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| NTRODUCTI ON
1. The present paper focuses on the devel opnent of human resources in the
public service, its goals, challenges, process and features of reform It

focuses on the South African experience but seeks to identify basic approaches
and concepts which mght be informative to other countries.

2. The transformati on of South Africa into a denmocratic country has brought
into sharp focus the need to devel op the public service as a key instrunment of
reform In line with expectations of denocratic governance, new assunptions
have energed with regard to the nature and role of governnent, the invol venent
of the public in governnmental practice, including the financing of governnental
functions and activities. The nature and purpose of the public service had to
be redefined to nmeet new demands.

I. THE PUBLIC SERVICE I N SQUTH AFRI CA

A. Vision and goals

3. As the Mnister of Public Service and Adninistration indicated in his
presentation at the Human Resource Devel opment Conference, transform ng the
public service was at the heart of the governnment strategy of nation-building
and reconciliation. |In outlining the new vision, he enphasized the need to
establish a new public service that woul d have a coherent policy, indicating a
shift from past fragmented provisioning towards one that is representative and
conpetent. The qualities envisaged are the follow ng:

(a) Service-oriented and responsive to needs of the public;

(b) GCeared for socio-econonic devel opnment and reduction of poverty;
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(c) Goal- and perfornmance-oriented,

(d) Denocratic, faithful to the Constitution, and non-partisan
(e) Accessible and informative;

(f) Transparent;

(g) Accountable to the Mnister and the public;

(h) Decentralized and consultative

(i) Committed to training and career devel opnent.

4. Government and public administration policy also indicates comitment of
the State to playing a central role in ensuring the required transfornation and
devel opnent. The Reconstruction and Devel opment Programme (RDP) in South Africa
details an integrated nacropolicy framework for addressing the country's

devel opnent needs. The Progranme, however, is dependent upon the capacity of
the public sector to facilitate and nanage i npl enentation strategies. The
expectation of change by civil society is an additional pressure on the public
service to hasten the change process. It is not only the requirenents for
transformation that are at issue but also how the changes come about, the

i nvol venent of civil society in the process and the constraint of limted
resources. Ceneral Assenbly resolution 49/136, on public adninistration and
devel opnent, recognizes the inportant role that Governnents and public

adm ni strations can play in addressing new responsibilities arising fromthe
pursuit of sustained econonic growth and sustai nabl e devel opnent in al
countries. The reformprocess in South Africa should be viewed within that
context and be related to devel opnents in other countries.

5. Lessons learned with regard to the performance of Governnents in dealing
with the chall enges of new donestic and international conditions indicate that
Governnments that performwell in dealing with these pressures appear to share

certain characteristics.

6. "They are governments that are authoritative in the sense that they
concentrate sufficient decision making power to respond effectively to public

i ssues. They are also intelligent, in the sense that they are open to and
encourage the use of technical information and analysis in decision nmaki ng and
problem solving. ... governnents able to pursue devel opment in this new context
respond flexibly to rapid changi ng domestic and international conditions and
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demands so that national goals are protected and achi eved. Many are
participatory in the sense that they encourage debate, discussion, and
participation in decision nmaking. They are also accountable in the sense that

t hose who are responsi ble for naking i npl ementing deci sions and t hose who nanage
public sector organizations are held responsible for their actions and citizens
have avenues to redress abuses of power." 1/

7. Sinply stated, Governnents that succeed go beyond finding answers to
speci fic problenms and devel op systens, processes and cultures that ensure
ef fective public choices and responsible use of resources. Wat are the
chal | enges? What are the emerging policies, strategies and programes to
address the situation?

B. Size and conposition

8. On 27 April 1994 the popul ation of South Africa was estimted at

40, 284, 634, conprising 30, 645,157 blacks (76.1 per cent); 5,171,419 whites

(12.8 per cent); 3,435,114 coloureds (8.5 per cent); and 1,032,943 Asi ans

(2.6 per cent). In Decenber 1993 the nunber of persons enployed in the public
sector nationally was about 1,634,000 persons. It included the institutions and
structures of the previous dispensation, including the central governnent,

provi ncial adnministrations, self-governing territories, local authorities,
parastatals, marketing boards and public corporations.

9. As at 31 Decenber 1993 the figures for the new unified civil service which
i ncludes the civil services of the previous honel ands and provi nces were:

(a) Central governnent adm nistration: 552,000 (588,708 is the figure
used by Public Service Comm ssion for further projections);

(b) Provincial governnent adm nistration: 695,000 (provisional estinate).

C. Challenges
10. Wth the establishment of a new Governnent, and its conmtnent to

devel opi ng a denocratic, non-raci st and non-sexi st society, past structures and
m ndsets are a serious challenge.

1. Lack of representativeness
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11. Discrimnatory practices and | ack of representativeness in nanagenent
positions will not be erased overnight. Whites still occupy key deci sion-maki ng
positions. In 1994, even after the popul ation regi ster had been abolished, it
was indicated that 36 per cent of the public-sector enployees were white but
that sone 90 per cent of mddle and senior nmanagenent positions were held by
whi t es.

12. Denocratization of the civil service requires urgent attention to the need

of representativeness, particularly in a society where governnent had

del i berately devel oped i nmbal ances. Redressing racial and gender inbal ances is
hi gh on the agenda of the new Governnent.

2. Lack of devel opment cul ture

13. The lack of a devel opmental culture and an inherent tendency to treat
conmuni ties as passive recipients of service is in direct conflict with the new
spirit of community involvenent and self-reliance. This is linked to a | ack of
transparency and accountability to communities. Centralized control and top-
down management comes as part of the |egacy of the past, encouraging rul e-bound
approaches and Iimting efficiency and productivity. A paradigm shift has
occurred, demanding a nove away from administration and control towards the
managenent of devel opnent.

14. There is a need to reorient civil service towards the community.

Unr esponsi veness to citizen consuners has been identified as a problem The
standard services rendered by the adnministration nachinery did not cater for the
differenti ated needs of consumers. Increasing demands by civil society to be
actively involved in governance inpinge on the traditional nonopoly of the civi
servi ce.

15. The inplications of transformati on and the renewal of the public service
and denocratization of the country require that a new franmework of governance be
established. The relationship between state and society is being redefined,

al l owi ng those who are governed to have nore say in governance. It is inportant
to establish the inplications of a shift from government to governance with
regard to the purpose and function of the public service.

3. Managenent information systens

16. The absence of reliable, relevant, open and effective nanagenent
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i nformati on and financial control systens is also a limtation. The |lack of
appropriate information systens |eads to i nappropriate nobilization and
utilization of human resources.

4, Career paths

17. Human resource devel opnent has to address the | ack of adequately defined
career paths and under-provisioning of related training. This becones nore
crucial in view of the policy of affirnmative action, which presents a greater
need to hasten the devel opnent of di sadvantaged groups to ensure that they can
occupy hi gher positions and succeed in their work.

5. Lack of a professional ethos

18. A sad legacy of apartheid is the lack of professional ethos and poor work
ethics, which devel oped out of a sense of hel pl essness created by | ack of
opportunities. It is also said that a | ack of conmitment can be viewed as a
subt| e sabotage of the apartheid Governnent. Wth the establishnent of a
denocratic Governnent, the aspirations and energi es that were suppressed, need
to be revitalized

6. Rul e-dri ven approaches

19. I nappropriate principles and managenent approaches present a chall enge.

I nternational experiences indicate an increasing need to shift from

admi ni stration and bureaucracy to managerment and professionalism Traditionally
the South African civil service has operated as a rule-driven bureaucracy. This
under m nes i nnovation by enphasi zi ng adherence to rules and red tape over

achi evenent of results. Managenent techni ques have | agged behind internationa

t hi nki ng by being authoritarian and fear-driven.

20. Increasing recognition of the need to focus on programre results instead of
structures and admi nistration deserves notice. Productivity in the civi
service can benefit fromthe enphasis on results rather than rules and
procedures. Appropriate systems of evaluation are required to pronote
productivity and a sense of achieverment. A performance-oriented public service,
as espoused by the present Mnister of Public Service, requires nechanisns to
make it a reality.
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7. Lack of transparency and accountability

21. Transparency and accountability are critical as civil society positions
itself to be a watchdog of the public service. Wth the demand to be invol ved
cones the need of communities to be informed about reconstruction and

devel opnent. Thus, lack of transparency is being challenged. |Information has
traditionally been left in the hands of senior officials, denying both the
public and the front-line workers access to information on which key deci sions
are based. Access to information is critical to enable neaningful participation
of citizens in governance.

22. The international shift towards operational accountability promptes the

accountability of State enployees. 1In the past accountability was practised

| argely as bureaucratic accountability, making enpl oyees accountable to a

hi erarchy and rules. Geater accountability of the civil service to the public
is essential in order to enhance credibility.

8. Corruption and nm snanagenent

23. Corruption and the m snmanagenent of resources have been noted as probl ens.
The m sappropriation of funds often occurred, due to an ethical vacuum created
by the illegitinmacy of the State. A legitimte Governnent has to ensure the
eradi cation of such practices.

9. Poor |abour relations

24, Poor |abour relations require urgent attention by the Governnent. There is
an i nadequate | egislative and institutional framework for effective collective
bargai ning. The existing | abour relations systemdoes not conply with ILO
standards, and the Mnistries of Labour and of Public Service and Adm ni stration
need to address the gap in industrial relations. The issue of renuneration
poses a specific challenge to |abour relations. Salary parity between the

previ ously segregated adninistrations and hi gh-inconme differentials between

| ower and hi gher levels of enployees need to be addressed.

D. Planning and managi ng human resources

25. The issues identified indicate a need to initiate conprehensive strategies
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in addressing the inherent problenms in the systemto ensure effective delivery
of reconstruction and devel opnent. A nunber of issues that require attention
are di scussed bel ow.

1. Restructuring

26. Wth the installation of the new Governnment, adm nistrative restructuring
had to be initiated, to bring the existing composition, managenent styles and
structure of the civil service in line with new national goals.

27. The process of restructuring involves changing the civil service
structures - building, rebuilding and, in some cases, replacing existing
structures with new ones. The Public Service Comm ssion, provincial service
conmi ssions, national departments and provincial departments have al ready begun
to nmake changes.

28. Thirty-three new national departnents have been established, together with
ni ne provincial adnministrations with their own provincial service conm ssions.
In accordance with schedule 6 of the South African Constitution, powers to
adm ni ster existing | aws have been assigned to the provinces. Progress towards
integrating the adninistrations of the former "states" and "sel f-governing
territories" are making progress, albeit with sone difficulties.

29. The Mnistry of Public Service and Adm nistration and the Public Service
Conmi ssion have identified the need to provide guidelines within which

i ndi vi dual departments will restructure. The guidelines will include objectives
and tinme-franes. The objectives will need to include the nmeeting of new
programe priorities by departments, in line with the Restructuring and

Devel opment Programme and relating, in particular, to the pronotion of
representativeness, integrated devel opment, and inproved quality and equity in
service provision.

30. Interdepartnental and intergovernnental collaboration is required to

achi eve the integrated approach suggested by the Programme. Intermnisterial
conmittees have al ready been established, and the approach is being extended to
all levels of the public service. A Human Resource |nterdepartmental Task Team

has, for instance, been established by the Progranme office to facilitate
coordi nati on and devel opment of coherent policies and strategies.

2. Reorgani zation
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31. The reorganisation involves the process of changing the systens, culture
and practices within structures and is therefore nore fundanental than
restructuring. It involves changes in organizational culture, the way in which
human resources are nobilized, utilized and developed. It is also inmportant to
make t he human resource devel opnent franework as practical as possible.

32. Redepl oynent and flexi ble approaches to the novenent of enpl oyees between
departnments (intra-governnental) and between | evels of governnent
(intergovernnmental) shoul d becone inportant el enents of a hunan resource

devel opnent framework. Public-sector human resources are nmobilized and utilized
as follows: 37.18 per cent of civil servants are in education, 11.8 per cent
are in health and 0.02 per cent are in housing. There are 33.79 per cent in

adm ni stration, 0.45 per cent in human resources nanagenent and 0.63 per cent in
financial resources managenment. These figures denonstrate that current

enpl oyment is not in accordance with reconstruction and devel opment priorities
and that redepl oynent and fl exible approaches need to be considered in pronoting
qual ity of human resources.

33. Hunman resource nmanagenent relates directly to the process of
reorgani zati on. Changing froma rul e-driven approach to perfornmance-oriented
managenent and enphasi zi ng the devel opment of a service-oriented civil service
are some of the urgent challenges confronting the civil service.

3. Rationalization

34. Rationalizing involves streamining the size and productivity of staff so
that human resource costs are conmensurate with the value of the output of the
organi zation. The chall enge of bloated, unresponsive bureaucracies is an

i nternational problem shared by South Africa, which already spends a relatively
hi gh percentage of GDP on the public service. The Governnent has conmitted
itself to bringing the percentage down over time. Doing so while integrating
the different adm nistrative bureaucracies and increasing representativeness
will be difficult.

35. Acritical part of rationalization involves optimal utilization of staff
through training, retraining, transfer, retrenchnent, redeploynent and nodifying
the I evels of renuneration and the conditions of service. Building capacity to
confront existing and energing challenges is therefore an inportant part of the
transformati on process.
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36. A nunmber of strategies have been identified to ensure that the
rationalization process |l eads to increasing efficiency and cost-effectiveness.
The key strategies are:

(a) Redirection of human and ot her resources away fromless desirable
programmes towards service provision for areas with the | east resources, and
groups at the national, provincial and | ocal |evels;

(b) Introduction of new strategic nodels for financial nmanagenent to
support the process, by refocusing departnental budgets on the delivery of
services to clients and to neeting outputs required by the country;

(c) Realization of efficient savings fromincreased productivity and the
elimnation of duplication and waste;

(d) Carefully negotiated partnerships to attract additional funds from
i nternational donors;

(e) The establishment of innovative partnerships between the departnents,
the Programme office, local conmunities and the private sector

37. As part of this process, individual national departments will be required
to produce strategic plans notivating efficient use of human and ot her
resources. The plans will also provide a basis for conparing services by
departments and provincial admnistrations.

38. Early retirement and retrenchnent packages are thought to create greater
opportunities for representativeness at the managenent |evels. Cassification
and grading systens will also be reviewed in order to provide a basic personne
structure to match the present and antici pated denands. Personnel practices

al so need to be reviewed and adjusted to ensure efficiency and effectiveness in
t he appoi ntnent, pronotion, training and devel opnent of public servants.

39. A reflection of denocratic governance is indicated through the provision of

a platform (O fice of the Public Protector) for recourse for civil servants who
feel unjustly treated by the rationalization process.

4, Legal reforns

40. Policy changes require |legislative and regulatory reformto ensure rea
transformation. At present stakeholders are actively involved in ensuring that



ST/ SGE AC. 6/ 1995/ L. 7
Engl i sh
Page 11

the new Constitution is informed by devel opnents and current thinking with
regard to the function, formand objectives of the public service. The process
is building on the ongoing review of legislation relating to public-sector
reform The follow ng key enabling | egislative reforns are in accordance with
the Constitution [Section 212 (1)]:

(a) Repeal of apartheid legislation

41. In the light of new devel opments and to support public-sector reform the
remai ni ng apartheid statutes, proclanations, regulations and by-laws need to be
repeal ed or substantially revised.

(b) Revision of initial leqgislation

42. Recent legislation pertaining to the public service, including the
Constitution (Act 200/1993), the Public Service Act (Procl 103/1994) and the
Public Service Labour Relations Act (Procl 105/1994) represent inmportant steps
towards the creation of a new public service. This legislation, however, is of
a transitional nature and will need to be revised to give full effect to the
policies in the Reconstruction and Devel opment Programme and Public Service
White Paper. This will include revision of many procedural rules in order to
facilitate greater public participation in the public sector and in order to
clarify procedures for appeal. The Constitutional assenbly is al so addressing
this issue for inclusion in a new Constitution.

(c) Legislation on freedomof information

43. There is need for new legislation to stress accountability of the public

officials to the legislative assenbly and the public at large. It should also
specify the procedures and structures to be followed in cases of adnministrative
m sconduct. Account will also have to be taken of the need to restrict access

to some kinds of infornation where, for exanple, national security could be
t hreatened or where individual rights to privacy and confidentiality are likely
to be constrained.

(d) Affirmative action and | abour relations |eqgislation

44, There is need for a uniformlabour relations act to avoid inequity and

di scrimnation between the | abour sectors. The act would go a long way in
pronoting effective |abour relations at all levels. The Mnistry of Public
Service and Admi nistration and the Departnent of Labour have indicated
conmtment to a process of continuous consultation with public service unions,
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enpl oyee organi zati ons, and the public-sector offices (central, provincial and
local levels) in facilitating the drafting of the new | egislation. The policy
of affirmative action requires careful |egislation, coordinated with the | abour
relations legislation that is currently being drafted.

E. Public-service reformfor strategic devel opnent

45. The Reconstruction and Devel opment Programme is a vision for the
fundamental transformation of South African society. A key priority in

i npl enenting transformation is to transformthe way government operates. The
Programre i s devel opnental in nature, through its enphasis on social and
econom ¢ devel oprment. Viewing the public service as a critical agent of change,
the Programme ains to rebuild a public service that is the servant of the
peopl e: accessible, accountable, efficient, free of corruption, and providing
excellent quality. It is inportant to exam ne human resource devel opnent as it
relates to overall devel opnent and, in particular, capacity-building for the
public sector.

46. The provisions of the interimconstitution of South Africa still do not
reflect the devel opment ethos and val ues which shoul d guide the rebuilding of
t he soci o-econonmic fabric of society. How can governance in a devel opi ng
soci ety be achieved w thout highlighting interactive public admnistration as
t he nexus between governnent and civil society?

47. Reorganizing and transfornming the public service should not be limted to
structural issues. The status of human resources and the quality of services
require attention. A lack of a clear human resource policy is a handicap in
this regard.

48. In many African States the human el enent has taken a back seat to other
factors such as technol ogy, economic and logistics in strategy fornul ati ons
processes.

49. Human resource devel opment in the public sector should not only be viewed
as an administrative matter. An integrated approach to human resource
devel opnent and managenent is vital to the success of any devel opnent progranmre.

50. Nyenbe's (1994) articulation of the problemis insightful. She raises for
i nstance a concern that personnel natters, |abour relations and building a
representative public service are treated as if they were distinct and unrel ated
i ssues and suggests the need of a policy franework for hunman resource
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devel opnent and managenent practice.

51. She raises the question of the respective roles of the Public Service
Conmi ssion and the Mnistry of Public Service and Admi nistration. The question
brings to |ight debates on the role of the State, either as facilitator or

i mpl enenter of services. She suggests that the appropriate role of the

Conmi ssion is to investigate and propose neasures which would contribute to the
formul ation of a new admi nistrative framework, including a hunan resource

devel opnent policy framework. The Commi ssion as an agent of change woul d need
to di sengage from managi ng exi sting admnistration, so as to enable it to
provide strategic input. This suggests the separation of the roles of the
Conmi ssion and the Mnistry of Public Service and Admi nistration. In addition
it highlights the need of involving other actors.

52. The Programme \Wite Paper enphasizes the partnership between government and
civil society in governance. The interimconstitution is, however, silent on
the issue. This omi ssion gives the idea that the public sector, its content,
organi zation and financing, is still a technical natter which can best be |eft
in the hands of public adm nistrators. Enpowernent in this regard m ght be
perceived as adopting a correct (technical/organizational) approach, based on
alternative sets of prescriptive rules devel oped by experts. This would be a
far cry fromthe relationship envisaged in the Wite Paper

53. The vision of enpowernent articulated in the Wite Paper suggests that
genui ne enpower nent shoul d i nclude increasi ng power and control of groups of

i ntended beneficiaries over the circunstances of their own lives, so that they
can be in control of their devel opment. Effective delivery of public service
and public goods requires interacti on between narkets, non-governnental

organi zations, public institutions and political processes. The nature of the
rel ati onship between State and civil society stated by the Progranme integrates
peopl e into governnent activities. |t enphasizes the involvenent of governnent
and people in defining needs, naking choices appropriate to those needs, and
enforcing accountability. The recent UNDP report, Human Devel opnent, 1994,
acknow edges the inportance of people's participation in governance. It notes
that greater people's participation is no |onger a vague ideol ogy based on the
wi shful thinking of a fewidealists. People's participation is a condition for
survival and a critical tool of devel oprment.

54. Mbkgoro (1995) advocates devel opnental governance and suggests that, to
achieve it, the public service shoul d:

(a) State its core values explicitly and involve comunities, enployees
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and politicians in holding the civil service accountable for living up to those
val ues;

(b) Manage val ues (rather than rules and procedures) that synbolize a
network of beliefs, policies and work guidelines which influence all aspects of
public service activity;

(c) Be less technocratic and be nore infused with social sciences, in
order to be relevant and responsive to the needs of the rapidly changing
soci ety;

(d) shift its enphasis fromthe nai ntenance of |aw and order and
managerial routine to the promoti on and gui dance of substantial societal
changes.

55. Gven that devel opnment can only be achi eved through deliberate and

pur poseful interventions, civil servants nust be innovative, conpetent and
conmtted to neeting the challenges of change. Their commtnent to inproving
the quality of life and elinminating poverty should be reflected in influencing
expenditure policies to:

(a) Pronote equity across social groups and provinces;

(b) Raise the quality of human capital within the ranks of the
di sadvant aged;

(c) Ensure that services and subsidies benefit the poor;
(d) Be transparent and pronote social justice;

(e) Develop participative deci sion-making;

(f) Be efficient and effective.

56. These principles are captured in certain managenent principles of

devel opnent al governance, adapted to suit the devel opnental spirit in South
Africa. They suggest a public managenent nodel which builds on entrepreneuri al
and public managenent sol utions - namely, strategic focus; goal -orientation
facilitation; governance; quality control; delivery orientation
denocratization; sustainability; |everaging; mssion-driven objectives;
result-orientation; affirmation; facilitation and | everaging.
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57. The present adninistrative structures are inappropriate nechanisns for
i mpl enenti ng devel opnental policy.

1. Constitutional process

58. In the past, no provision was made for a conprehensive human resources
policy in the Public Service Act, 1984 (Act No. 111 of 1984). It nerely nade
provision for a merit system the delegation of authority to the executive
functionaries and institutions, and the protection of the rights and interests
of officials.

59. The Public Service Act, 1994 again provides in broad ternms for the
transition and rationalization of public adninistration, the regulation of
conditions of enploynent as such. It does not identify public service reform
priorities, or mlestones to be achieved. Nor does it entail government
concl usi ons on further inmproving public service performance.

60. Key questions with regard to public service reformpriorities are dealt
with in the new draft Wite Paper on the Public Service. Mjor issues
concerning the conposition and role of the Public Service Conmm ssion and the
Public Service Administration Mnistry are being revi ewed and devel oped t hrough
the constitutional process. An inportant issue to note about the process is the
consultative framework within which it is developed, as it allows greater

i nvol venent of stakeholders and interested parties. This creates an opportunity
for conplenentary roles by the public and private sector

61. As indicated above, the roles and functions of the Public Service

Conmi ssion and the Mnistry of Public Service and Administration are currently
under review by the Constitutional Assenbly. The roles and functions are
important with regard to human resource devel opnent policy and planning. An
exam nation of key questions that are being raised in the process can shed |ight
on the future direction of human resource devel opnent in the public sector. The
mai n i ssues identified for further discussion are the foll ow ng:

(a) The need for a constitutional provision on the public service/public
adm ni strati on;

(b) The nature of that provision in terns of brevity and flexibility;

(c) Key themes, including the role of the public service, politics and
admi nistration, the structures of the Public Service Conm ssion at the nationa
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and provincial levels, and the public service as an agent of devel opnment.

2. Characterization

62. The characterization of the public service is inportant to note as it
relates to the envisaged goals articulated by the Mnistry of Public Service and
Admi nistration and the draft Public Service White Paper. The public service is
defined as an institution that should be professional; career-oriented,
non-partisan; efficient, effective and responsive in ternms of service delivery;
loyal inits service to the public and the el ected Governnent of the day;
accountable to the public and Parlianent.

63. The role of the Public Service in developnment is highlighted. It is

i ndicated that the role should be seen within the context of transformation and
wi th an enphasis on reconstruction and devel opment. Hi gh quality hunan
resources and a framework for interactive policy-naking are indicated as crucial
for the achi evement of the desired role.

3. Politics and adm ni stration

64. Questions in this area go to the core of the policy functions of governnent
and how far public servants ought to be involved in this role, and al so whet her
public servants have any role to play in this regard or not.

65. Two viewpoints have emerged with regard to politics and adm nistration

One is that the politicians nake policy and law, while the public service is the
i mpl enenter of public policy. The argunent here is that involvenent of public
servants in policy-making will affect negatively their ability to act fairly and
inmpartially in the rendition of public services. The other viewis that public
enpl oyees cannot be isolated fromthe policy-making process, that their role is
critical in formulating policies that are responsive to needs of conmunities.

66. Exanples can be drawn from other countries. In the United States of
Anerica, the President can appoint up to 3,000 civil servants in the top
echel ons of the public service for policy purposes. In France, each Mnister is

permtted to appoint 10 persons to a mnisterial Cabinet, which is the policy
armof the Mnister in relation to policy matters. The nmenbers of the Cabi net
are appointed for their technical and policy expertise and ideol ogi cal outl ook
and their termof office is normally linked to that of the Mnister. In
Hol | and, before a person is appointed as a "mandarin" (equivalent of a Director
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CGeneral in South Africa), his/her political views are investigated. Dutch
M nisters are allowed to have two or nore political advisers of their own
choi ce, though they have no connection with the ordinary public service.

67. The systemof limted political appointments into the public service has

found favour with some South African public adm nistration acadenics and
managers, who see it as a way of pronoting innovative ideas in government.

4. Public Service Comm ssion

68. Questions have been raised with regard to the powers of the Public Service
Conmi ssion, and they are at present under review by the Constitutional Assenbly.
The Public Service Commi ssion has, under the current interimconstitution, been
gi ven wi de conpetence to nake recommendati ons and to issue directives on public
service departnental organization, conditions of service, personnel practices,

i ncl udi ng appoi nt ment and pronotion, responsibility for efficiency and

ef fecti veness, and the nonitoring of a code of conduct.

69. Concerns have been rai sed about whether the Commission will usurp the
functions of governnent and undermine the roles of the Mnistry of Public
Service and Admi nistration. Suggested roles of the Conmission are to ensure
merit equity and representivity in the appoi ntnent and pronotion process, and to
act as an agent of change, devel opnent and adm ni strative reform

70. Key questions raised with regard to those roles are the foll ow ng:

(a) What should be the roles and responsibilities of the Mnistry and the
Conmi ssion? Wat, if any, should be the rel ationship between the Mnistry and
t he Conm ssion?

(b) Should there be provincial public service comm ssions? If so, what
should their roles be? What should be the rel ationship between the national and
provi nci al conmi ssions? Should the Constitution contain any provision on the
above?

(c) How should norns and standards of public adm nistration and managenent

be devel oped and what, if any, should be the instruments of delegation from
nati onal to provincial governments?

5. The public service as an agent of change
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71. WManagenent processes directed at transforming the culture of institutions
and the whol e of society have focused on devel opnental public service. The
focus highlights the need to devel op human resources that will neet the needs
and chal | enges of devel opnent. The follow ng rol es have been suggested for the
State in facilitating devel opnental public service:

(a) Creating nmechanisns for open and interactive policy-maki ng bet ween
citizens, conmunities and government, and pronoting social partnerships for
service delivery;

(b) Creating formats for effective communicati on between the
adm ni stration and the public, user and consumer groups and public enpl oyees
t hensel ves.

72. A key question raised in this regard is should the public service act as an

agent for developnent? |If so, how can the Constitution create an enabling
franmework for such action, or should this matter be dealt with el sewhere?

6. Devel opnent of public-sector capacity

73. The devel opnent of public-sector capacity should be seen within the context
of devel opmental governance. In view of this, the building of public-sector
capacity does not lie exclusively with the State. It is the Governnent's view
that other institutions and actors outside of government shoul d becone active
partners in building the capacity for good governance. The Governnent, however,
al so sees itself playing a direct role in the devel opnent of the capacity.

74. The Governnent has taken conprehensive steps to initiate change, but
positive returns to this investnent nay take sonme tine. Kluever (1994) notes
that change often leads to a decrease in effectiveness and efficiency and an
increase in cost, in the short run. Noting the enornous chall enges of reform
facing South Africa, he suggested that it could take at |east three years before
a real overall increase in effectiveness, efficiency and cost-effectiveness is
achi eved.

75. A framework for human resource devel opment shoul d therefore be viewed
within the context of rapid transformation, while focusing initially on key
areas that would ensure a stable and productive work force. The Governnment has
made a clear statenent of intent in the formof its draft Wite Paper on public
service which outlines the Governnent's basic phil osophy regarding the role and



ST/ SGE AC. 6/ 1995/ L. 7
Engl i sh
Page 19

nature of a future South African public service and confirms its comitnent to
est abl i shing a new human resource nmanagenent approach in |line with new national
goal s.

7. Hunan resource managenent strateqies

76. The devel opnent of public-sector capacity, specifically that of human
resources, is a central part of the process of transform ng government. A
strategic framework woul d pronote conprehensive mobilization, utilization

i ntegration, training and devel opnent of human resources in the public service,
at the national, provincial and local levels. The follow ng steps have been
identified for devel opment of such a framework:

(a) Changing the role of human resource policy and elevating its status;

(b) Redefining the position, and role of trainers as specialists in human
resour ces devel oprent;

(c) Establishing an effective and |ifelong career devel opnent system

(d) Devel oping appropriate nethods to relate training to the goals and
performance of public-sector organizations;

(e) Relating training to policies on renuneration, pronotion and
recruitnent.

8. Public service training and education

77. Education and training are in accordance with the Wite Paper on public
service, considered inportant tools of denobcratization and devel opment for two
mai n reasons. First, the envisaged devel opment-oriented professionalism

requi res conprehensive education and training progranmes to nake it happen. New
wor k ethics, knowl edge and skills are required to reorientate many of the val ues
and practices acquired under the previous dispensation. Secondly, a well

consi dered and properly structured education and training programe can be a
powerful tool in facilitating and anticipating institutional changes within the
public service

78. It is further envisaged that training will enhance client responsiveness by
assisting the public servants in concentrating on the needs of communities. The
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espoused vi sion of organizational management requires nanagers who, in addition
to organi zati onal and technical skills, have the ability to innovate policies
and provide effective | eadership.

79. The education and training programres should therefore be intricately
linked to wi der processes of social and institutional reconstruction in civi
society and within the State itself. Training should be:

(a) Needs-based and strategic, as opposed to formalistic and static;

(b) Directly and dynanmically linked to the institution-building and
institution-transform ng progranmes of public-sector organizations;

(c) Linked to policy-making processes, since that defines both its context
and strategic purpose;

(d) Be viewed as an interactive process, involving trainers and | earners,
as well as practitioners frominside and outside the public service.

80. In line with the devel opnent orientation espoused by the Governnent's
policies, a policy of continuous |earning has been adopted by the Mnistry of
Public Service and Administration. All public servants, fromthe nbst senior to
the nmost junior, will be targeted for ongoing training. The training of workers
will, for instance, be linked to a new enphasis on client responsiveness and
service delivery, devel opnment of career paths and the new policies of the public
service. Training for senior and mi ddl e managenent will focus nmore on the
process and policy-maki ng chall enges indicated by the Reconstruction and

Devel opnent Programe.

81. It is intended that the in-service training, particularly adult basic

education, will be linked to the National Qualifications System This wll

ensure recognition of know edge accunul ated through certification and

accreditation. The imediate training targets identified include the foll ow ng:
(a) Induction and orientation of new lateral entrants to the public

servi ce;

(b) Retraining and orientation of long-serving officials, particularly at
seni or nanagenent | evels;

(c) Devel opnent of programmes in such crucial areas as policy nanagenent,
strategi c planni ng, |eadership, organizational devel opment, and the managenent
of change and diversity;
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(d) Provision of accelerated and intensive skills-training progranmes for
affirmative action beneficiaries;

(e) Provision of training in gender and race awareness, public service
ethics, constitutional |aw, and human rights;

(f) Training and retraining of trainers.

(a) GCeneral training provisions

82. In accordance with the draft public service staff code, training of public
servants and prospective public servants nmust be geared to achieving an
efficient, effective, non-partisan, career-oriented public service broadly
representative of the South African community. It is enphasized that the
trai ni ng nust be approached as an integral part of the national hunan resources
initiatives as envisaged by the Wiite Paper on the Reconstruction and

Devel opnent Programe.

83. The programmes are required to be dermand-driven and shoul d be designed to
address short-term nediumtermand | ong-term projected needs of the diverse
client groups of the public service. Each head of departnment is, as provided by
section 7 (3) (b) of the Public Service Act, 1994, responsible for the training
and devel opment of the staff of his or her organization as part of his or her
responsibility for the efficient managenent and admi nistration of the

organi zati on.

84. The Public Service Comm ssion and - with regard to provinces - the

provi nci al service comm ssions have a responsibility to pronote the

ef fecti veness and efficiency of the public service by neans of their powers to
recomend, direct and investigate, as provided by the Constitution and the
Public Service Act, 1994, and this responsibility also relates to training.

(b) Departmental training policy and structures

85. To ensure appropriate attention to training needs in each departnent, each
head of department is required to issue a training policy for his organization
within the framework of norms and standards contained in the staff code. The
policy nust also be regularly updated to reflect emerging needs to ensure

sui tabl e application of training.

86. It is suggested that a training commttee should be established in each
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department to advice on training needs, arrangenments and policy. The training
conmi ttee must be representative of functional conposition of the rel evant
organi zati on and nust properly take into account the need for representation of
raci al groups and genders. The conmittee nmust neet at | east once every two
nmont hs and the proceedi ngs of each neeting be properly recorded.

87. In accordance with the needs of the particular organization, it is proposed
that the training conmttee establish training advisory subconmittees to advise
on training with regard to specific occupational groups. Functionaries fromthe
rel evant occupati onal groups nmust be represented in the subconmittees. Advice
fromthem shoul d be channelled to the head of department through the training
conmittee.

88. To ensure quality and coherence in training, prescribed courses have to
conformto the "framework" curricula set in the training course standards.

Those standards have to be anended by the Public Service Conmm ssion, as and when
necessary, to ensure their currency and relevance. All training institutions
conducting prescribed training courses nust adhere to the curricular prescripts
with regard to standards and content.

(c) ILnvolvenent of institutions

89. The Public Service Training Institute (now called the South African
Managenment and Devel opnent Institute (SAMDI)) will coordi nate and ensure
training standards. Training nmay be provided by any departnment or training
institution outside the public service, subject to the provision of the Public
Service Act, 1994, the public service regulations, and the draft public service
staff code. Institutions outside of the public service interested in conducting
prescribed courses for the public service, must register with the Public Service
Conmi ssion. The condition for registration of the training institutions shal

be that of the Public Service Comm ssion, and the Conmi ssion shall have the
right to investigate such institutions to eval uate whether standards and

regi stration requirenents are conplied wth.

90. One of the key objectives of the Public Service Conmmission is to establish
a nati onwi de and international network of training partners conprising rel evant
tertiary public and private institutions. Historically black universities have
al ready been identified by the Conmi ssion as targets of this involvenent. This,
it is hoped will enhance the quality of training of black public adm nistrators
and contribute to building the research capacity of these institutions. The
Public Service Conmm ssion will coordinate the network to ensure coherence and

ef fective delivery. The provincial service conm ssions and departnents are al so
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encouraged to cooperate, particularly in neeting training needs of a generic
nat ure.

I'l.  SOUTH AFRI CAN MANAGEMENT AND DEVELOPMENT | NSTI TUTE

91. The Public Service Conmi ssion and the provincial service conm ssions are
responsi ble for ensuring effective inplenentation of training policy. SANDI
which falls under the aegis of the Public Service Conmission, is currently the
single nost inportant statutory body with respect to the provision of in-service
training. The role and conposition of SAMDI is at present under review by the
Conmi ssion and restructuring is anticipated, including increased flexibility for
provincial training institutions.

92. A further mechani sm of support can be devel oped fromthe provisions of the
Constitution. 1In terns of section 210 of the Constitution, a statutory "Hunan
Resource Devel opnent Council" is proposed, to assist the Public Service

Conmi ssion and the provincial service comissions in managing the
transformati ons. The purpose of the council would be to advise and assist the
Public Service Conm ssion and the provincial service conm ssions and, on
request, individual departnents with regard to the principles of and the
strategic direction in human resource devel oprment; the identification of

probl ems and energing i ssues; the pronotion of exenplary practices and nodel s
for human resource nanagenent; nobilization and utilization of |ocal and

i nternational expertise in the field of human resource devel opnent; and

eval uati on of human resource managenent.

93. In order to enable it to fulfil its responsibilities it is proposed that
the council could initially enbark on the followi ng assignnents, for each of
whi ch a task group should be established:

(a) Service to comunity;

(b) sStaffing;

(c) Training and devel opnent;

(d) Renunerati on;

(e) Administration policy;

(f) Managenent of diversity;
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(g) Developing the capacity of the public service to turn its diversity
into a source of creative strength, nutual dependence and synergy;

(h) Resource managenent and budget controls (accountability);

(i) sStaff relations.

[11. HUMAN RESOURCE DEVELOPMENT CAPACITY IN
GOVERNMENTAL DEPARTMENTS

94. The Interdepartnmental Task Team on Human Resource Devel oprent was char ged
with the task of facilitating interdepartnmental and intergovernnental
cooperation on human resource devel opment. As a starting-point the task team
mandat ed a questi onnaire survey of governnental departnents to identify:

(a) Human resource devel opnent capacity which could be used to address RDP
priorities;

(b) Areas where interdepartnmental and other forms of cooperation could
result in greater efficiency and hence cost and capacity savings (for exanple,
coordi nating generic |learning such as adult basic education and training
(ABET));

(c) Potential for training qualifications awarded by each departnment to be
recogni zed by other departnents and by other educational institutions to ensure
consi stent standards and career devel opnent;

(d) Areas of excellence or special capacity which need to be nore actively
supported or replicated

(e) Exanples of effective governmental and civil society partnership
arrangenents and provision of |earning opportunities to comunities which could
be replicated,;

(f) Financial expenditure on human resource devel opnent with a viewto
maximzing its utilization;

(g) Areas in which line function departnents experienced problens or plan
to expand in respect of human resource devel opnent;
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(h) Conpatibility of human resources devel opnent activities of departments
and offices with RDP thrusts.

95. A significant indication highlighted by the survey was that there was no
coherent understandi ng of human resources devel opment across gover nnent al
departnments. The inconsistencies in the understandi ng of hunman resources

devel opnent created problens both in the collection of data about departnental
resources dedicated to human resources devel opnent and in the interpretation of
results.

96. The analysis, however, reveal ed sone perceived needs:

(a) To establish common understandi ng of human resource devel opment and
managenent ;

(b) To generate a clear statement from governnent with regard to hunman
resource devel opment and managenent;

(c) To facilitate |inkages between central and provincial offices;
(d) To relax control fromthe centre to facilitate efficiency;

(e) To create a service-oriented public service;

(f) To reformthe budgetary process;

(g) To devol ve decision-making fromthe central level to |line departnents
and |i ne managers;

(h) To establish a coordinating structure for hunman resources devel opnent
to facilitate change managenent in departnents.

A. Provisions for external training

97. The Governnent has indicated its commtnment to involving training

organi zati on outside of the public service in devel opi ng public-sector capacity.
In accordance with the arrangenents of the past system public service training

was | argely conducted by the Government's training institute. Currently the

rol e has been taken over by SAMDI and the departments. Suppl enentary training

i n managerment was offered by mainly white universities, while sonme techni kons

provi ded additional technical training.
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98. It is envisaged that the transformation of SAMDI will lead to a change in

rel ati onships with external training agencies. The Government has indicated
interest in pronoting greater involvenent by historically disadvantaged tertiary
institutions as part of the process of restructuring the public sector. The
rol e of conmunity-based and non-governnental organizations has been identified
as a resource base for the devel opment of public service.

B. Operational plans

99. The Public Service Wite Paper identifies the following three key steps as
being critical for translating the policies identified into a neani ngful
coordi nated strategy:

(a) Identification, prioritization and inplenentation of specific
programes of public-sector reform

(b) Identification and training of key agencies responsible for driving
t he reform process;

(c) Devel opnent of effective nmechanisns for ensuring that the reform
process is consultative and well coordinated.

100. It further identifies a nunmber of action programmes to facilitate reform
and restructuring of the public service. The follow ng are included:

(a) A conprehensive review of the structure and function of the public
service and its statutory bodies, including the Public Service Comm ssion. The
review will focus on the division of roles and tasks between central and
provincial authorities and will be followed by an introduction of reforns and,
where necessary, redeploynent of staff;

(b) An internal review and audit of each department, office and agency
concerning its objectives, structure, function, staffing, and financing. The
process will be followed by the drafting of internal reform plans;

(c) Areview and revision of the system routines and procedures of
pl anni ng, budgeting and financial execution, with a view to increasing public-
sector accountability. This would need to be undertaken in partnership with the
M ni stry of Finance;
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(d) A conprehensive phased programe of affirmative action, ained at
maki ng the service both representative and efficient;

(e) A study of the viability of setting up transformation units within
each department to notivate change and eval uate the reform process;

(f) The introduction of a system of performance auditing throughout the
public service. Appropriate performance indicators would need to be devel oped
to facilitate the activity;

(g) A broad review of salaries, benefits and conditions of service in the
public service, linked to the pronotion of equity and effectiveness;

(h) The introduction of a widely accepted and understood code of conduct
for civil servants, designed to pronote honesty and accountability, respect for
human rights, and the devel opnent of a professional ethos;

(i) The rapid devel opment of a conprehensive national training policy for
the public service. This would include the prioritization of training needs and
the inplenentation of an integrated training progranme to actualize the training
qui ckly and effectively;

(j) A substantial investment in the devel opment and, where necessary, the
reform of public-sector training institutions, including those at the tertiary
| evel .

101. The current situation in the transformati on process can be described as a
policy fornulation process. The next phase will involve integration and the
devel opnent of strategies for inplenentation. The process of inplenentation is
t heref ore beconi ng nore urgent.

I'V. CONCLUSI ONS

102. The UNDP Human Devel opnent Report, 1994 argues for sustainability in all
sectors of the econony and suggests the need for bal ance between the needs of
today and the needs of tonorrow, between private and public action, between

i ndi vidual avarice and social conpassion. This is a key challenge facing the
public service adm nistration as it considers bridging gaps fromthe past and
devel opi ng an enabling policy franework and practice to neet current and future
soci o- econom ¢ chal | enges.
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103. The Zi nbabwean experience is in this regard significant, in that the
transformati on phase took place wi thout destabilizing the country. Yet words of
caution need to be taken seriously. South Africa is advised to avoid expandi ng
the public service and should devel op strategies that will ensure that

appoi ntnents and pronotions are made on a basis of objective criteria related to
nmerit and ability.

104. As the public service admnistration is grappling with the issue of

devol ution of decision-making fromthe centre to the provinces and |ine
departnments and institutions, there is need to consider strategies for avoiding
fragmentation. Insights can be drawn fromcountries |ike Australia, where the
Public Service Conm ssion has devel oped a "policy cycle" approach.

105. Having recogni zed the inportance of resolving the | abour rel ations issues,
it is essential for the Government of South Africa to consider ways of utilizing
wor kpl ace bargai ni ng to enhance worki ng conditions and boost productivity.
Emergi ng policies and strategies should go beyond crisis managenent.

106. CGovernance has becone an inportant prerequisite for facilitating

col | aborati on between governnents and civil society. 1In addition it has becone
an essential elenment for peace, stability and soci o-econonic devel opment. Human
resource devel opnment for denocratic governance shoul d underpin strategic
approaches to public-sector devel opnent, to enable public service

adm ni strations to succeed in nanagi ng the chall enges of the changing world and
neeting the needs of conmunities.

Not es

1/ M E. Hlderbrand and M S. Gindle, "Building sustainable capacity”
(I NDY 92/ 676), paper prepared for the UNDP Pilot Study of Capacity-building.
Canbridge: Harvard Institute for International Devel opnent, pp. 9-10.
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