A Draft National Implementation Framework towards
the Professionalisation of the Public Service:
A presentation to the PSCBC

Learn Serve Grow

Objective of the Presentation


This objective of the presentation is to outline the Draft National Implementation
Framework towards the Professionalisation of the Public Service, including the
following:


Conceptual clarity on profession, professionalism and professionalisation



Contextualising the professionalisation of the public service



Key pillars for professionalisation of public service



Proposals and way forward

To access the framework document, please go to

https://www.thensg.gov.za/official-gazzetes/
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The MTSF mandates the GSCID Cluster to lead efforts to build:
The NSG is coordinating on behalf of the MPSA Portfolio
CAPABLE STATE

A capable state has the
required human capabilities,
institutional capacity, service
processes & technological
platforms to deliver on the NDP
through a social contract
with the people.

ETHICAL STATE

An ethical state is driven by
the constitutional values &
principles of public
administration & the rule of law,
focused on the progressive
realisation of socio-economic
rights & social justice as
outlined in the Bill of Rights.

DEVELOPMENTAL STATE

A developmental state aims to meet
people’s needs through
interventionist, developmental,
participatory public administration.
Building an autonomous
developmental state driven by the
public interest & not individual or
sectional interests; embedded in
South African society leading an
active citizenry through partnerships
with all sectors of society.

Outcomes (performance measures):
 Improved leadership, governance & accountability for a functional, efficient & integrated state;
 Professional, meritocratic & ethical public administration, & social compacts & engagement with
key stakeholders;

 Enhancing confidence & trust on the state.
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Approach of this framework


The consultation with organized labour in the professionalisation of the public
service is key, as a social partner to the state



The framework is not aimed at impacting on the conditions of service, rather its is
about enhancing skills of public servants, and holding all accountable



This process is being undertaken transparently, with open public consultations and
publication of the framework by way of government gazette



This intervention is part of a bigger project of strengthening state capacity



It proposes a phase-in approach leveraging proposed policy or legislative changes
(amongst other PSA & PAMA)
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Approach of this framework


It has sampled literature on professionalisation & on developmental states in SA, Africa &
beyond



The Framework recognises the complexity of public administration given that some
professions are regulated at pre-entry (e.g., Healthcare & Education) whilst others have
post-entry pathways (e.g., Engineering) – involving statutory (Councils) & non-statutory
professional bodies (Associations)



The occupation specific dispensation (OSD) should be used to leverage professionalisation
as an instrument to attract specialists into the public sector



2011 Diagnostic Overview outlined the need to improve skills of public servants recognising:





Erosion of State’s role in producing skilled professionals (e.g. closure of teacher & nursing colleges)
Erosion capacity to train engineers, planners & artisans... while bodies like the Institute of
Municipal Finance Officers & Municipal Engineers have little influence over appointments to critical
positions
Result has been a reduction in the number of professionals available to the State whilst the wage
bill continues to rise
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Overview of literature & models


Selected Public Service Commission reports (since 2014) calls for:


Accountability transparency, depoliticising executive appointments, professionalisation & fixing public
procurement (April 2018)



Fixing political administrative interface, manage processes to discipline DGs (August 2018)



Fix PMDS system, Recruitment & Selection processes (2018); Retention, Career Pathing & Utilization
of SMS (2017); improve Effectiveness of Palama (now NSG) to train (2014)



Building a capable, career-oriented & professional Public Service (2016)



White Paper on Transforming Public Service Delivery (1997) - blueprint for improving &
transforming public administration



1998 Presidential Review Commission in 1998 identified need to attract, develop & retain
capable managers into public administration



May 2000 DPSA study into senior management & professional echelons of public
administration: ‘SMS effectiveness impacts on the overall ability of public administration
to deliver on its mandate’



NDP (2012) Chapter 13: “Building a Capable State”



Take critical actions “to build a capable, ethical & developmental state & place our
economy on the path to recovery” (SoNA, 2020)
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Meaning of professionalisation
 Professionalism = attitudes & behaviour towards serving the public: live the values
of the Constitution, Batho Pele & public administration Charter (serve people with empathy)
 Professionalising = having qualified people who know what they are doing & are
fully equipped to perform their jobs with diligence: entails continuous development
(like all crew members return to the simulator regularly to sharpen know how. Ensure
proper orientation in practical appointments in the public sector
 Create professional categories in public administration: like health workers must be
recognised by HPCSA (their trade & conduct is regulated). Expand this requirement to other
functional areas like legal services, finance, HR, project management
 Professionalising = stricter entry criteria (use meritocracy to attract/retain best performers
in the public sector (introduce pre-entry exams & compulsory integrity tests across levels)
 Professionalising = public service that is non-partisan: autonomous bureaucracy that
give honest & rigorous advise, diligently plan, budget & executes on the mandate
 Professionalising = stabilizing executive leadership by working towards a
Permanent Secretariat dispensation for HoDs & exiting non-performers also implement the
revolving door policy & make secondment policy more flexible) & involving the PSC or their
nominated experts in the interviews of DDGs & DGs
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Approach of this Framework


There has been a sampling of relevant literature on professionalisation of the public service
and a need for robust engagement with scholars and stakeholders on how the State can
professionalise the public service. This should culminate in policy or legislative changes to
institutionalise professionalisation



There has to be a clear implementation framework and plan that recognises the complexity of the
public service given that some professions are regulated through established bodies, e.g. Law,
Education, most of the health related areas such as Medicine, Nursing, Pharmacy, Finance, Engineering



There are other areas that are not regulated by external structures/ bodies



One aspect is to profile the different categories of professions and their existing modes of
external regulation or non-regulation and to explore whether the State should establish a
professional body, especially governing members of the senior management service
(SMS)



All those on occupational specific dispensation (OSD) should be compelled to register/belong to
professional organisations given that the OSD was created to recognise different types of specialists and
the need to remunerate them in manner that is comparable with their counterparts in other sectors

8

Learn Serve Grow

Backdrop


The Diagnostic Overview (2011) outlined the need to improve skills of public servants – but also the
following:


The erosion of the role of the State in producing skilled professionals (e.g. closure of
teacher and nursing colleges)



The erosion also applies to the training of engineers, planners and artisans. Past practices of
engaging professional institutes in the training, selection and development of senior
managers have diminished, while bodies like the Institute of Municipal Finance Officers and
Municipal Engineers have little influence over appointments to critical positions



The result has been a reduction in the number of professionals available to the State, and
a looming crisis in the generational reproduction of professional expertise as the ageing cohorts
continue to leave the system



It may be argued that in the 26 years later, there has not been decisive interventions to
professionalisation the public service – there is a greater fixation on compliance whilst neglecting to
determine how compliance impacts on matters of professionalisation and performance



There is an acknowledgement that significant amounts of work (NDP, reports, documents, roundtable
discussions, etc.) has been undertaken to problematise capacity challenges; this work builds on the
existing range of analysis and important findings
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Backdrop
Concurrent interventions required


Some of the proposed interventions to professionalise the public service will require parallel
executive, legislative, and/or regulatory interventions. These include:


Legislative reforms to amend both the Public Service Act and the Public
Administration Management Act driven by the DPSA. These reforms also form part of
building a single public service



A number of public service regulations and directives are currently being assessed to
ascertain their fitness for purpose in order to professionalise the public service



The MPSA is also driving the process through the executive that is working on the
establishment of the Head of the Public Service and the tenure of DGs and/or
HoDs at national and provincial government

10

Learn Serve Grow

Professionalisation: International Comparison
Other Examples


Most countries (for example Australia, Botswana, Rwanda, South Africa, UK and USA) do not
have general exams like China, India, South Korea



France: civil servants generally recruited through competitive exams (specific qualifications,
professional experience and age; and internal exams reserved for certain positions)



South Africa: specific requirements linked with posts, and recent implementation of an online
Pre-entry course for SMS positions (Nyukela) open to all, must be completed.
Prospective senior managers to successfully complete competency test additional to interviews –
contrast no competency tests for posts below SMS



Countries apply different approaches: could require a combination of interviews and
competency tests as part of recruitment processes



Although countries might not have compulsory general public administration tests/exams, they
have in-service capacity building/training linked with probationary periods and overall
performance management
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Fundamental Aspects of Professionalisation


Professionalising means changing attitudes and behaviour towards serving the public. This is a values
aspect which is about observing and serving in accordance with the Constitution, Batho Pele and the Public
Service Charter



Professionalising means having qualified people who know what they are doing and are fully equipped to
perform their jobs with diligence



Importantly, this requires the creation of professional categories in the public service, just like health workers
must be recognised as and belong to professional bodies (their trade is regulated), we need to expand this
and cover as most of the public service as possible especially in senior management



Professionalising means having a public service that is non partisan. It must be depoliticised. In other
words, departments must be insulated from the politics - the mandate of the bureaucracy is to loyally
and diligently implement the political mandate, but not to be political actors themselves



To achieve this requires few decisive reforms including extending the tenure of HoDs (work towards the
Permanent Secretary dispensation), creating the Head of the Public Service (the DG in the Presidency as envisaged in the NDP), implementing occupation specific competency assessments (not just generic
competency assessment currently in use), rotation of HoDs every 7 years (also implement the revolving
door policy and make secondment policy more flexible) and involving the PSC or their nominated
experts in the interviews of DDGs and DGs.

12

Learn Serve Grow

Fundamental Aspects of Professionalisation
Example:

Person X appointed as a Director for Legal Services.
Professionalism
(Individual)

Professionalism as an individual – subscribing to
Batho Pele, Code of Conduct, Public Service Charter
– how person X behaves as a public servant, serves
the citizen, exudes the values and ethos
Professionalisation by the employer (State) – value
chain issues – how person X is recruited, inducted,
performance managed, capacitated, career
incidents

Profession (Discipline)

Professionalisation
(Sector)

Profession as a discipline – how person X is
registered with the Bar Council and subscribes to
the professional registration
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1. Professionalism – the public servant
1.

Public values and ethics should be introduced as part of school and tertiary curriculum
to build a cohort of citizens and public servants who are ethical and values driven. Similarly,
the public must be included in ethics awareness programmes and in the promotion of the
constitutional values and principles

2.

The Constitutional Values and Principles must be embedded in the pre-employment
training and development of all aspiring public servants and public
representatives to ensure a level of professionalism that is consistent with the
Constitution, including integrity tests
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2. Professionalisation – the State as employer
1.

Promotions into leadership positions in the Public Service should be grounded on
principles of technical competence (qualifications plus proven effective experience),
integrity, responsibility, accountability, transparency and commitment to the eradication of
poverty, unemployment and inequality. Therefore, recruitment and selection instruments
should be broadened to address the different elements of professionalism

2.

Ethical standards must be effectively communicated to employees and employees must
undergo continuous training on ethical issues that confront their departments and
professions. Ethics training is necessary to integrate ethical decision-making into the
organisational culture and to reinforce ethical choices and accountability

3.

The Code of Conduct should be supported with a framework to deal with corrective
action because if unprofessional conduct is not sanctioned or punished, it gets elevated to a
position of acceptable/ tolerable behaviour and this gets repeated because of such indirect
reinforcement. Therefore, consequence management is important to deter unethical
conduct and other forms of unprofessional conduct
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2. Professionalisation – the State as employer
4.

There is sufficient references to professionalisation and professionalism to support this framework.
However, we must delve deeper into other pieces of legislation that cover SOEs and organs
of State to establish references or requirements for professionalisation

5.

Based on the current guidelines and directives, we should start this work focusing on
professionalising the Senior Management Service (SMS) before embarking on levels lower –
supported by chapter 5 of PSR, SMS Handbook, Directive on SMS Capacity Development, SMS Pre-entry

6.

Competency assessment has been introduced for members of the SMS. However, the competency
framework contains generic management competencies and does not test candidates against the
functional or task requirements of the job – review of competency tools

7.

Whilst there is a handbook for the appointment of persons to boards of State controlled institutions or
State-Owned-Enterprises (17 September 2008), more work needs to be done within the SOE space –
engagements with Public Enterprises & SOE oversight functions is critical

8.

Public Service occupations should be mapped/catalogued in order to identify the well
established and emerging professions that exist in the Public Service as well as the levels and benefits of
external professionalisation linkages. The existing ‘salary’ classification system (SMS, MMS,
OSD and etc.) is not effective for the purpose of professionalising the Public Service
occupations
16
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2. Professionalisation – the State as employer

Pre-entry,
Recruitment
& Selection

Induction
and
Onboarding

Planning &
Performance
Management

17

Continuing
Learning and
Professional
Development

Career
Progression
and Career
Incidents
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Pillar 1: Pre-entry, Recruitment & Selection


This foremost pillar has to be influenced by pre-service education and training
(PRESET) provided by higher education institutions (HEIs) or other recognised
institutions. It is also supported by pre-public service entry training, test or exam
(section 4 of the Public Service Act – mandated to NSG)



The NSG rollout of the Nyukela Pre-entry into SMS programme is being successfully rolled
out and serves as part of the professionalisation of the SMS. This is also applicable to
serving SMS



Government set minimum competency requirements (SMS & MMS in national and
provincial government, MMs and managers in municipalities)



DPSA Directive (2011) provides for existing SMS to be subjected to competency
assessments for purposes of identifying skills / developmental gaps and be
incorporated into personal development plans
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Pillar 1: Recruitment & Selection


There is a need for review of recruitment and selection policies and procedures to change
the game towards a more meritocratic public administration. Such review must focus
on issues such as:


Consideration of other forms of recruitment beyond advertising (e.g. processes to recruit
persons with disabilities can be done through headhunting)



Use of external experts (from any sector) in screening and interviews for positions,
particularly technical and specialist positions



Determine the role of the PSC in interviews for top management



Define a clear policy on succession planning in public administration



The implementation of the Graduate Recruitment Programme and the Internship
Programme for entry level positions



The Internship Programme needs to be ramped up - currently interns are in the system for 2
years and are released. We need to find a way of harnessing their skills and create a link
to employing them where there are vacancies
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Pillar 2: Induction and Onboarding


Induction into the Public Service must take place same time with Workplace Orientation. It is
important that employees undergo a workplace orientation to better understand the workplace and
dynamics through the onboarding process



The current experience of being inducted months or years after appointments do not add value. Whilst
the Compulsory Induction Programme (CIP) and Executive Induction Programme (EIP) remain key
programmes towards professionalisation, the reality is the time lag from appointment to CIP/EIP
registration to CIP/EIP completion is long. There needs to be faster workplace orientation



Perhaps there is a need for an immediate commencement of CIP/EIP even before taking up a
public administration position (e.g. induction models of China and India). Alternatively, there may
also be a need for mentorship programmes (especially SMS, specialist and technical
positions) in the first six months of appointment



An alternate option could be that Induction curriculum should be covered as part of the preappointment/ promotion training programmes. This could be availed online and a directive be
made that prospective public servants need to complete this prior to applying in the public service similar to the Nyukela programme.



There is also a need for occupational specific knowledge sharing (e.g. engineers in government
sharing knowledge amongst each other/ a “community of practice”)
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Pillar 3: Planning & Performance Management


The third pillar of the value chain builds on induction and onboarding towards an effective
performance management system



Key aspects of professionalisation must be emphasised in the performance management
and appraisal systems, including performance standards and assessment
instruments for different categories of employees



Performance management can also be aligned with professional bodies/ associations
registration



The performance management system must also create space for innovation and risk
taking
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Pillar 4: Continuing Learning and Professional Development


Pillar four of the value chain builds on towards continuing learning and professional development



In this aspect of professionalisation, we use the analogy of the “pilot returning to the
simulator” - cross referenced with the DPSA directive for SMS to be periodically assessed against
the SMS competency framework



We have to make a determination for a certain category of employees (including SMS, specialist,
technical and some key functions of SCM, HR, Finance, and Planning) to be professionalised
and certified with professional bodies. For example, an engineer may be qualified in her/his
field but not professionalised through the Engineering Council to be able to certify or sign off
projects. We must change this in public administration



Considering the PSC recommendations, the NSG must determine the appropriate training and
learning pathways to assist in the professionalisation of these categories of employees



Consider a continuous professional development (CPD) points system and further studies



Legislation (and the Public Service Charter) is clear that public servants must avail
themselves for training, and this must be compelled as far as possible
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Professional Development Linked to Service Delivery

Excellence
Leadership
development
Relevance
Continuing
professional
development

Functional
Management
and skills
development

Service Delivery
Performance
Doing what needs
to be done to
ensure delivery

Readiness
Induction and
onboarding

Development within the public service and for the public service
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Pillar 5: Career Progression and Career Incidents




The State must address the meritocratic public administration in a democratic public administration.
The MTSF (2019-2024) determines a professional, meritocratic and ethical public
administration that has to develop professional capabilities in the following areas:


Knowledge and skills;



Financial management;



Governance and accountability;



Infrastructure/facilities and equipment;



Operational (business process and practice);



ICT



Project Management, etc.

The Revolving Door Policy (2008) provides for the movement of SMS between private sector,
academia and the public sector to provide with “fresh, current and inspirational learning and
innovative ideas”. The enablers of the Revolving Door relationships are:


Secondment of an SMS/HOD to academic or other institution



Secondment of candidates from academia or other institutions to public service



Granting of sabbatical leave to SMS/ HoD (and other levels of employees in the form of special leave,
e.g. legally trained people who want to be admitted as attorneys/advocates)
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3. Profession (Discipline)
Characteristics of professional communities


Voluntary networks and forums
These are usually fluid communities formed around common projects and interests, with
shared convenor or facilitator roles, e.g. mentorship circles, research and innovation forums,
and peer review networks



Formal bodies
Formally regulated communities take the form of registered associations or professional
bodies, e.g. Psychological Society of South Africa (PsySSA), South African Council for
Educators (SACE), South African Communications Association (SACOMM), Association of
Chartered Certified Accountants (ACCA)
They generally have the following features: established code of conduct / ethics;
membership and affiliation fee; influence curriculum in a specific discipline / professional
field; set board exams; issue professional licences; set requirements and procedures for
continuing professional development; make sanction decisions; host annual conferences;
host a recognised journal; possess a board
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3. Profession (Discipline)


There will be a need to identify the professional communities that are operating within
the various disciplines to collaborate with government departments and institutions of
higher learning



Among others, such professional communities will include:


South African Institute of Chartered Accountants (SAICA)



Engineering Council (engineers and project management)



Bar Council



Institute of Public Finance and Auditing



Various associations of Public Administration and Management



Public Relations Institute of South Africa



Institute of Directors
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3. Profession (Discipline)




In the short term (2021-22), the State should aim to strengthen its capacity and
professionalise key functions in:


Supply Chain Management



Financial Management



Human Resource Management & Development



ICT



Risk Management & Business Continuity



Organisational Planning and Performance Management



Engineering and Project Management



Corporate Governance/SoE Oversight Officials (be IoD Certificated)

Over the medium term (2023-2025), the State should determine the core competencies
and professionalisation standards in specialist and technical skills necessary for the
economic and social sectors (PSC Report)
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3. Profession (Discipline)
Professional communities for public administration


As there are many types of services rendered in public administration (three spheres of
government, public enterprises, and organs of State), also many disciplines, professions,
semi-professions and networks upon which public servants draw for professionalisation and
expertise.



A Professional Association for the SMS (DPSA Discussion Paper) was mooted just after
the SMS was established, in 2001, to advance the following, among others:






Provide a collective identity for the senior managers
Serve as a forum for senior managers to share ideas and good practices, and facilitate the
intellectual debate that needs to take place from time to time
Standardise values of the senior management service
Serve as a centre that accredits individual senior managers’ learning/ qualification/ experience
levels as well as accrediting organisations/institutions
Possibly function on the same principle as the cluster system of government

The Discussion Paper added: “The establishment of a professional association must be done with
great caution to prevent misguided efforts and to ensure that its existence is justified and that it
serves the right purpose…”
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Some key proposals


PSC Panel of Experts to support interview panels set up by Ministers/Premiers/MECs for all
Accounting Officers & DDGs posts



Add Occupational Suitability Criteria (fit for purpose test) to the Competency Assessment of SMS



Pilot Integrity Tests for SMS and for all other levels by adapting & improving on tools used by the
SAPS & SSA



Pilot Online Entrance Exams similar to Nyukela (SMS pre-entry exam) for Assistant Directors &
Deputy Directors



Initiate compacts (with implementation modalities & timelines) with professional bodies outlining
processes towards professionalising engineers, lawyers, project managers, HR, Comms. &
Finance Officials



Extend tenure of HoDs from 5-7 years on a case by case basis (on anniversary of the contract &
subject to rigorous performance reviews) & apply rotation principle after 2 terms in a department
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What we seek from public consultations


Why we need professionalisation in the public service and what effect it will have on State
performance in terms of execution diligence



What must happen in the different areas of the public service to enable professionalisation



Which aspects of professionalisation will be necessary for recruitment (e.g. pre-entry exams and
tests) and career management of public servants and public representatives



What policy and legislative reforms (e.g. occupational specific dispensation) that may be
necessary to professionalise the public service



What opportunities will professionalisation provide to public servants in terms of their lifelong
learning, continuous development and recognition of prior learning



How the professionalisation framework can influence further & higher education curriculum and
how must higher education sector adjust



What kinds of partnerships may be formed with professional bodies and association in furtherance
of professionalisation, development, accountability and consequence management
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Thank you

Send further written inputs to professionalisation@thensg.gov.za

31

Learn Serve Grow

