate enabling legidation,
particularly to ensure that OMPSA, Directors-Genera and other key role players have
the necessary scope and legidative backing to carry out their functions effectively. To
give full effect to the policies and proposdsin this White Paper there will be aneed in
particular to amend existing legidation (notably the Public Service Act of 1994) and
to introduce new legidation (particularly in the areas of affirmative action and
freedom of information). The Public Service Labour Relations Act (Procl. 105/1994)
will be replaced by the new Labour Relations Act covering both private and public
sector workers (with the exception of the Defence Force and Intelligence Services).
Attention will also need to be paid to ensuring that the text of the new Condtitution is
informed by the developments that have taken place in the function, form and
objectives of the public service since 1993.

Responghility for the drafting of new or amended legidation pertaining to the public
service will rest primarily with the Office of the Minister for the Public Service and
Adminigtration, in consultation with public service unions and employee
organisations as well as the Public Service Portfolio Committee.

Specific proposds for legidative change, relating to the eight key aress prioritised for
the transformation process, will be provided, where gppropriate, in Part 2 of this
document.




CHAPTER 7
FINANCIAL IMPLICATIONS

The transformation of the public service and the implementation of the policies
elaborated in this White Paper will incur inevitable financiad costs. Two main
questions therefore arise. What ar e the costs? And who pays?

7.1 COSTING THE TRANSFORMATION PROCESS

In the absence of anumber of key studies on the financid implications of
implementing a comprehengve programme of affirmative action or of establishing
comprehengive training programmes, it is not possible to quantify the costs of
adminidrative trandformation in any precise way a this sage.

However, at the generd level examples of some of the costs likdly to be incurred
during the process of transformation are as follows:

the establishment of OM PSA will incur additional costs, particularly intermsof staffing,

although it isanticipated that some of these will be met from therédocation and
redeployment of staff, especially from the Office of the Public Service Commission;

the setting up of transformation teamsin ministries, departments, and provinces will
incur some costs, although it isintended that most units will be staffed through the
redeployment of existing personnel;

theredeployment of public officialswill require support to cover the costs of relocation
and investment in new infrastructure and equipment;

the programmes of rationalisation and affir mative action will requirefunding for early
retirement and retrenchment packages, for the redeployment and relocation of staff, for
training, and for new salariesand benefits,

the equalisation of wages throughout the service will require major financing; thiswill
beincreasad if uniform wages and conditionsareto be established at all administrative
levels;

the upgrading of training institutions will requireinvestment in terms of infrastructure,

personnel, and equipment. Conducting training programmes, likewise, will incur both
direct and indirect costs;

theinstallation of new information systemswill requireinvestment in equipment and in
thetraining of users, aswell asrunning and maintenance costs.

Thefirst priority task in resourcing the transfor mation process will therefore be
the detailed costing of specific transformation policies and programmesin the eight
priority aress listed in Section 5.1 above. Thiswill be undertaken by individud
departments as part of the strategic planning and implementation process, in
association with public service unions, the Department of State Expenditure, OMPSA,
and the Service Commissions.

7.2 RESOURCING THE TRANSFORMATION PROCESS

Once the costs of transformation programmes have been calculated, there will be
three main ways in which they can be resourced:




Additional claimsagainst national and provincial budgets.
Raising of additional fundsfrom external sour ces.

Absor ption of costs by departmentsthrough re-prioritising budgets and efficiency
savings.

In resourcing the transformation process, it will aso be important to ensure an
equitable alocation of resources between departments, provinces and between
nationa and provincid levels of government.

7.2.1 Additional Claims against National and Provincial Budgets

The GNU is committed to ensuring that non-interest current expenditure does not
increese in red terms, with the am of reducing the fisca deficit and rleasing public
sector resources to fund redistribution and economic growth. Under such conditions
there will belittle scope for funding extra costs associated with transformetion
process by increased dlocations from nationa or provincia budgets.

Given the priority attached by Government to the transformation of the public service,
however, consultation on this issue will take place with the Minister of Finance.

7.2.2 External Sour ces of Funding

For the two to three year period of the transformation process, the Government is
confident that additiona fundswill be raised, from both the private sector and
internationa donors, to support a number of the planned transformation programmes,
particularly in relaion to human resources development and training, and affirmative
action. A number of key programmes are dready being supported in thisway.
However, in developing programmes with externd assstance, departmernts should
pay particular attention to the question of longer-term sugtainability, given that
externa funding cannot be depended upon in the long term.

7.2.3 Absor ption of Costs

Given the need for fiscd regtraint in nationd and provincid budgets, and the limited
though useful assstance that can be expected from externd donors, it isinevitable
that the mgority of the costs of transformation will have to be absorbed within
existing departmenta budgets, particularly through the re-prioritisng of expenditure
and the achievement of efficiency savings. Specific detals on how such costs might
be absorbed will be provided in Chapter 8 of this document, in relation to the issue of
restructuring and rationaisation.

It is anticipated that the redirection of departmental expenditure to new priorities,
itself akey to achieving the aims of the RDP White Paper, will be facilitated by the
introduction from the 1996/97 financid year onwards of multi-year budgeting. As part
of the move away from the incrementa budgeting of the past, departments will be
required to establish clear outputs and priorities, particularly in line with the RDP, and
to redirect expenditure to meeting them. Departments will be encouraged to establish
key performance indicators, clear monitoring procedures and business plans. Staffing
planswill also be required as part of the reprioritisation process. The introduction of
these processes and procedures should aso enable departments to identify and
prioritise the costs of transformation programmes more clearly.



Current published budgets provide inadequate management information on wage and
sday codts. To asss the processes of efficiency savings and the reprioritisation of
budgets, it is proposed that this Stuation will be rectified through the provision of
accurate and disaggregated figures for each department and province:

That distinguish management costs from other personnel costs;
That distinguish administrative personnel costs from other personnel costs;

That therefore provide abasis for comparing services and efficiency by department and
province.

7.2.4 Ensuring Equitable Resour ce Allocation

For the transformation process to succeed, it is clearly important that al departments
a both nationd and provincid levels have adequate and equitable financial capacity.
The move towards this new budgeting system will help to facilitate this process.
Over-resourced departments will no longer be able to rely upon an incrementa
increase as in the past. All departments will be required to set prioritiesin relation to
Government policy (including the policy on transformation) and will be resourced on
this basis. Closer co-operation will dso be built up between the Financia and Fisca
Commission and the Service Commissons to achieve a coherent strategy for fiscal
relations which enhances the transformation process a provincid levels.

As part of this process, the nationd and provincid Service Commissions will be
required to communicate clearly to the FFC the personne implications of different
options of revenue sharing. At the same time, the FFC will be required to
communicate to the Service Commissions, OMPSA and the Public Sector
Transformation Forum proposals for the overal fiscal strategy and for revenue
sharing, o that they can andyse the implications for public-service restructuring.




CHAPTER 8

RESTRUCTURING AND RATIONALISING
THE PUBLIC SERVICE

The GNU has embarked upon a concerted and compr ehensive programme of administrative
restructuring and rationalisation with the objectives of:

(a) Creating a unified and integrated service.
(b) Restructuring the senior management echelon.

(c) Creating a leaner and mor e cost-effective service.

Thefirst two objectivesare relatively short-term, desgned primarily to creste an
effective basis for further adminigtrative restructuring and transformetion. The third
obj ective islonger-term, designed to improve efficiency and effectiveness, and to
unlock resources for productive investment and RDP-related project expenditure.

8.1 CREATING A UNIFIED AND INTEGRATED SERVICE

In cresting atransformed public service capable of fulfilling the vison and misson

set out in Chapter 2 of this document, it was first necessary to creete a unified and
integrated service, to be deployed at both nationa and provincia leves, from the
eleven former adminigrationsin the RSA, the"TBVC gaes' and the "sdf-governing
territories.” Given the vital importance of this task as a necessary precondition for
further change, and given the anxieties and uncertainties that would inevitably be
entailed in the process, it was decided that the process should be completed in as short
atime aswould be practicable. The deadline of 30 April 1995 wasinitialy s, but
due to the magnitude and complicated nature of the process this was subsequently
extended to 31 October 1995.

The creation of a unified service hasinvolved three related processes, dl undertaken
with the agreement of the employee organisations represented on the Centra
Chamber of the Bargaining Coundil:

(a) Thetransfer of thefunctionsand or ganisational components of the eleven for mer
administrationsto the new national departmentsand provincial administrations, along with the
assignment of powersto administer existing laws.

(b) Therationalisation of conditions of servicein order to create uniformity.

(c) The staffing of the new rationalised structures.

With the exception of the complex task of assgning adminidrative laws to provinces,
where more work still needs to be done, the first two processes are amost completed,
abeit not without difficuties The gtaffing of the rationalised structuresis proving

more time-consuming, which is not atogether surprising given the magnitude and
complexity of the task. It has aso given rise to uncertainty amongst saff, aswell asa
measure of disruption to their work, which has affected productivity. Nevertheless, it



isdill anticipated that this process will be completedin mos if not dl nationd
departments and provinciad administrations by the 31 October deadline.

8.1.1 Principles Governing the Rationalisation Process

It isimportant to note that the gpproach followed in the gaffing of the rationaised
structures was developed in co-operation with the unions and with due regard to the
interests of both employees and the State as employer. In thisregard, the

Government requiresthat all actions taken by departmentsadministrationswith
respect to the deployment of staff in the new structures must adhereto the
following principles:

Actionsmust promote efficiency, effectivenessand an unhindered continuation of
services;

Actionsmust befair, transparent and in accor dance with applicable employment and
labour legidation;

Actions should createtheleast possible disruption for staff, departmentsor
adminigtrations, and should pay dueregard to the personal circumstancesand
pr eferences of staff;

Actions must be affordable, attainable and practical with dueregard tolocal conditions.

8.1.2 National Norms and Standardsfor the Rationalisation Process

In adherence to these principles and after consultation with the unions, the following
measures were introduced, to be followed as a national norm and sandard inthe
gaffing of the new rationdised structures:

Theintroduction of early retirement opportunitiesfor certain categories of staff;

Thecarrying out of a comprehensivereview of personne needswithin departmentsor
administrations, aswell asan audit of the skillsand competencies of serving official s;

Theabsor ption of serving officials, wherever possible, when thework content of a post
has not changed significantly;

The appointment of personsfrom outside the public servicein order to promote greater
representivity, after all available internal human resour ces have been considered and
with dueregard to the objective of aleaner public service;

Theestablishment of a" grace" period of six monthsfor serving officialswho cannot be
absorbed, to enable them to apply for posts elsewherein the service, after which they
may be subject to discharge.

Theright of appeal for those adver sely affected by therationalisation process.

8.2 RESTRUCTURING THE SENIOR MANAGEMENT ECHEL ON

The restructuring of the senior management echelon within the public service, a both
nationa and provincid levels, was dso accorded high priority by the GNU asa
necessary precondition for taking the broader transformation process forward. By
August 1995 dl provincia adminigtrations and gpproximately 60 per cent of nationd



departments had completed the restructuring process. It is anticipated that the
remaining nationa departments will be able to do so by the 31 October 1995 deadline.
Except in the case of the nationd departments of Defence, Intelligence, Safety and
Security, and the Secret Service, who are carrying out their own restructuring, the
Service Commissions have played amgor role in the restructuring process.

Flling the pogts in the new management sructuresis again proving atime-consuming
process, but it is expected that most departments and administrations will be close to
completing the task by the October deadline. In the case of heads of departments and
provincid adminigtrations, the national norms and standards outlined above were
adjusted, with the consent of the unions, to dlow for the externd advertisement of dl
posts, dl of which are on afive-year contract bass. Thiswas in recognition of the fact
that the incumbents of such postswould have to play amgjor rolein giving direction
to the new nationd departments and administrations under changed circumstances.
Furthermore, anumber of senior officias in the former administrations also had to be
afforded the opportunity to compete for such posts.

8.3 CREATING A LEANER AND MORE COST-EFFECTIVE SERVICE

The GNU'scommitment to fiscal restraint has been stressed on a number of occasionsin this
document. The Gover nment intendswithin the next four yearsto reducethewage bill asa
proportion of public service consumption expenditure. It isunlikely that areduction of this
magnitude can be achieved without a significant reduction in the overall size of the public
service.

The rationde for reducing the wage bill and cregting a leaner public service is not
merely to save money, but rather to release resources for productive investment in
RDP-rdaed initiatives. As such the Government firmly believes that aleaner public
saviceis pefectly consstent with improved leves of service provison.

At the same time, however, the GNU recognises that its options in this regard are not
unlimited and thet ill-conceived strategies could easily prove counter productive.
For example, an attempt to reduce the wage hill by red pay erosion (preferred in a
number of countriesto large scale retrenchment of staff), would most likely provoke
widespread res stance and would run counter to the Government's commitment to
increaaing the minimum wage and diminating gender-based disparitiesin pay and
benefits. It could also have an adverse affect on morae and productivity and
undermine the public service's ability to recruit and retain skilled personnd in key
performance aress. Likewise, strategies to reduce the wage bill and curb employment
growth must aso take into account the fact that approximately 70 percent of the wage
bill is currently devoted to the three areas of education, hedth, and safety and
security, al of which are key prioritiesin the reconstruction and development process.

With thisin mind, it will beimportant to ensure that strategiesfor creating a
leaner public serviceare:

Well-conceived, well-researched, and well-planned,;

L ocated within a development rather than merely a budget-driven paradigm, to ensure
commitment and support from unions and other stakeholders;

Developed in close co-operation with staff and unions;



Communicated effectively at all levels;

Designed and monitored effectively to ensure that the process of increasing cost-effectiveness

does not impact negatively on staff morale, productivity, representivity and the meeting of
basic needs through improved service delivery.

Given tha some of the dtrategies will inevitably entall further rationdisation and
restructuring, it will dso be important to address the fears and anxieties of Saff,
particularly by adhering to the principles and norms and standards outlined in
Sections 8.1.1 and 8.1.2 above.

The GNU will seek to achieve its objectives of areduced wage bill and aleaner, but
more effective, public service through the following strategies:

(& "Rightsizing" the Public Service. Thiswill be akey srategy designed to achieve
the optimal alocation of human and other resources throughout the service asa
whole. A comprehensive review of personnel requirements and staffing structuresin
al departments and administrations will be carried out with aview to redigning them
more closay towards the ddlivery of services to dlients and to meeting the outputs
required by the RDP. Thiswill be complemented by the introduction of this new
budgeting system and the reprioritisation of departmental expenditure outlined in
Section 7.2.3 above. Based on the review,new staffing levels, structures and job
descriptions will be introduced. This may result in "downsizing" in some departments
or sections, and "upsizing” in others, within the overdl parameters of aleaner service
over time. Staff digplaced in the process will, where possible, be offered
redeployment and retraining opportunities, as well as retrenchment and early
retirement packages where appropriate.

(b) Efficiency Savings and I ncreased Productivity. Steps will be taken to improve
productivity and eiminate waste through, for example, the introduction of improved
work practices, the remova of unnecessary tiers of reporting, the remova of
duplication, the greater use of modern technology, and the reduction in the fee
margins charged by outside consultants and outside service providers. It is proposed
that the target rate for growth in productivity and efficiency savings be set a between
3 and 4 percent per annum, to release resources for new priorities. Processes to
improve productivity and efficiency savings will only be seized upon enthusiagticaly
by staff, however, if gopropriate incentives exist. Thisimplies decentrdisng decison
meaking and respongbility, while at the same time increasing accountability for
performance againgt specified objectives. As part of this, a performance appraisa
process will be need to be introduced in terms of newly defined job descriptions.

(c) Adjusting Remuneration Structures. Savings can aso be redised from the
rationadisation of existing alowance systems, areduction in the gaps between sdary
notches, the introduction of performance related promotion criteriainstead of the
present seniority and educationd qualifications based promotion and merit systems,
and the introduction of a new budget approach based on correct occupational classes
and sdary scaes.

(d) Retrenchment, Early Retirement and Attrition. A well-consdered policy with
respect to retrenchment, early retirement and the filling of vacancies created through
naturd attrition can certainly play apart in reducing the sze of the public service.
However, current retrenchment and early retirement packages are very costly and
have cash flow implications for government pension funds. They will therefore need



to be reviewed. Care must aso be taken to ensure that such severance schemes do not
lead to the excessve loss of key personnd. The use of attrition aso needsto be
handled with caution. Because atrition rates are not likely to uniform across functions
and occupationd classes, key performance areas of the public service may be
adversdy affected by an indiscriminate freezing of podts.

(e) Redeployment and Retraining. To ensure that redundancy and retrenchment is
handled in afar and sengtive way, thereby winning union co-operation and support,
policieswill be developed to facilitate the redeployment of staff, both
interdepartmentaly and intergovernmentaly (providing such saff wish to be
redeployed and are adjudged to posses the appropriate skills and commitment for
continued employment within the service). Assstance will also be provided to enable
deff facing retrenchment to find dternative employment, indluding sdlf-employment,
outside the public service. Such policieswill be accompanied by the carrying out of a
comprehengve skills audit across the public service and the development of a skills
database, to expedite the matching of skills with redeployment opportunities. They
will dso betied to the development of gppropriate forms of career counsdlling and
refraining opportunities.

8.4 CONTRACTING-OUT OF SERVICES THROUGH PARTNERSHIPS

Based on adetailed and critica comparative sudy of different models, the
Government will consder the viability of contracting-out state serviceson a
competitive basis to private sector and norn-governmenta organisations, epecialy on
apartnership basis. Although designed in part to redise savings, care will aso be
exercised to ensure that service standards are maintained and improved. Consideration
will dso be given to the establishment of afund and retraining scheme to assst public
sector workers displaced in the process to establish their own companies or
organisation which can tender for the ddlivery of services, for example.

Overall respongbility for prioritisng, guiding, driving, and co-ordinating the
above strategies will rest with OM PSA, particularly through the commissioning of
research and viability sudies, the development of pilot projects, and the laying down
of specific objectives, priorities, guideines, performance targets and time-frames. In
this regard, OMPSA will work in close collaboration with the Public Sector
Transformation Forum, as well with the central and provincid Bargaining Chambers
and the Service Commissions (particularly in rdation to the implications of the
proposed sirategies for terms and conditions of staff). Inter-ministeria collaboration
will be facilitated through the Mandates Committee, congting of the Minister for the
Public Service and Adminigiration, the Minister of Finance and other related
minigtries.

Responsibility for implementing and co-ordinating strategies at the
departmental level will rest with the Directors-General, working closely with the
proposed Transformation Units. Effective and consultative forms of monitoring and
evauation will be developed to ensure that the Strategies meet their desired objectives
and do not impact negatively on service delivery. The proposed public sector
transformation forum and transformation teams will play a particularly important role

in this respect.



Enabling legidation will be required to asss the process, particularly in terms of
changesto the Public Service Act of 1994 and the Staff Code, as well as changes, for
example, in tendering requirements and regulations.

The dtrategies outlined above are designed to reduce consumption expenditure,
particularly in relation to the wage bill. However, there will be some additiona costs,
especidly in the short-term, in relation to such things as the increasing use of modern
technology, the development of training and retraining opportunities for saff, and
retrenchment and early retirement packages.




CHAPTER9
INSTITUTION BUILDING AND MANAGEMENT

For the public serviceto fulfill its new vision and mission effectively, it will be necessary to ensure
that the creation of arationalised and leaner serviceis complemented by changesin management
philosophy and practice, aswell asin organisational structureand culture, designed to enhance
the performance, responsivenessand accountability of State institutions, ther eby enabling them
tobuild for themselvesareputation for excellence among the clientsand communitiesthey serve.

In improving the output-related performance, accountability and responsiveness of the
public service, important structural and cultura changes will need to be made in the
organisation and management of State indtitutions, with the obj ectives of:

Empowering, challenging and motivating managersat all levelsto be leaders,

visionaries, initiator sand effective communicator s and decision-maker s, capable of
responding pro-actively to the challenges of the change process, rather than acting asthe
administrators of fixed rulesand procedures.

Empowering, challenging and motivating individual public servantsto work
productively and with initiative and commitment towar dsthe achievement of the goals

of the public service, aswell astowar dsthe satisfaction of their own personal and car eer -
related goals.

In desgning and implementing Strategies to meet these objectives, aswell asthe
objectives of the broader transformation process, the GNU will ensure that a broad
human centred approach is adopted. There is atendency for transformation
drategies to focus on the more visible aspects of change (such as structures,
organisations and systems), whilst the equaly important though less visible aspects
(rdating for example to employee morde, motivation, fears, aspirations and vaues)
are relatively neglected. Higtorically human resource issuesin the South African

public service have been regarded as adminigtrative or technical matters rather than
the strategic management concerns that can, if properly managed, make amgjor
contribution to the achievement of socio-economic goas.

With thisin mind, the Government proposes to introduce the following strategies.

(a) Devolution and Decentralisation of Managerial Responsibility and
Accountability. At the moment many managersin the public service fed that their
powers to lead and direct the change processin a cregtive and visonary way are
congtrained by the rule-bound and procedure-laden culture inherited from the past. In
order to overcome this Situation, it is proposed to move increasingly towards a system
under which managerid responshility will be devolved and decentraised, while a
the same time accountability for performance againgt pecified objectiveswill be
increased. As part of this process, it is proposed that the contracts of Directors-
Generd betied to the achievement of specific performance objectives and targets. At
the same time, DGs will be given the necessary flexibility, autonomy and resource
control, particularly in relation to the recruitment of staff, to take the necessary
actions to ensure that such objectives and targets are met. In order to ensure that
effective, timeous and responsible decision-making takes place a al leves within the
public service, asmilar process of devolution and decentrdisation will also take



placeto individua cost centres within departments, again tied to the achievement of
specific performance objectives.

(b) The Introduction of New and more Participative Organisational Structures. The
move towards the devolution and decentrdisation of manageria responghbility will be
complemented by the creation of more open, flexible and participative management
gructures a dl leves throughout the public service. Although clear lines of

respongbility and accountability will sill be required, these structures will

concentrate less on the application of rules and more on the crestive use of

consultation and team work. To reduce the annoying and wasteful delays which

resulted from the old system of referring even the smalest decison to a higher

authority, al gaff in the new organisation will be encouraged to take decisons and

solve problems within their own area of competence.

(c) The Development of New Organisational Cultures. These ructurd changes will
need to be accompanied by amgor shift in organisationd culture, from arule culture

to one which is focused more on the achievement of tasks and the meeting of needs.
Such a pronounced change in culture may not be universaly welcomed, however, by
management or gaff. Traning will therefore be required to explain the benefits of the
new gpproach, to assuage misgivings, and to equip saff at dl levels with the

gppropriate skillsin team building and problem solving.

(d) Human Resource Development. At the heart of the performance of the public
service lie issues concerning the efficiency, competence, motivation and morae of the
workforce. The effective mobilisation, development and utilisation of human
resources will therefore be critica for the success of inditution building and
management programmes, as well as for the success of the transformation process
more generdly. Theissue of human resource development will be taken up in more
detail in Chapter 13 of this document.

(e) Total Quality Management. Public service organisations will incressingly be
guided by the principles of total quality management (TQM). TQM is an output-
orientated gpproach which seeks to improve the cagpacity of organisations to meet the
needs of clients by continualy reorienting organisationa structure, behaviour and
culture to this purpose. Clients may be externd service users, or they may be other
public service agencies and departments. TQM techniques will therefore be studied,
adopted where appropriate, and adapted to suit the specific circumstances of the South
African public service,

(f) Learning Organisations. To meet their vison and mission, and to respond
effectively to the many chalenges with which they are faced, public service
ingtitutions must increasingly become "learning” organisations. This means more than
continudly investing in the knowledge, skills and competencies of all their gaff,
though thisisimportant. It means essentiadly that organisations and their staff must
fully exploit the opportunities for growth, development and changein the fullest sense
of the word, particularly by constantly re-appraising existing work practices and
behaviour, and the values and assumptions that underpin them; by building upon
those that are useful and discarding those that are not; by being prepared to
experiment with new ideas and practices, and by learning from mistakes rather than
attempting to conced them.



(9) Managing Change and Diversity. The managers of tomorrow will need to be
skilled in handling the complex processes of change taking place around them, and
will require continuous refreshing and updating in such management skills. One of the
dimensions of change, arising from the successful implementation of affirmetive

action programmes, concerns the question of diverdty. Public service ingtitutionswill
increasingly become rainbow work-places, representtive of the cultures and peoples
of South Africa. Such diversity could and should become a mgor source of strength
for the service. But in the short term, at least, it isaso likely to pose problems.
Conflicts may arise over the infusion of new ideas and new ways of thinking, and due
to misunderstandings of a cultura nature between people a work. The increasing
diversty of the public service will therefore need to be managed effectively, to
maximise the benefits and minimise the problems. Training in the management of
diversity will be especidly important.

(h) Management I nformation Systems. If the process of adminidirative
transformation is to lead to much more effective and accountable systems of policy-
making, implementation and evauation, accurate and accessible information will be
needed. Thiswill require the redesign and upgrading of existing information
systems,particularly computerised systems, to increase the accessibility and accuracy
of information, as wdl as to improve communication between and within
departments, and between different agencies and levels of government. Improved
financid information systems will dso be required, to facilitate effective programme
budgeting, tighter financia accountability, and rapid auditing.

The move to amore devolved and decentralised system of management within the
public service has obvious implications for the current relations between Directors-
Generd and the nationa and provincid Service Commissions. It is anticipated that
these relations will be reviewed and resolved more clearly by the Presidentid
Commission that is to be established shortly (see 6.2.1 aove). In the meantime, the
devolution process could be carried forward in a controlled and accountable way
through the delegation of mor e powersto DGs by the Service Commissions, as
dlowed for in the Interim Condtitution.

Theprimary responsibility for the strategies outlined abovewill rest with Directors-General, in
close co-operation with the transformation unitsand under overall guidelines and performance
criterialaid down by OMPSA. Visible progresson all strategieswill be expected within a period
of two years.

Monitoring and evauation will be carried out principaly by the transformation forum
and teams, aswell as by the Service Commissions. Inter-departmental co-ordination
to ensure an integrated gpproach will be facilitated by OMPSA. Legidative changes
to the Public Service Act of 1994, the Staff Code and the Public Service Commisson
Act of 1994 will need to be conddered, particularly with aview to removing

unnecessary red-tape.

Additiond cogts incurred by the above dtrategies will relate primarily to the need for
daff development and training, as well as the introduction of more effective
management information systems. To ensure an integrated and cost- effective
gpproach to the development of MIS systems, OMPSA will liaise closely with
departments and provinces, and in particular with the RDP Office, the Centra
Satigtica Services and the Department of Finance.



LEGISLATION

In order to redlise the goals and objectives outlined above, there is aneed to review
and change the current legidation regulating the public service. The Public Service
Commisson Act (1994), Public Service Act (1994) and its regulations including the
Staff Codes will have to be revised to grant the necessary autonomy and flexibility to
heads of departmentsin ensuring good management of their departments.




CHAPTER 10
REPRESENTATIVENESS AND AFFIRMATIVE ACTION

10.1 THE NEED FOR REPRESENTATIVENESS

Representativenessis one of the main foundations of a non-racist, non-sexist and democr atic
society, and as such isone of key principles of the new Government. Thelnterim Constitution
stressesthe need for a" public service broadly representative of the South African community”
(Section 212 (2)(b) and Principle XXX of Schedule 4). Achieving representativenessisthereforea
necessary precondition for legitimising the public service and driving it towar ds equitable service
delivery.

Black people (the term black isused in this document to refer to members of the
African, Indian and Coloured communities) were excluded from dl positions of
influencein the state and civil society. Although asmal dlite benefitted from the
Bantustan digpensation, the mgjority of senior posts in government are till held by
whites. Women were smilarly disadvantaged, particularly those from black
communities. Persons with disabilities, irrespective of race or gender, can seldom be
found in any pogitions of influence within the State or civil society. As aresult, there

has been an enormous waste in human potential.

With the new dispensation in South Africa, this Stuation cannot be allowed to
continue. To meet the new and challenging tasks with which it isfaced, and in
particular to improve the quaity and equity of service ddivery, it is absolutely
imperative that the public service draws upon the skills and taents of dl South
Africans, and derives the benefits of the broader perspectives that amore
representative service will bring.

10.2 MAKING THE SERVICE MORE REPRESENTATIVE

In countries that have tried to increase representativeness through strategies that have
falen short of affirmative action, three main steps have typicaly been taken:

the introduction of laws outlawing discrimination on the basis of such factors as race, gender,
and disability;

the introduction of reformsin the procedures for the recruitment, selection and promotion of
staff to promote greater equal opportunity;

the promotion of attitudinal changes throughout the organisation, especially at management
level, to ensure the necessary commitment for the success of such changes.

In South Africa, dl three steps are being pursued, though not unproblematicaly.
Whilst the Interim Condtitution specificaly prohibits discrimination in employment in
any form, for example, there is evidence that subtle forms of discrimination il exis.
The hedlth requirements laid down by the 1994 Public Service Act and the Staff Code
for gppointment to the public service, for example, are potentidly discriminating
againg people with disabilities, and require review. At the same, whilgt the criteria

and procedures for recruitment, selection and promotion are being improved, they are
gtill based on arather narrowly defined, culturally determined and exclusive view of
qudifications, experience and achievement, rather than on a broader and more
inclusive view of relevant competencies.

10.3 THE NEED FOR AFFIRMATIVE ACTION



The steps outlined above, therefore, are unlikely by themselvesto lead to major
changes in the representativeness of the public service, particularly a the managerid
levels, especidly in the short term. A mor e proactive approach istherefore vital,
and thiswill predominantly take the form of affirmative action.

Affirmative action can be defined aslaws, programmesor activities designed to redress past
imbalances and to amelior ate the conditions of individuals and groups who have been
disadvantaged on the grounds of race, colour, gender or disability.

As can be seen from the above definition, affirmative or corr ective action clearly has
amuch broader societa role than achieving grester representativeness in employment.

With thisin mind, it is the intention of the GNU that the development and
implementation of affirmative action programmes will alow specid measuresto be
taken to ensure that people from disadvantaged groups insde and outsde the public
service will beidentified and gppointed through proper procedures within al
depatments and at dl levels of the public service, with the am of achieving
representativeness and improved service ddivery.

10.4 THE DISTINCTIVE NEEDS OF DIFFERENT TARGET GROUPS

Themain target groupsfor affirmative action programmes will be black people,
women and people with disabilities. In developing appropriate affirmative action
programmes, it will be important to take into account the specific and distinct needs

of these three groups. The factors that continue to discriminate against these groups

are not uniform. The effects of patriarcha vaues and other forms of gender bias and
discrimination, for example, is clearly something that does not disadvantage black
maes. And the many factors that discriminate againgt the employment of people with
disabilities, induding for example the inaccessibility of many public buildings and the
lack of effective support and enabling mechanisms, do not disadvantage able-bodied
black people and women.

Effective programmesfor affirmative action will need to be based, ther efore, on adetailed
analysis of the specific disadvantages faced by these three groups, aswell asequally specific and
distinct strategies for overcoming them.

Smilarly, affirmative action programmes will need to take into account differentia
levels of kill, qudifications and experience of potentia affirmative action appointees.
Formally skilled and experienced persons from disadvantaged groups would not bein
need of additiond training before being fagt-tracked into postions within the middle
and especialy senior management echelons, apart from norma familiarisation and
induction procedures. Those with potentia but less skills, qudifications and
experience would need to be exposed to accderated and intendve training aimed at
upward mobility and fast-tracking. So far most affirmative action gppointments have
been inthe first of these two categories. More needs to be done to expand the number
of gppointmentsin the second.

10.5 CHALLENGESAND CONSTRAINTS

In South Africa, asin many other countries, the introduction of affirmative action
programmes will undoubtedly be confronted by a number of potentia problems and
dangers. Theseinclude:



Thedanger of "tokenism" and thecriticism that affirmative action is merely a numbers
game;

Thedanger of reversediscrimination and the possible alienation of non-target groups
within the public service;

Thedanger of prioritising affirmative action at the expense of other transformation
goals, especially efficiency and effectiveness;

Possibletension and conflict between affirmative action and other constitutionally or
legally guaranteed employment conditions, rights and principles such as equity and non-
discrimination (including the principles, normsand standards outlined in Sections 8.1.1
and 8.1.2 above).

Some of the fears and doubts expressed about affirmative action programmes are
undoubtedly based on misconceptions about their nature and purpose. It is
neverthelessimportant to take account of these potentid problems and dangersin
devisng and implementing affirmative action srategies for the public service,
particularly by ensuring:

(a) That they aredevised and planned in a feasible, sensitive yet unapologetic way, aspart of a
broader approach to human resour ces development and capacity building;

(b) That they arenot just seen asa hiring policy or numbers game but as an
holistic approach that empower s people hitherto mar ginalised and enablesthem
to succeed,;

(c) That they are based not only on the eradication of racism, sexism and other
forms of discrimination, but also on the development of a uniquely South African
cor por ate culture, ther efore entrenching a cultur e of inclusivity;

(d) That they are devised and introduced in ways which complement rather than
conflict with other transformation goals and programmes,

(e) That the nature and purpose of such strategiesis communicated effectively at
all levels. Dedicated and committed members of non-tar get groups within the
public service should be given reassurance with regard to their job status.

10.6 TARGETSAND TIMEFRAMES

In establishing the kinds of targets and time-frames for affirmative action cadled for in
the RDP White Paper (November 1994), it will be important to ensure:

That they arerealistic and achievable;

That they are based on accur ateinformation (disaggr egated according to race, gender and
disability) about the current levels of representivity in all departments at national and
provincial level, and across all occupational groups.

That they reflect, with respect to provincial departments, the particular demography of
individual provinces.




Given the current paucity of accurate and disaggregated information, it would be
ingppropriate in adocument of thiskind to try and identify specific departmenta
targets and time-frames. At the more generd leve, however, the Government remains
committed to the objective of abroadly representative service by the end of the
current decade, as recommended in the RDP White Paper (November 1994), aswell
asto substantia progress in the short term. The recommendation in the RDP White
Paper, that recruitment and training should reflect South African society in terms of
race and gender within two years of the implementation of affirmative action
programmes, is sill aredistic objective. Although women condtitute 56% of the
South African population and persons with disability conditute 10% nationdly.
Government is proposing the following:

Within four yearsall departmental establishments must endeavour to be at least 50 per cent black
at management level. During the same period at least 30 per cent of new recruitsto the middle
and senior management echelons should be women. Within ten years, people with disabilities
should comprise 2 per cent of public service personnel.

At the departmentd leve, and again in line with the RDP White paper, dl minigtries
will be required to define their affirmative action targets and present annua progress
reports that will be subject to parliamentary scrutiny.

10.7 GUIDELINES FOR DEPARTMENTAL AFFIRMATIVE ACTION
PROGRAMMES

Each department at the nationa and provincia level will be required to draw up
detailed affirmative action plans, designed to meet the specific needs of black people,
women, and people with disabilities. Such plans will need to be conggtent with
Interim Congtitution and the recommendations in the RDP White Paper (November
1994), and in line with the policy on affirmétive action dready adopted by the centra
chamber of the Public Service Bargaining Council. They will dso need to beinline
with additiond policy objectives and performance measures prepared by OMPSA in
consultation with the unions and stakeholder groups involved in the fields of gender
equdity and disability rights. In line with the proposds rdaing to managerid
respongbility and autonomy outlined in Chapter 9 above, the performance measures
assigned to Directors-Generd, to which they will be contractudly bound, will include
gpecific measures relating to affirmative action.

Departmental planswill need to include, anongst other things:

an audit of the composition of departmental per sonnel according to race, gender and
disability, at different levelsand acr oss occupational classes;

goals, objectives and measur able tar gets and outcomesfor the affirmative action
process,

strategies and time-framesfor their achievement;

methods for the annual monitoring and evaluation of progress, including the production
and use of accur ate management information statistics;

the people and units designated asresponsible within departments (including
transformation units) for ensuring the effective implementation of affirmative action
programmes;



training programmesto promote affirmative action;

Theintroduction of new recruitment and promotion procedures based on non-
discriminatory criteria of competency and performancerather than on formal
qualificationsand traditionally valued forms of experience;

awarenessraising and training strategies designed to promote a positive view of
affirmative action and to discour age tokenism and the stereotyping of beneficiaries.

10.8 MONITORING AND EVALUATION

All departments will be required to prepare detailed plans for the internd monitoring

and evauation of ther affirmative action programmes. In addition, departments will
berequired to present an annual progressreport for scrutiny by Parliament and
the Cabinet so that special measures can be taken wher e departments have failed
to make visible progresstowardstheir affirmative action targets. Smilar
processes will be followed at the provincd leve.

In accordance with section 209 of the Congtitution, the Service Commissions also
have amgor role to play in monitoring progress towards grester representativenessin
the public service. In the development and implementation of affirmative action
programmes, plans and measures, the Commissons will be guided by government
policy as enunciated in this White Paper.

Given the vita importance of representativeness and affirmative action, it is important
to ensure that the unions, relevant stakeholder groups (such as the Nationa
Coordinating Committee on Disability), and other interested parties (such asthe
Gender Commission) are actively involved in the monitoring process.

109 LEGISLATION

It is envisaged that programmes of affirmative action will be strengthened by enabling
legidation designed to ensure the active and correct implementation of such
programmes. Such legidation will need to be introduced into Parliament as soon as
possble, and it will have to be carefully dovetalled with the Labour Relations Act.
According to the agreed principle of co-determination, proposed legidative changes
in this regard will need to be discussed with the employee organisations admitted to
the Centrd Chamber of the Bargaining Council.




CHAPTER 11
TRANSFORMING SERVICE DELIVERY

11.1MEETING BASIC NEEDSTHROUGH IMPROVED SERVICE
DELIVERY

A guiding principle of the public servicein South Africawill bethat of serviceto the people; this
isessential if the public serviceisto fulfil itsrolein theimplementation of the RDP.

The RDP White Paper (November 1994) identifies the meeting of the basic needs of
al dtizens through more effective service ddivery as one of the five key programmes
of the RDP. The basic needs of people extend from job creation, land and agrarian
reform to housing, water and sanitation, energy supplies, transport, nutrition,
education , hedlth care, the environment, socid welfare and security.

Whilgt the need to meet basic heeds through improved service ddlivery can be
justified on socid and mord grounds aone, especidly in thelight of the country's
past history, there are additiond imperatives. These relate in particular to the waysin
which service ddivery can help to provide the necessary infrastructura support to
open up previoudy suppressed economic and human potentia in both urban and rurd
aress, leading in turn to community empowerment and an increased output in dl
sectors of the economy.

11.2 SERVICE DELIVERY AND SOCIAL EQUITY

Given the urgent need to redress past imbalancesin service provision and to
promote social equity, the GNU feelsthat it will be important to base its service
delivery priorities on affirmative or corrective action principlesin the short to
medium term. Accordingly, service ddivery will focus on meeting the basic needs of
the 40 per cent or more South African citizens living below the poverty linein urban

and rurd areas, as wdl as other groups (including people with disabilities) who have
been previoudy disadvantaged in terms of sarvice ddlivery. At the sametime,

however, an effort will be made to ensure continuity of services at dl levels of

society.

11.3 GOVERNMENT-COMMUNITY PARTNERSHIPS

While the public service will be of central importance to the ddivery of the RDP, it

will not be the only player. The respongbility will be shared with the private sector
(and in particular with the developing black business sector), community

organisations, trade unions and other key stake holders and the public at large. Service
ddivery will therefore be founded on the creation of gover nment-community
partner ships for effective use of public funds and community resources.

Thispalicy ispremised in part on aredigic gppraisd of the Government's financia
Stuation. Without the active support of community groups and the private sector, the
Government will not have the necessary resources to implement the RDP effectively.
At the same time, the policy is based on a more fundamental conviction that the
public should be active participants in the devel opment process rather than passve
recipients of government programmes.



Communities should be afforded the opportunity to participate in the decision
making process on issues affecting their welfare and, wher e feasible, they should
be encouraged to contributeto the delivery of servicesthrough community based
initiatives. The government recognises the important role which the private sector,
non-governmenta organisations and community based organisations will need to play

in the meeting of basic needs, as well as the vauable contribution that the expertise

and resources of such organisations can make in the RDP process more generaly.
Thisisespecidly s0 in areas where the capacity of the public serviceislimited. In

such gtuations, consideration will be given to the sub-contracting of service ddlivery.

The setting up of effective partnership structures to ddliver the RDP inevitably takes
sometime. In the process many NGOs and CBOs are being forced to close down due
to changesin the funding priorities of their former donors, many of whom have
indicated that they would now prefer to channd their assistance through the
Government. The GNU recognises that thisis a problem and intends to take interim
gepsto dleviate it, particularly by working closely with NGOs, CBOs and donorsto
ensure continuity of funding in the short-term, especidly for those NGOs and CBOs
that have an established track record in meeting basic needs through quality service
delivery.

11.4 BUDGETARY AND ORGANISATIONAL IMPLICATIONS

The pre-eminence attached by the Government to improved and transformed service
delivery will give additiona impetus to the proposed changes in the budgetary process
and organisationa structures set out in this document. The move to a new budgeting
system, will clearly be imperative if departments and provincia adminigtrations are to
become focused on outputs rather than inputs, and to realign their resource alocations
with RDP priorities. At the same time, the need to focus on the meeting of basic needs
will also compd departments and adminigrations to fundamentaly review their
organisationa structures, cultures, affing requirements and job descriptions,

amongs other things.

11.5INTERGOVERNMENTAL COORDINATION AND COLLABORATION

Service ddivery will take place predominantly within provinces and within the new

locd government aress in particular. Reflecting the GNU's commitment to bringing
government closer to the people, the RDP White Paper stressesthat in many ways
local gover nment will bethe key to the effective provision of services. To ensure
congstency in the quality of services provided at these levels, there will be an need

for effective co-ordination, collaboration and joint planning between nationa
departments, between such departments and their provincid counterparts, and

between nationd and provincid departments and the new local government

structures. Chapter Two of the RDP White Paper details the kinds of co-ordinating
structures that will be used in this process. OM PSA will also play a key rolein this
process by liasing with the RDP nationa and provincid offices and by

recommending corrective action if the co-ordination structures and processes are

falling short of expectations.

11.6 STRATEGIES

Central to the improvement of service delivery will be theimprovement of
productivity within the public service. Strategies will therefore be developed by



departments and provincial adminigtrations, designed to promote continuous
improvement in the quantity, quality and equity of service provison.

Amongs other things, departmenta ser vice delivery strategies will need to identify:

A mission statement for service delivery, together with service guar antees,

The servicesto be provided, to which groups, and at which service charges; in linewith
RDP priorities, the principle of affor dability, and the principle of redirecting resour ces
to areasand groups previously under -r esour ced;

Service standards, defined outputsand tar gets, and performanceindicators,
benchmarked against comparableinternational sandards;

Monitoring and evaluation mechanismsand structures, designed to measure progr ess
and introduce corrective action, where appropriate;

Plansfor staffing, human resour ce development and or ganisational capacity building,
tailored to service delivery needs;

Theredirection of human and other resour cesfrom administrative tasksto service
provision, particularly for disadvantaged groupsand areas;

Financial plansthat link budgets directly to service needs and per sonnel plans;

Potential partner shipswith the private sector, NGOs and community or ganisationsto
provide mor e effective forms of service ddivery;

Thedevelopment, particularly through training, of a culture of customer careand of
approachesto servicedelivery that are sensitiveto issues of race, gender and disability;

Plansfor theintroduction of continuous quality improvement techniques,in linewith a
total quality management approach.

In order to ensure that service delivery is constantly improved, nationa and provincid
departments oriented to the delivery of serviceswill be required to outline their
specific short, medium and long term goals for service provison. They will dso be
required to provide annua and five yearly targets for the delivery of pecific services,
and will be required to report to parliament on their achievements. To that extent, the
public service in South Africawill be guided by and will aim to meet accepted
internationd normsfor the delivery of services and the provision of basic needs.

11.7 SERVICESTO OTHER DEPARTMENTSAND AGENCIES

The proposals and strategies outlined above for improving and transforming service
delivery refer primarily to those departmentsand agenciesinvolved in the provison of
services directly to the public. It isimportant to stress, however, that departments and
gtatutory agencies who deliver servicesto other departments, rather than directly to

the public, should also berequired to review and transform their service delivery
functions, operations and standards. Many of the Strategies outlined in 11.6 above
will be appropriate to this process.

11.8 CONSULTATION AND COMMUNICATION



Responsihility for developing and implementing effective service delivery drategies
will rest primarily with departments and provincid adminigtrations, under policy
guidelines and criterialaid down in particular by OMPSA, aswdl asin line with the
prioritiesin the RDP White Paper. Departmental heads will need to ensure, however,
that the formulation, implementation and monitoring of service ddivery plansis
caried out in close consultation with unions and staff, and especidly with service
users. The proposed transformation forums and unitswill play akey rolein
fadilitating such consultation.

Given the culture of nonpayment that developed in the gpartheld era, it will be
particularly important for public service departments and local government structures
to communicate (through al gppropriate officia languages) their plansfor service
delivery, epecidly in relation to the service standards and guarantees that can be
expected, and the complaints procedures that can be followed. Thiswill indispensable
in mobilisng loca community support and developing anew culture of payment for
services rendered in the spirit of Masakhane.

119LEGISLATION

Exidting legidation pertaining in particular to tendering and subcontracting will need
to be reviewed, especidly where this restricts and inhibits the devel opment of
effective partnerships with black business, NGOs and CBOs.




CHAPTER 12
ENHANCING ACCOUNTABILITY

The RDP callsfor democratisation, which goes beyond theright to vote, in both the public and
private sectors. Thiswill require a comprehensive approach to the development of a democratic
and accountable public servi ce. At onelevel, a democr atic approach will facilitate internal
accountability and democracy within the operations of the service. At another level it will ensure
that itsrelationshipswith the public are also transparent, consultative, participative and
democratic.

121 INTERNAL DEMOCRACY

Steps will be taken to ensure that each department and provincid administration has
built-in mechanisms for regulaing interna accountability. These mechanisms should
promote a participatory approach to decision making on the part of both workers and
management. Details of such mechanisms, including the proposed establishment of a
Public Sector Transformation Forum and departmenta transformation units, have
aready been provided in earlier parts of this document. An important dement in this
process, will the provision of the necessary information to staff and unions, including
budgetary information. Such information should be provided in clear and accessble
language, and not in confusing and technica jargon. Steps will be also be taken in
particular to ensurethat the Public Service Commission and Provincial Service
Commissions ar e subject to mor e effective internal and external scrutiny.

12.2 EXTERNAL ACCOUNTABILITY

If the public service isfulfill its essential misson of serving the public and meeting
their needs, it isimperative that the public plays akey role in influencing and
evauating policy. The promotion of a democratic and developmenta approach in the
delivery of public services will help to ensure that community sdf-rdianceis
advanced and dependency on the state is reduced.

The White Paper has specified some of the steps that will be taken to improve
Parliamentary scrutiny of the public service, epecidly through the work of the
Portfolio Committees, and the Public Service Portfolio Committee in particular. These
Committees clearly have avitd role to play, both by investigating and by facilitating
consultative processes. To play thisrole fully, however, the Committees will need
additiona funding, particularly for policy analyss and development, aswell asfor
discussons and hearings. Accountability will also be enhanced through the work of
the Auditor-General and the Public Protector, as aready indicated in Section 6.1.4
of this document.

At the more direct level, departments will be required to collaborate with relevant
indtitutions within civil society, through bodies such as civics, resdents and rate

payers associations, other NGOs and private sector organisations. A set of criteriaand
working guiddines for such consultation and collaboration will be developed by
OMPSA.

In line with the spirit of the White Paper, consultation and accountability should not
be used to compromise efficiency and effectiveness.



In order to promote democratic accountability and trangparency, it will be necessary

to ensure that all members of the public have easy access to infor mation, irrespective
of their levels of literacy. Such information, including government regulations and
circulars, will therefore need to be couched in clear and smple language, and

provided in trandated form in the officid languages gppropriate to the particular

locdity. It will dso be necessary to inform dl citizens of the role of the Public

Protector in making enquiries and filing complaints.

It will be essentid for government departments and agencies to quantify the costs of
communication and consultation, and to budget for them. If such costs are not
budgeted for and approved as legitimate expenditure, communication and consultation
may be by-passed on the basis of alack of funds.

123 MONITORING AND EVALUATION OF PROGRESS

To ensure that departments and provincia administrations set up effective interna

and external mechanisms and structures to promote accountability, transparency,
consultation and democratic participation, appr opriate perfor mance measur es and
targetswill be set for Directors-General, for which they will be held accountable,
both by their politica heads (Ministers or Provincia Premiers) and by Parliament and
provincid legidatures. The proposed Public Sector Transformation Forum will aso
play an important role in monitoring and evaluating progress towards amore
accountable and democratic public service.

124 LEGISLATION ON FREEDOM OF INFORMATION

Exidting adminigrative law will need to be revised subgtantially to accommodate
forthcoming legidation on the freedom of information, since thiswill serve asaguide
to the adminigration of officid files and records. This legidation should stressthe
accountability which public officids have towards the legidative assembly and the
generd public. It should aso specify the procedures and structures to be followed in
cases of adminigirative misconduct. Account will also need to be teken of the need to
restrict access to some kinds of information where, for example, national security is
threstened or where individua rights to privacy and confidentidity are likely to be
congtrained.

The Minigry will have to identify dl the rdevant Minigtries and departments who are
criticd to the process of ensuring the attainment of the freedom of information within
governmen.




CHAPTER 13

HUMAN RESOURCE DEVELOPMENT AND TRAINING
13.1 HUMAN RESOURCE DEVELOPMENT AND CAPACITY BUILDING

The development of South Africa’'shuman resourcesisone of the five key programmes of the
RDP. Thisisbecause the development of the country's human resourcesiscentral tothe
realisation of all the RDP's strategic objectives. Responsibility for developing the creative
energies and talents of South Africa’sdiverse communities does not lie exclusively with the state.
For thisreason the gover nment foreseesthat a variety of social forces and institutions will
becomeitsactive partnersin building capacity for good gover nance. These will include
community organisations, private sector agenciesand institutions of tertiary education.

The government, nevertheless, seesitsdf as playing adirect and activerolein
building public sector capacity. As noted earlier in this document, the effective
mohbilisation, development and utilisation of human resource capacity within the
public service will be critica for the success of inditution building and management
programmes, as well asfor the success of the transformation process more generdly.
Accordingly, a coherent strategic framework for human resource development will
need to be developed at both the nationd and provincid levels. Such aframework
will have asits purpose the development of an optimal fit between the needs of the
employee, the job, the organisation and the environment, so that employees reach
their desired levd of satisfaction and performance, and the organisation meetsits
gods.

A strategic framework for effective human resource development will entail a
number of related dements, including s&ff training. These will include:

(a) The€elevation of therole and status of human resour ce development within the overall
framework of gover nment policy;

(b) The development of effective and lifelong career development pathsfor all
categories of public servants,

(©) Theimprovement in employment conditions,

(d) Theintroduction of effective appraisal systems, and the use of incentivesto
reward individual and team performance;

(e) The basing of promotion and career advancement on performancerather
than on seniority or qualifications.

Most of these factors are covered in other chaptersin Part 2 of this document. The
focus hereison training, one key dement of an effective human resource
development strategy that has so far received only cursory attention.

13.2 PUBLIC SERVICE TRAINING AND EDUCATION

Training and education will asss the government to devel op the professond
cagpacities of public servants and to promote ingtitutional change. Training can
contribute to the strategic gods of the Sate in anumber of important:



Firt, training can help to equip all public servants, whether workers or managers,
with the necessary knowledge, skills and competenciesto carry out their jobs
effectively in pursuit of the new vison and mission for the public service. Such kills
and competencies will not only be occupationd, technica and professiona in nature.
They must o relate to problem solving, innovation and leadership, to enable public
sarvants a dl levelsto take advantage of the new opportunities for open and
participative management, team building and decision-making.

Second, training will form an integra part of the process of increasing the
representativeness of the public service.

Third, training can enable public servants to acquire a new devel opment oriented
professondism; thiswill entail the development of anew work ethic, knowledge and
skills with which to implement the RDP. Training can aso enable officias to reorient
many of the vaues and practices which they acquired under the previous

dispensation.

Fourth, training, if properly concelved and structured, can be a powerful instrument
for anticipating aswell asfadilitating the introduction of inditutiona changeswithin
the public service. Training should thus become a key component of the indtitution-
building process; for this reason it cannot be developed in isolation and must be
integrated within the overdl strategic plans of public sector organisations.

Fifth, appropriate training can assist public servantsin developing a better
understanding of the needs of the communities which they are senving, aswdl asa
capacity to respond to these needs. Accordingly, training should be used to rapidly
develop anew civic consciousness amongst public servants, and to develop new
knowledge and skills which can be applied in cregting a community-centred public
sector.

To have optima impact, training programmes must be directly and systematicaly
linked to thewider processes of social and institutional reconstruction and
development in civil society and within the state itsalf. For this reason:

training should be needs-based and strategic, as opposed to formalistic and static;

training inputs must be directly and dynamically linked to theinstitution-building and
institution-transforming programmes of public sector organisations;

training must belinked to the policy-making process, asthis defines both its context and
strategic purpose;

training must be viewed as an interactive process, involving trainers and learners, as
well as practitionersfrom outside the public service;

training will need in particular to be positively related to policies on recruitment,
promotion, career progression and remuneration in the public service;

the position, role and value of trainersas human resour ce development specialists will
need to be significantly redefined and enhanced.




Training will have to emphasise nationa and departmenta programmes. These
programmes are mainly dependent on Directors-Genera, however, for training to be
effective, consderation should be given to externd providers

13.3 TARGETED TRAINING AND DEVELOPMENT

Asabasic principle, the government has adopted the view that all public servants,
from the mogt senior to the most junior, require ongoing training as an integrd part of
ther professond life. The training of senior and middle management must be linked
to the processes and policy-making chalenges defined by the RDP and this current
White paper. The training of workers must be linked to the new emphasis on customer
care and sarvice ddivery, the development of career paths and the reorganisation of
grading systems within the public service. Among lower-leve workers, thiswill
necessitate the rewriting of job descriptions to meet the new skills and knowledge
requirements of the RDP. To this end, particular attention will be paid to competency
based training as a means of improving the relevance of training to specific work
gtuations.

Training programmes will need to be flexible in order to maximise the access of
workers to in-service training; thiswill include access to adult basic education. Such
in-service training will need to be linked to the National Qudlifications Framework

and Indugtry Training Boards. The training and career development of public officids
will aso need to be conducted in close cooperation with public sector trade unions, as
well asthe proposed transformation forum and units.

A number of immediate training tar gets may beidentified. These include:

theinduction and orientation of new lateral entrantsto the public service;

theretraining and reorientation of long-serving officials, particularly at senior
management levels;

the development of programmesin such crucial areas as policy management, strategic
planning, change management, project management, leader ship, or ganisational
development, and the management of change and diver sity; these will betargeted at
senior and middle managersin particular;

thetargeting of training for the management and delivery of servicesin key departments
and programmeslinked to the RDP, especially in education, health, police and social
services;

the widespread development of ABET and competency based training for workers;

training and retraining for those displaced by therestructuring process, to enablethem
to take advantage of redeployment opportunities,

the provision of accelerated and intensive skillstraining programmes for affirmative
action beneficiaries;

the provision of training in gender and race awar eness, public service ethics,
congtitutional law, and human rights;

thetraining and retraining of trainers.

13.4 CHANGING THE VALUE AND STATUS OF TRAINING



For training to become a genuinely interactive process, there will need to be amove
away from the undue emphasis on therole of “experts in the learning process. Whilst
an important role remains for professond trainers, thereis a strong need to combine
didactic and participatory methods of teaching and learning. Thiswould imply the
need to create alearner-centred training environment, which recognises and builds
upon the experiences of the trainees.

13.5 SAMDI AND PROVINCIAL TRAINING BODIES

The Public Service Commission (PSC) at anationa level, and the Provincid Service
Commissions at provincid leve, are responsible for ensuring that a proper policy on
training is followed. The South African Management and Development Indtitute
(SAMDI), which fdls under the aegis of the PSC, is the Sngle most important
gtatutory body with respect to the provision of in-service training. Since the end of
1994, the composition and role of SAMDI has been under review by the PSC, and an
extendve process of restructuring is currently underway.

SAMDI will make asubgtantid input in the provison of both line function and
management training & al levels of the public service, both in central and provincid
departments. Thisrole will need to be complemented by inputs from provincid
training bodies. It will aso require greeter flexibility in the current arrangement, so as
to dlow provincid training bodies the opportunity to make a more substantive
contribution to the provision of management training. SAMDI will thus need to
jointly plan and coordinate the provison of training with dl provincid training

bodies.

13.6 THE NEED FOR EXTERNAL TRAINING PROVISION

The government is well aware that the need for training currently outstrips the
exiging capacity to deliver, both at national and provincid levels. Asagenerd
principle, therefore, the Government is open to the ongoing involvement of training
organisations outsde of the public service in support of its programme of human
resource development and capacity building.

Under the previous dispensation, public sector training was largely conducted by the
Public Service Training Indtitute (now SAMDI) and departments. Supplementary
training in management was offered by mainly white universties while a number of
technikons provided additiond technicd training. Astherole of the SAMDI is
transformed, it is clear thet its relationship with externd training agencies will need to
change.

13.6.1 The Role of Tertiary Ingtitutions

The Government is particularly committed to promoting greeter involvement by
higoricaly-disadvantaged tertiary inditutions in its efforts to restructure the public
Sector. Ther participation is essentia, for both ethical and practica reasons. Given
sufficient scope to develop, furthermore, their contribution could make a decisive
impact in terms of the inditutiona, socid and culturd transformation of the public
service. Congderation of the role of such indtitutions will need to be taken by the
Commission on Tertiary Education and, where necessary, provison will need to be
made in the nationa education budget.



The desire to rapidly develop the capacity of historically-disadvantaged inditutions
should, however, not be seen as excluding the involvement of dl of South Africals
many tertiary inditutions. Their incdlusion should not only increase the overdl
capacity to build good governance, but should also provide important resources for
democratic change.

While tertiary indtitutions may make important contributionsin al spheres of
education and training, it is certain that they will play apivota role in the provison of
more long-term, formative training and learning programmes. Such programmes will
provide more solid, al-round skills than is normaly possble or feasible within short-
term training programmes.

13.6.2 The Role of NGOs

Community-based and non-government organi sations possess arich tapestry of
knowledge, expertise and experience which should be directly and continuoudy used
as aresource base for the public service. From these agencies public servants will be
ableto learn about the increasingly diverse and complex needs of loca communities.
They may aso gain knowledge about negotiation and consultative skills, participatory
learning and teaching, as well as human rights and civic consciousness training.

13.6.3 External Links

Apart from nationd ingtitutions, government will aso from timeto time, and

according to need, seek to encourage cooperation and exchange between training and
development agenciesindde South Africa and those outside the country. 1dedly, this
should take the form of indtitutional partnerships with a strong emphasis on locd

capacity building.
13.7 THE NEED FOR A NATIONAL TRAINING STRATEGY

For training to become an effective tool of organisationa and strategic devel opment
in the public service, there will need to be a comprehensive review of the nature and
qudlity of exidting training provison, and of the relaionship between in-service
training bodies, the Service Commissions and externd training providers.

Based on thisreview, a coherent national training strategy will be developed. This
will set broad objectives, priorities, performance targets, timescaes and monitoring
mechanisms, and will define the responsihilities of the various agencies involved.

Within the broad parameters and norms and standards laid down by this Strategy,
departments and provincia adminigtrations will develop their own training strategies,

in close collaboration with the Service Commissions, SAMDI and provincid training
bodies. These will identify more detailed targets and timeframes, quantified in detall

in terms of costs and numbers. The design and implementation of nationd,

departmenta and provincid training strategies will be closdly linked to the

development of a skills database.

Consderation will be given by the Government to the establishment of an Advisory
Council to oversee the review of public service training provison and to asss in the
development of anationa training strategy. In addition to representatives from
OMPSA, the Service Commissions, SAMDI and provincid training bodies, this
council would aso contain representatives from the unions, civil society
organisations, tertiary ingditutions and other relevant stakeholders.



CHAPTER 14

EMPLOYMENT CONDITIONSAND LABOUR RELATIONS
141 IMPROVING PAY AND EMPLOYMENT CONDITIONS

The Government recognisesthat a necessary precondition for the development of an efficient,
productive, honest and well-motivated public service, committed to a professional service ethos
and work ethic, will be theintroduction of mor e equitable pay and employment conditions for
public servants.

In the past the public service has been characterised by:

Unusually high pay differentials between the highest and lowest ranks (the ratio in South
Africais 25:1 compared to ratios of between 8:1 and 13:1in countriesat asimilar level of
socio-economic development);

Similar inequalities in benefits between the highest and lowest paid workers;

Extremely low pay for the lowest ranks and particularly for black people, especialy black
women;

Discrimination against women in terms of pay and benefits (particularly in relation to housing
allowances and pensions);

Discrimination against disabled peoplein terms of recruitment (health requirements), benefits,
and the lack of appropriate access and support services,

Thelack of effective career paths and training opportunities for disadvantaged groups.

All these factors have had an adverse effect on productivity, morde and service
provision. In order to redress this Situation, the GNU proposed to introduce a number
of related measures, including:

(& The Introduction of an Adequate Minimum Wage: The Government is
committed to a phased increase in the minimum wage for public servants from R900
to R1500 a month over athree-year period commencing in 1994.

(b) The Introduction of Equal Pay and Benefits for Work of Equal Value: Thiswill
ental not only equdity in arting pay for work of equal value, but dso the

elimination of differentials that have arisen from earlier disparitiesin base pay. The
equalisation of benefits between women and men must also be addressed.

Congderation will be given to the transfer of benefits to equivalent cash payments,

which will be easier to equaise.

(c) The Reduction of Differentialsin Pay and Benefits In line with internationa
norms, the GNU will expect to see areduction from the current ratio of 25:1to a
ratio of 12:1 or lower by 1999. To ensure fiscd sugtainahility, thiswill be achieved
by significant raises a the bottom, from the current low base; and restraint at the top.
Pay increases will be linked to training and productivity.

(d) The Development of Appropriate Career Pathsfor All Public Servants These
will be linked to the provision of widespread training opportunities for all public

servants, and especidly those previoudy disadvantaged, as well as to the introduction

of new and improved criteriafor hiring, grading, promotion and training, based on



objective and non-discriminatory notions of competency and performance rather than
on seniority and qudifications.

(e) The Reduction of the Number of Grades in the Public Service: The number of
gradesin the public service will be reduced, supporting an approach towards
competency-based evauation and performance gppraisa, and multi- killing.

(f) I'mproving Conditions for Women: Conditions for women will be improved by the
reped of previoudy discriminatory practices, relating in particular to housing and
pengon entitlements, aswell as by reformsin the tax system, maternity leave, child

care provison and flexible working hours.

(9) Improving Conditions for People with Disabilities. Conditions for disabled
people will be improved by the reped of previoudy discriminatory practices, relaing
in particular to hedth, pension fund and medical aid requirements, aswdl as by
improvements in access and support services.

Proposals to give effect to these measures will be prepared by OMPSA, following a
detailed process of research, consultation (with management, unions and other key
gtakeholders), and negotiations in the restructured Bargaining Councils. These will
teke the form of minimum nationa norms and standards, which individua
departments and provinces will be permitted to raise but not to lower. Progress
towards the achievement of such norms and standards will be monitored by the
Searvice Commissions and the transformation forums and units.

Enabling legidation to support this process will be required, particularly in terms of
amendments to the 1994 Public Service Act and Staff Code. Such legidative changes
will need to be dovetailed with the new Labour Relations Act and proposed
legidation on affirmative action. Enabling legidation will be prepared in consultation
with the unions and employee organisations, the Parliamentary Public Service and
other rlevant Portfolio Committees, and civil society bodies (particularly in the areas
of gender and disability).

14.2 PUBLIC SERVICE PENSION FUNDS

The operation of public service pension funds have been marked by recent
controversy and clearly require rationdisation. Some of the funds are serioudy
underfunded. Thisis of particular concern to the nationa government, provincia
governments and the fund members.

One possible route for rationdisation is asingle nationa fund with nationa
government having respongbility for pension payment. An dternative route would be
to dlow some measure of provincia control of pension funds within a set of nationd
norms and sandards. At the same time consideration will need to be given to the
question of which kind of pension scheme to adopt: a pay-as-you-go or fully-funded
system. In considering such options, the GNU will ensure thet the find decison is
based on afiscdly and financidly responsible philosophy, and is arrived at through a
process of consultation that involves the full participation of unions and members of
the pengion funds,

The Minigry of Finance has advised that current draft legidation envisages that the
rationalised fund(s) will be administered by a Board of Trustees. The Board will



include representatives of employees and the Sate as employer. Consultation on the
draft Bill will take place with representatives of dl mgor sakeholders.

143 PROMOTING EFFECTIVE LABOUR RELATIONS

The Government recognises that the relations between the public service as employer
and public service employees will be characterised by divergent views and interests.
If these are not managed and negotiated effectively, the levels of [abour conflict may
grow out of dl proportion to the nature of the issues in dispute with serious and
disruptive effects for service users.

For this reason the Government plans to work with employee organisations to move
towards amodd for collective bargaining based on effective negotiating sructures
and practices. If and when negotiations break down, the Government will respect the
condtitutiond right of workers to strike in pursuance of their socid and economic
interests (except in the case of workersin essentia services), particular where strikes
are used as a deadlock breaking mechanism. Government will, a the sametime,
expect unions and associationsto exercise this right respongbly, asalast rather than
firg resort, thus minimising the disruption of public services.

14.3.1 The Labour Relations Act

An important step towards improving collective bargaining will be the reped of the
Public Service Labour Relations Act of 1994 (PSLRA), and its replacement with a
single Labour Relations Act (LRA) covering both private and public sector workers
(except for those employed in the Defence Force, the National Intelligence Agency
and the Secret Service), which will possbly come into effect in May 1996. It is
anticipated that this new legidation will substantidly revise and improve grike
procedures and dispute resolution. It also proposes a number of important changesin
the structures and procedures for collective bargaining within the public service.

With respect to the public service the main provisons of the LRA include:

(8 The Establishment of a Public Service Co-ordinating Bargaining Council: Once
edtablished, this new body will ded with al matters relating to pay and employment
conditions that are uniform across sectors. As soon as possible after the

commencement of the LRA, employee and employer representatives in the Education
Labour Relations Council, the National Negotiating Forum (representing the Police

Sarvice) and the centrd chamber of the Public Service Bargaining Council will meet

to agree on the details of the congtitution and composition of the new Council.

(b) The Establishment of Sectoral Bargaining Councils In addition to the exising
sectora bargaining councils for education and the police service, the LRA makes
provision for the creation of new sectora councilsto ded with matters pertaining to
specific sectors. A sector for these purposes may be a government department, a
province or a professon. Sectord bargaining councils will normally be formed by
agreement between the Government and trade unions and staff associations. Provison
dso exigsin the Act for the President to designate a sectord council after consulting
the Public Service Co-ordinating Bargaining Council on the advice of the Cabinet.

The competence of individua sectora councils will be determined by the competence
of the particular employer (be thisa Minister or a Provincid Premier).



(c) Essential Services. The desgnation of those parts of the public service deemed to
be essentid services will be the responsibility of the essentid services committee to

be established in consultation with the Minigter for the Public Service and
Adminigtration. The establishment of the committee will be determined after
consultation with NEDLAC, Given that members of essentid services will not have
the same rights to strike as other public service workers, specid consideration and
arbitration procedures will need to be put into place.

(d) Workplace Forums: A separate schedule in the LRA may be added by the
Minigter for the Public Service and Adminigtration, after consulting the Public Service
Co-ordinating Bargaining Council, to determine the ways in which workplace forums
could be set up in the public service. It is anticipated that such forumswill play an
important role in improving efficiency and effectiveness by providing workers with a
say in the day-to-day matters which affect them. It is dso anticipated that such forums
will work closdly with the proposed transformation units during the transformation
phase.

The LRA will play an important role in promoting more effective labour relations
within the public service, particularly by peeding up decisons and avoiding the
backlogs and delays experienced in the existing central chamber. Negotiations in the
sectora councilswill dso benefit by being better informed by the particular
departmental, professonal or provincid situation, aswell as by the on-going process
of consultation that the workplace forums will provide.

In addition, the LRA should asss the indtitution building and transformation process
more generdly, particularly by providing the necessary flexibility (within nationd
norms and standards) to facilitate the devolution of greaster managerid respongbility
and accountability, and the development of more open, flexible and participative
management structures.

14.3.2 Additional M easures

Although the LRA will provide a useful genera framework for promoting more
effective labour relations, anumber of additiona and more specific measures will be
introduced to carry the process forward at dl levels within the public service. These
will include:

(& A comprehensive review of dispute resolution procedures within the public
sarvice, with aview in particular to the introduction of effective independent
mediation; such areview to be carried out by OMPSA and the Public Service
Commission, in consultation with employee organisations.

(b) A smilar review of the criteriafor membership of the new Coordinating and
Sectord Bargaining Councils, again by OMPSA and the Public Service Commission
in consultation with employee organisations.

(c) Theintroduction of training for negotiators, designed to improve conflict
resolution and negotiating skills.

(d) The provision of better access to information for employee organisations as a
precondition for effective and meaningful negatiations.



(e) The devdopment of more effective links between the budgeting and collective
bargaining processes, to ensure that negotiations are based on aredigtic
understanding of the financid implications.




CHAPTER 15
THE PROMOTION OF A PROFESSIONAL

SERVICE ETHOS

The Gover nment recognisesthat a highly motivated civil service with a strong morale and sense
of mission isessential to the process of reconstruction and development.

Theintroduction of improved pay and conditions, effective career paths for al public
servants, greater opportunities for staff development and training, and more
participatory forms of management (al of which have been covered in earlier parts of
this document) should help to promote a more professona ethos amongst staff at dl
levels, and by so doing to contribute towards greater honesty, integrity and efficiency
in the public service asawhole.

Other stepswill dso be considered to facilitate this process. These include the
introduction of a code of conduct for public servants and measuresto diminate
corruption.

15.1 CODE OF CONDUCT

In kegping with the proposal of the RDP White Paper (November 1944), a draft code
of conduct has now been developed and published. This code aims to incorporate the
principles of the new South African public service. To that extent, it amsto indil in
public servants an ethos of professondism (in the most positive sense of the word) as
well as acommitment to the concept of serving the people. The code is intended not
merely as a set of standing rules for behaviour, but rather as a guide to public servants
to use their credtivity and discretion to promote nationd priorities. The annud
evauation of personnd will take into account compliance with the code.

To be effective the code must derive from a process of consultation with public
servants themsalves, aswell as with other mgjor stakeholders. For this reason
comments and suggestions on the code are currently being solicited by OMPSA and
the Public Service Commission from staff and unions, aswell as from awide range of
civil society organisations.

152 THE ELIMINATION OF CORRUPTION

The dimination of corruption within the public sector is an issue of condderable
concern to the Government. In view of this, a systematic programme will be
introduced to prevent corruption and to punish offenders. Congideration is being given
to the establishment of an Anti-Corruption Arm (ACA) which will be mandated to
detect and expose corruption within the public sector. The ACA will be linked to the
work of the Public Service Commission, the Public Protector and the police, while its
activitieswill be jointly overseen by OMPSA and the Office of the Public Protector.




CHAPTER 16
CARRYING THE TRANSFORMATION PROCESS FORWARD

Thisfirst White Paper on the Transformation of the Public Service has attempted to
st out a clear vison and mission for the new public service in South Africa, digned

in particular with the ams of the RDP process. It has aso attempted to outline the
main steps that will need to be taken to transform and reorient the service towards this
vision and mission over the next two to three years.

In particular it has focused on the establishment of key priority areas, processes and
godsfor the transformation process; the main policy instruments to effect change; the
roles and relationships of key transformation structures and agencies at the nationa
and provincid levels, and the vitd importance of building effective government-
community partnerships as a precondition for effective change.

This White Paper is, however, only the fir st of anumber of policy documents,
including possible future white papers, that will be needed to guide and inform the on-
going process of adminigiration transformation and reform. It isaso essentidly a
gtatement of intent. Much work will need to be done in trandating the broad policy
framework, contained in the document, into specific, achievable and effective
strategies for change, and in ensuring in particular that such drategies are effectively
implemented and monitored. As Chapter 3 demonstrates, many challenges and
congraints will have to be overcome in the process. Thiswill require a sustained and
intengve campaign which brings together centra, provincid and locdl tiers of
government, trade unions, NGOs, business and other community organisations. Many
different dements will be involved in this campaign, but three will be of particular
importance:

(a) Building consensus and commitment through effective communication and consultation.

(b) Achieving innovation, creativity and flexibility through decentralisation
within national normsand standards.

(c) Ensuring the necessary political will, leader ship and decisivenessto drive the
process forward asrapidly as possible within the predicted time-scale of two to
threeyears.

16.1 BUILDING CONSENSUSAND COMMITMENT

The Government is convinced that the transformation process will only succeed in
megting its godsif it is founded upon the active involvement, support and
commitment of the vast mgority of public servants, aswell as upon broader public
involvement and support. Thisiswhy the White Paper has been at painsto stress the
importance of developing effective mechaniams for communication, aswell as
establishing meaningful consultative and participative structures through which public
service gaff, unions and civil society stakeholders can play an important part in the
policy formulation, implementation and evauation processes. It will clearly be vitd to
gppraise the effectiveness of these structures and mechanisms on an on-going bas's,
and to adjust and strengthen them if needs be. The proposed Public Sector
Transformation Forum will have a particularly important role to play in this regard.



So too will OMPSA and the Parliamentary Portfolio Committee on the Public
Service.

Whilst it is the responghility of government to set up gppropriate consultative
structures and to evaluate them on aregular basis, it is Smilarly the responghility of
daff, unions and civil society organisations to make the fullest use of themina
positive, creative, co-operative and constructive way.

16.2 DECENTRALISATION WITHIN NATIONAL NORMSAND
STANDARDS

Anather key precondition for the success of the transformation process will be the
devolution and decentralisation of authority to departments and provinces. Thisisto
enable them to act creetively and flexibly in trandating the broad god's of
transformation and nationd policy quiddinesinto specific srategies that are capable
of responding effectively loca needs and circumstances. Thisisin line with the RDP
priority of bringing governance closer to the people. At the same, the devolution of
decison-making power will be accompanied by increased accountability, both
internaly and externdly. One of the many ways in which thiswill be achieved is by
the tying of the contracts of departmental and provincia Directors-Generd to the
achievement of specific performance measures and targets, in relation to such issues
as sarvice delivery and representativeness.

In line with the Interim Congtitution, decentralisation and devolution will have to
ensure conformance to nationa norms and standards. Thiswill place a premium on
effective co-ordination and monitoring. OMPSA, the Service Commissions, and the
nationa and provincid Transformation Co-ordinating Committees will have a

particularly important role to play in this regard.
16.3POLITICAL WILL AND DECISIVENESS

Given the importance of the public service as one of the key ddivery arms of the
RDP, and given the increasing Sgns of popular impatience with the pace of socio-
economic change in the country, it is clearly imperative thet the transformation

process moves as rapidly as possible towardsits vison and gods. It is particularly
important that the process moves rgpidly enough to dlow for sgnificant changesin
the deployment of staff and the reprioritisation of departmenta expenditure before the
1996 budget. People clearly want consultation and trangparency, but they aso want
results.

Thiswill require the exercise of politica will and leadership to ensure thet the change
processis driven forward in adecisve as well as consultative way. In particular it will
require that firm action is taken to ensure that the opportunities for consultation and
participation in the transformation process are used in aresponsible, co-operative and
expeditious way, and not as delaying tactics by those who have a vested interest in
opposing or ressting change.







