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ABSTRACT

South Africa entered a totally new era with the advent of the democratic elec-
tions of April 1994. The effects were visible in the composition of the state, 
the departments as well as the diversification of service delivery to all inhabit-

ants irrespective of race, colour or creed. The invisible effects happened and are still 
happening inside the public institutions on all three spheres of government. These 
effects relate to the administrative and managerial practices that were devised to 
cope with the increased demand for quality services, but acknowledging the limited 
resources available. This review of the transformation after a decade of democratic 
government attempts to highlight and evaluate the successes and the challenges 
faced by public institutions within a new constitutional dispensation.

INTRODUCTION
he adoption of the interim Republic of South Africa Constitution Act, 1993 (Act 
200 of 1993), superseded by the current Constitution of the Republic of South 
Africa, 1996, placed the South African public service before its biggest challenges 

since unification in 1910. This is not only due to the fact that the first fully democratically 
elected Parliament has been established, but also as a result of the complex nature of the 
contemporary state that had to reconsider its new purpose and role in society. This has to 
be undertaken within the guidelines provided in the Constitution and the policy directives 
supplied by the Government of National Unity.

The rhetorical question on whether public service reform is a probability has to be 
considered within the framework of two ostensibly opposing forces. On the one hand any 
newly established government wishes to reform the public service in an effort to provide 
the most effective and efficient service to the society it serves. On the other hand an 
existing public service wishes to ensure that every action could be accounted for accord-
ing to the time tested principles and practices of public administration and management. 
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ArticleThe aspirations of government and the requirements to realize it, are quite clear from the 
following quote of ES Savas

The word government is derived from the Greek word meaning steer. 
Government should steer the boat. Its task is not to row the boat. 
Delivering services is rowing and Government is not very good at rowing 
(Quoted by Osborne and Gaebler, 1992: 25)

The public service will be required to make a paradigm shift to meet the demands of a 
society clamouring for visible change in their quality of life. Failure to demonstrate that 
constitutional reform has resulted in the improvement of services, could have a devasta-
ting effect on the economic, political and social future of South Africa. Therefore, it is 
imperative to consider what is required to attain public service reform and also to inves-
tigate what factors could inhibit reform. These issues will be discussed by considering the 
experiences of various African countries and relating them to the South Africa to indicate 
the continent’s interrelatedness.

 GEOGRAPHICAL SETTING
or decades South Africa considered itself to be part of the so-called first world with 
strong European connections. This may be partly due to historical links with the 
colonial powers and the Westminster system of government adopted by the former 

colonies, which later formed the Union of South Africa. It slowly dawned that Cecil John 
Rhodes’ dictum “Your hinterland lies yonder” i.e. the rest of Africa, may have been more 
appropriate than originally acknowledged by South African statesmen.

Considering South Africa’s geographical location, human resource composition, 
climate and even political and social characteristics, it is indeed part of Africa. This is 
acknowledged in the Reconstruction and Development Programme stating that South 
Africa’s neighbours have to be taken into consideration in its development of the economy 
(RDP, 1994:11). The transition to a fully democratized state should, therefore, be con-
sidered within an African context, although a number of peculiar characteristics, which 
distinguishes the present Republic of South Africa from many of its African neighbours, 
have to be taken into consideration.

Many African countries gained their independence from Great Britain while a smaller 
number were under e.g. French, Dutch, German and Belgian rule. After independence 
each country had to develop its own custom-made political and administrative structures 
to meet the demands of their respective communities. However, it should be emphasized 
that many countries suffered from internecine civil war, interrupted public services after 
independence and a partial(or total) collapse of structured governmental institutions. It 
is, therefore, justified to determine whether other African countries developed distinc-
tive administrative structures after independence (Jones, 1988:481). Should it be found 
that the reform did not result in efficient and effective administrative structures, the 
reasons would have to be carefully considered in order to learn from their respective 
transitional experiences.
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The unique characteristics of each African state may make it impossible to identify 
an African approach to public administration in general. This possibility is borne out 
by Ahiazu’s argument that “(i)t’s becoming increasingly widely accepted among social 
scientists, especially managerial and organization theorists, that patterns of management 
and employee behavior at the workplace are largely culture bound” (quoted in Jones, 
1988:482). This issue is highlighted in the Commission for Africa’s Report entitled: Our 
Common Interest with the statement that culture is more than religion, literature and 
music, but is about shared patterns of identity, symbolic meaning, aspiration and about the 
relationships between individuals and groups within that society (Commission for Africa, 
2005. 114). The Report also contends that the clash in contemporary Africa is not between 
tradition and modernity, but between different paths and conceptions of modernity. (Ibid., 
117). Therefore, it could be argued that culture could be critical of what it had inherited 
and could result in internal conflict within a community. Thus not all aspects of culture 
are necessarily positive (loc. cit.). In Africa, the traditional systems that existed prior to 
colonialism were not static. It evolved over long periods of time and ultimately may even 
have revealed some characteristics of more contemporary systems such as land ownership 
and legal systems. This is to be expected if it is borne in mind that Africa is home to 700 
to 800 million people in 50 states. The importance of culture has also been acknowledged 
by the African Union and in the NEPAD initiative. Therefore, in considering the transfor-
mation of the South African public service and the administrative and managerial systems 
culture should be taken into account as the current practices have historical, political and 
cultural antecedents.

Most African countries had to contend with the problem of deeply divided com-
munities, which had to be united after independence. Most African leaders, therefore, 
embarked on nation building as a first priority, which resulted in less emphasis on demo-
cratic ideals (Jones and Blunt, 1993:1753). A second characteristic of African countries, 
identified by Jones and Blunt, is that control is usually emphasized rather than output or 
performance (1993:1753). A third characteristic of African countries after independence is 
the tendency to overstaffing, but with a distrust of professionals in the public service (Jones 
& Blunt, 1993:1753). These issues have to be borne in mind to determine to what extent 
these experiences could have an impact on the South African public service. Particular 
attention will be paid to the dif ferent issues that could have an influence on the reform 
of the existing South African public service on all three spheres of government. This is 
indeed obvious in municipalities where lack of service delivery is often attributed to lack 
of professional personnel to develop and maintain infrastructure. 

CONTEMPORARY CHALLENGES
frican countries rely heavily on agriculture, but is prone to the whims of nature and 
the occurrence of lengthy droughts. The continent is experiencing environmental 
degradation such as deforestation, desertification, declining soil productivity, loss 

of biodiversity and the depletion of fresh water. (Commission for Africa, 2005.104). These 
characteristics have a decisive influence on the development of African countries and 
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their policies. Irrespective of the geographical location of the Republic of South Africa in 
Africa, it also reveals the characteristics of any contemporary state. Thus it has to perform 
a variety of complex functions while operating in rapidly changing environments. Their 
responsibility to transform and to improve the quantity and quality of public services 
determined by the customers who want high quality and a choice of services (Osborne 
& Gaebler, 1992:16).

Efforts regarding reform should be aimed at ensuring that complex services are ren-
dered more efficiently, but without neglecting the need to honour democratic principles. 
However, the apparent inability to transform is often not due to an unwillingness to change 
but rather due to the very nature of government. Even John Maynard Keynes noted that 
the difficulty does not lie so much in developing new ideas as in escaping from old ones 
(quoted in Osborne and Gaebler, 1992:23).

The Republic of South Africa has been struggling with the dilemma of break-
ing the bonds with the past through a new Constitution and a new Government. 
Simultaneously it has to meet the demands of contemporary society as is the case with 
any stable and well-established democratic state with well developed infrastructure and 
a diversified economy.

TRANSFORM OR REFORM
ransform means a change in form, in outward appearance, in character and in 
disposition (Concise Oxford Dictionary). Briefly stated, reform refers to the process 
or procedure of becoming better by removing or abandoning imperfections, faults 

or errors. Should this be related to constitutional and public service in South Africa after 
the democratic elections of 1994, it could be argued that the total system of government 
and administration had been transformed, not merely reformed. Firstly the composition 
of the state has been transformed into one sovereign state (Section 1, Constitution of the 
Republic of South Africa 1996 ). This significant transformation from a fragmented apart-
heid based state consisting of four so-called independent states and six self-governing 
areas into the current unitary type of state requires that particular attention be devoted to 
inter alia policy making processes, organizational structures, human resource matters as 
well as managerial issues. Perhaps one of the most important matters to be considered, 
is the need for an ethical change towards governmental, ad ministrative and managerial 
matters to ensure that all services are provided to promote the welfare of all communities 
in the South African society.

It could be argued that institutional and procedural changes could be deve loped and 
implemented with relative ease as a basic administrative infrastructure existed prior to 
1994. However, the former system was fraught with inconsistencies. The result was that 
the policies contained in inter alia labour legislation and other policy statements could, 
in many cases, not be used as reference points of new policies and practices. At the root 
of reform and transformation are the requirements for acknowledgement of the rights as 
contained in the constitutional Bill of Rights. To achieve this major change, was particu-
larly difficult for some officials from the previous dispensation as a new value system had 
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to be developed and adhered to. The new entrants had to learn that the public service 
exists for the benefit of society and not for the sake of family members and friends. Thus, 
transformation was not only required in the composition of public institutions, but also in 
the values underlying the administrative and managerial practices. 

No magic formula is available to obtain effective transformation from one system to 
another. No simple technological advancement would guarantee success. Jones and Blunt 
argue that “(m)any organizational efforts fail be cause their effect on the human subsystem 
are not properly managed “(Jones & Blunt, 1993:1742). This may be one of the reasons 
why Mutahaba et al.. came to the conclusion, after investigating various African countries, 
that they still revealed the same problems they inherited at independence (1993:8). In 
some cases the public services were even weaker than the colonial structures that existed 
prior to independence.

South Africa was not required to change from a pure colonial system to a post-
 independent state. It was, however, required to change from a frag mented, apartheid 
based, system to a fully democratized and re-integrated state. No less than eleven public 
services have to be re-integrated meaning that individuals and public services, which had 
developed their own public sec tor values, had to be reformed. 

One of the dangers of reform is that it is often undertaken as a matter of great urgency. 
This could imply that insufficient research is done on goals, resources and organizational 
structures. Furthermore, Mutahaba et al.. also found that few African countries reorien-
tated their administrative systems after independence to accommodate their cultural 
proclivities. It was sim ply accepted that the cultural proclivities would adjust to meet the 
demands of the reformed administration (1993:13). Clearly this approach will not neces-
sarily result in effective and sustainable administrative and managerial reform. A new 
system does occur in a once-for-all change to achieve a predefined model. It is a continu-
ous developmental process of building new capacities to meet new challenges (Metcalf: 
Opening address, 1991:19).

Transformation could be considered as a once-off phenomenon, whereas reform 
should be a continuous process, the latter also has a starting point but continues as long 
as a need for change continues. One such starting point could be to establish whether the 
locus or the focus of the public administration should receive attention (Henry, 1975:7). 
This for example could imply determining in this particular case what the focus of public 
administration and management should be. This becomes increasingly important as soci-
ety is demanding a wider range of public services and more access to decision making 
processes. Les Metcalf argues in this regard that as the dividing lines between the private 
and the public sectors have become rather blurred, the locus of the public sector or in 
particular public administration as a starting point for reform may be ineffective (1991:20). 
However, using the focus as the point of depar ture for reform, makes it possible to diag-
nose administrative and manageri al deficiencies and to develop alternative solutions to 
deal with the various matters in a restructured constitutional dispensation.

It is obvious that an effective and efficient administrative system for the Republic of 
South Africa should have commenced with a transformation of the previous system, rather 
than only reforming administrative and managerial practices. (cf. Metcalf, 1991:24). This 
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approach followed by the democratic government that assumed power in April 1994 was 
aimed at increasing the capacity of the pub lic service to deal with the increased demand 
for non-discriminatory service rendering to all members of society. It actually implied 
entering a learning curve enabling the public sector to adapt to continuous changing 
circumstances. Bums ar gues in this regard that administrative reform has a logic of its 
own (Burns, 1994:251). This logic may not always be administratively arguable, political 
considerations and societal values may be the decisive factors.

Considering the abovementioned arguments it could be stated that the South African 
system of public administration and management were indeed required to transform. The 
newly established public sector on all three spheres of government had to adopt a new 
form, accept new responsibilities and had to adhere to a new democratic dispensation 
(based on equality and accountability).

ORGANIZATIONAL FEATURES
he public sector reflects a particular aspect of society’s cultural characteristics. 
Whorton and Worthley (1981:358) however, maintain that the public sector 
reveals a paradox, requiring on the one hand structures to be responsive to the 

high ideals and aspirations required of the public sector through innovative actions. On 
the other hand, representing a more nega tive force, is the usual requirement of account-
ability, reporting and limited powers of the executive institutions. The Public Service 
Commission, in its State of the Public Service Report, 2005 (30) clearly highlights this 
latter requirement by stating that “The key challenge for the public service posed by the 
pursuit of this principle (that public administration must be accountable) is ensuring clear 
knowledge of who is responsible for what at any stage of policy formulation, implementa-
tion and execution and where the buck stops”.

In organizational settings, the positive force emanates from the political office bearers. In 
the case of South Africa these would be mainly political office bearers of the Govern ment 
on all three spheres of government. The administrative and managerial actions have to be 
aimed at achieving the goals as contained in all policy documents such as legislation, white 
papers and ministerial speeches through a public service “capable of and committed to the 
implementation of the policies of the government and the delivery of basic goods and ser-
vices” (RDP, 1994:126). The actions required, should be implemented as without delay to 
illustrate that the Government can indeed satisfy the needs of society by eradicating back-
logs in services and improving the quality of life of historically disadvantaged communities. 
This possible delay in proving implementation of policies could be one of the major reasons 
for the unrest in many municipalities during the last quarter of 2005. It appears as though 
frustration may be fuelling some civic associations to take to the streets to voice their inter-
pretation of the the reasons for the lack of progress in the provision of basic services.

Simultaneously the public service has to comply with the spirit of the Constitution of 
the Republic of South Africa, 1996 by inter alia ensuring that

• maladministration, abuse or unjustifiable exercise of power or unfair, capricious, dis-
courteous or other improper conduct do not occurs
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• no undue delay by a person performing a public function or improper or dishonest act, 
or omission or corruption with respect to public money could be identified

• fundamental rights are honoured in all public sector policies and actions
• public accountability is maintained in all decisions and actions by political office bear-

ers and appointed officials

The public sector's organizational units have to perform satisfactorily during a period of 
rapid and intensive transformation. Inability to meet the demands of the reformed South 
Afri ca, would probably damage the image of the public sector as the provider of serv ices. 
This in turn would put Government in an invidious position. The ANC alliance govern-
ment has been elected to change South Africa in the political, economic and social areas. 
However, it has to rely on a public service operating in a transparent manner and able to 
justi fy each decision, process, action and result. This required the introduction and the 
maintenance of an administrative system that is responsive to societal needs. This require-
ment in turn demands the public service to be developmental oriented as is considered 
to be one of the challenges facing the public service after a decade of democratic govern-
ment (Public Service Commission, 2005. 19)

Efforts to transform organizational structures to meet the demands of a reformed 
constitutional dispensation, had to heed the complexities of the public sector. Western 
styled structures developed under Western cultures have different roots than those accept-
able in African countries. In this regard the remark by Schein (quoted in Jones & Blunt, 
1993:1736) that "cultures, once in place, is an inherent ly conservative force" strengthens 
the view that organizational cultures are difficult to change. This argument is borne out by 
the Commission for Africa in their report entitled Our Common Interest (2005. 123) with 
the statement that a real danger could develop if there is a lack of attention to culture in 
policy-making alongside other cultural shocks such as HIV and AIDS This situation clearly 
indicates the need to infuse new approaches into organizational structures to facilitate the 
development of a new public sector cul ture that accommodates the diverse cultures within 
South Africa.. Organizational change involves, therefore, more complicated processes 
than a mere restructuring of posts and renaming of government departments.

An organizational structure is a particular form of life. If it is to change, its genes have 
to be rearranged to reveal different characteristics. This truly is, as is the case in the bio-
logical sciences, an extremely complex process. In the case of the social sciences, such as 
Public Administration, the involvement of human beings exacerbates the complexities.

Too rapid change of organizational structures could result in culture shock. This would 
result in structures not able to accommodate the new demands. It must be emphasized 
that individuals within organizations are often subject to societal pres sures, traditions 
and outlook on life in general. This appears to apply particularly to African countries. 
Montgomery (quoted in Jones & Blunt, 1993:1751) even re marks that African administra-
tions are the most difficult setting to be found and are “very resistant to change”. South 
Africa is no exception to the rule. Even after ten years of democratic government it still 
appears as though some public institutions still act in a bureaucratic manner. This may 
even be a reason for the non delivery of essential services.
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HUMAN RESOURCES 
very government, on assuming office, usually states that it would strive towards 
a smaller more effective public service. This, however, seldom happens as 
Mascarenhas argues that any nation’s public service reflects its historical evolu-

tion (1993:321). Namibia as a case in point, is plagued by a proliferation of activities, 
overlapping, duplication of activities as well as poor co-ordination. (Commonwealth 
Fund, 1992:9). In a similar manner, Mutahaba et al. found that many African coun-
tries experienced an increase in their public services after independence, the annual 
growth rate of 5 % exceeded the growth in the GDP and GDP per capita. In the 
period 1975 to 1983 the Ghanaian and Nigerian public services increased by 15 % 
per annum while the Malawian public service increased by 7,9 % during the same 
period. Namibia’s public service increased from 46 000 in 1988 to 54 000 in 1991 
(United Nations, 1991:3). The size of the Public Service in South Africa after democ-
ratization is difficult to compare to the size before 1994 due to the development of 
agencies which operate in the public sector and whose employees are not identified as 
public servants. The development of public-private partnerships has also contributed 
to the decrease in the number of public servants, but still involves services rendered 
indirectly by the public sector and which implies remuneration for which the public 
sector partly accepts responsibility.

Researchers offer various possible explanations for this increase in the pub lic service. 
The Rationalisation Review Committee, appointed to investigate the Namibian public serv-
ice after independence, related the increase to in efficiency and dysfunctional perform-
ance, which is directly related to fruit less expenditure (1992:1). In some countries com-
mittees investigating the public service, found it impossible to establish the exact number 
of public servants employed in the public sector. In the case of Namibia the Office of the 
Prime Minister spent 18 months to complete this exercise, but even then proposed a physi-
cal head count in an effort to eradicate so-called ghosts from the payroll (Rationalisation 
Review Committee, 1992:21). In South Africa the inability to provide public services is 
often attributed to lack of capacity and the high incidence of vacant posts that cannot 
be filled in especially the professional careers. The Commission for Africa reiterates this 
phenomenon as typical of African countries (2005. 130)

During an investigation into developments in various Western African countries after 
independence, Harris (1965:312) found that the newly elected governments were assisted 
by managerial staff who were not only insufficient to deal with public sector matters, but 
were also ill-prepared for the new demands facing the public sector. As a result govern-
ments were not able to effectively manage the reform process, or its resources or to obtain 
well-researched and scien tifically based policy advice.

One of the crucial requirements in any state during a period of transforma tion is adapt-
ability. Its public servants in the managerial echelons should be particularly adaptive to 
manage during a period of uncertainty. The managers should, therefore, be innovative and 
able to meet the increasing demands of the liberated society. Public servants, especially 
in the managerial echelons, should thus combine the need for visionary actions with the 
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principles un derlying public administration Even in the case of South Africa ten years into 
democracy does not imply that uncertainty has abated. Ten years in the life of a public 
sector is relatively short and new demands are continuously encountered e.g. the demands 
by the Treatment Action Campaign (TAC) for the provision of antiretroviral dugs for HIV/
AIDS patients in spite of the high financial implications for the state or the demand for 
improved municipal service delivery in spite of the continued practice non-payment of 
municipal accounts by some ratepayers.

Harris found that in the case of five English speaking African countries and nine French 
speaking African countries, the public servants tended to expand their roles considerably 
after independence (Harris, 1965: 308). In one party states however, the policy advice of 
public servants decreased dramatically. Thus politicians acted without the support of the 
officials. The situation even led to clashes between politicians and officials in the manage-
rial echelons which, were detrimental to effectiveness and efficiency (Harris, 1965:309). 
The apparent reluctance of the politicians to obtain advice from the appointed public 
servants is partly ascribed to underdeveloped capacities for policy formulation (Mutahaba, 
et al. 1991:25). However, it appears to be the case that politicians and their senior policy 
advisors- the heads of department – sometimes clash on policy issues due to political dif-
ferences as happened in the Department of Home Affairs under a former Minister and his 
Director-General .The situation is often aggravated by an increase in activities undertaken 
by new governments, thus spreading the policy advice ca pacities even thinner (Mutahaba, 
et al. (1991:32).

Considering the limited examples quoted, it should be obvious that careful attention 
should be paid not only to the size of the public service required to manage and give effect 
to governmental policy directives. It is equally important to ensure that the managerial 
echelon retains or develops the ca pacity required to advise government on all the admin-
istrative and managerial implications of its policy proposals. The need for properly trained 
and experienced public managers cannot be overemphasized in this regard.

PERFORMANCE
earing in mind the nature and characteristics of the organizational struc tures, capa-
cities of the public service and the need for transformed service ren dering, the qual-
ity of the performance of the public sector in African coun tries require attention. A 

disturbing note was sounded by Adamolekun who found that in many African countries 
the standard of the public services declined so significantly that it hampered develop-
ment, especially as de velopmental policies were inadequately articulated or half-heart-
edly im plemented, or both (1983:174). Even in the Commission for Africa’s report the 
need for the improvement of service delivery has been highlighted as a primary require-
ment for Africa’s development (2005. 175)

It is a well-known fact that the public service is the vehicle to implement policy direc-
tives. African countries as well as other developing countries indicate that the capacity to 
bring policies to fruition is often lacking. The inability to improve its performance prevents 
such countries from realizing their goals. It is clear that the performance of the public sec-
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tor should receive urgent attention in any state after obtaining independence or aiming at 
achieving other democratic goals as was the case in South Africa after 1994.

Inability to perform satisfactorily can be ascribed to a number of reasons. Mutahaba 
et al. (1991:16) are of the opinion that the declining level of resources considerably con-
tributes to this state of affairs. He puts forward the follow ing arguments to explain the 
decline.

• Financial resources tend to decline as a result of escalating expendi ture following 
Government's commitment to development. This depresses the scale of economic 
activity, which in turn has an adverse effect on the tax base. Poorly managed tax 
administration, poor sys tems of tax collection and inadequate information lead to tax 
evasion compounding the problem.

• Human resources may appear to be adequate or even in oversupply in most African 
countries. Most countries, however, were unsuccess ful in obtaining the skilled human 
resources required for development. In many cases the level of productivity decreased 
and a "brain drain" to other sectors contributed to insufficient human resources avail-
able in the crucial transformation process.

• Inadequate or inappropriate administrative technological resources, partly due to out-
moded technology inherited by newly independent states also inhibited the efforts to 
improve the performance.

• Declining productivity resulted from the abovementioned negative factors.

The experience in South Africa after 1994 cannot be related directly to all the examples 
quoted above. In the first place there had indeed been a large increase in the revenue col-
lected internally by the South African Revenue Services. The amount collected annually in 
fact regularly exceeds the anticipated amount. The budget of expenditure annually shows 
a marginal shortfall. Thus, as far as state finance is concerned, South Africa did not follow 
the route of most of the other African countries. The human resource issue is definitely 
a matter of concern. Although there is no indication of a shortage of human resources, 
the indications are clear that there is a lack of capacity. This implies that the appointed 
officials may lack the administrative and managerial skills to implement government poli-
cies. This matter becomes of real importance if it is borne in mind that the South African 
Parliament passed some 700 pieces of legislation in the period 1994 to 2004. As these acts 
usually represent new policies it is obvious that highly qualified and skilled senior officials 
are required to manage the implementation of these policies. Unfortunately, this dies not 
seem to be the case as various cases are cited where lack of capacity (implying managerial 
capacity) are mentioned as the primary causes for lack of service delivery and mismanage-
ment. South African technology is of world class, but in some rural areas public officials 
do not have access to the Internet or even to ordinary computer facilities. In the latter 
case, technology needs to be improved. However, in relation to many African countries 
South Africa succeeds in keeping in pace with the Western world as far as technology is 
concerned. Productivity is an area of concern in South Africa. Government is currently 
devoting specific attention to the matter and Ministers and the President are engaging 
themselves in izimbizos (discussions with interest groups/ communities) on issues con-
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cerning the quality off service delivery. The possibility of low productivity as a reason for 
the lack of service delivery also receives attention. Thus, it seems as though Government 
is intent on improving the quality of public service delivery.

Performance is directly related to competence. In most countries the low level of 
competence has been ascribed to (Mutahaba, et al. 1991:2)

• insufficient preparation of the public service to cope with the new de mands of a newly 
elected government; and

• an increase in the role government wishes to play with a concomitant increased 
demand for competency.

It is often argued that the standard of measuring performance in the private and the public 
sectors should be similar. Osborne and Gaebler (1992:20) argue that performance in the 
public sector is mainly based on whether results please the politicians. The politicians in 
turn act or react to public opinion. Thus interest group opinion forms part of every equa-
tion that compares in put to output.

Democracy is at the heart of most contemporary states. This however, does not 
automatically foster high performance. Decisions may take long to be come apparent. 
Similarly, all executive actions have to be publicly justifia ble which may require more 
explicit processes and procedures. This does not justify inordinate delays in decision-mak-
ing or project implementation, but it sounds a warning that in spite of democracy, and the 
requirement for transparency and accountability, government should demand the highest 
pos sible level of performance. In this regard it should be mentioned that public account-
ability is one of the most important cornerstones of democracy. South Africa has number 
of constitutional institutions focusing on public accountability ( Chapter 9, Constitution of 
the Republic of South Africa, !996),e.g. the Public Protector, Human Rights Commission, 
Commission for Gender Equality, Auditor- General and the Independent Authority to 
Regulate Broadcasting. The experience concerning these institutions as well as those of 
other regulating bodies that have been established, suggest that they tend to guards their 
independence and that their rulings are mostly objective and without fear or favour.

TRAINING
n extensive description was provided to illustrate the nature and charac teristics of 
the public services in various countries after independence. The question now to be 
considered is: What has been done in South Africa? Is it possible for South Africa to 

escape the problems many other African countries experienced  after independence?
To find an answer to these questions, attention could be devoted to the role of training 

of public servants in particular. However, it should be stated emphatically that training is 
not a panacea. It cannot solve all the problems experienced in South Africa and other 
formerly colonised African states, but it could undoubtedly make a significant contribu-
tion towards satis fying the human resource requirements of a democratized government 
aiming its policies at improving the living conditions of all members of society in a non-
discriminatory manner.
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If it is accepted that training is an important component required to obtain an efficient 
and effective public service, capable of meeting the demands of society, attention has to 
be given to the contents, methods of and ap proaches to training programmes.

Various possibilities regarding the training needs of a non- discriminatory established pub-
lic service should be considered. One approach would be to emphasize the skills required by 
all public servants to deal with the new demands of the public service. This approach would 
ensure that all employees would be able to perform all the administrative and managerial as 
well as functional activities to effect policy directives efficiently and effectively.

A second approach to the general training requirements of the public sector could 
be to emphasize the principles and ethos underlying the public ad ministration, which is 
one of the crucial building blocks of the public sector. This approach would ensure that 
all public servants would honour the values of the public service and satisfy the general 
expectations of society regarding public service operations.

The deduction should immediately be made that no singular approach would guar-
antee an efficient and effective public service. A combination of the abovementioned 
approaches would perhaps be more appropriate. However, the weight attached to each 
of the components should be carefully consi dered. Arguing from a public administrative 
point of view, it could be stat ed that the managerial echelon of the public service provides 
the guidelines to employees responsible for the functional activities and has to relate these 
to governmental philosophies and policies.

If the managerial echelon of the public service is equipped with the knowledge and 
the principles of Public Administration it could succeed in ensuring that the other condi-
tions are met. Jones and Blunt (1993 :756) cor rectly argue that although a number of issues 
regarding training are impor tant, the most significant is the ability to learn. This statement 
implies that skills may become outdated, but the ability should be instilled in the public 
service to learn from experience and to adapt. This however, can only be done if the 
leaders in the public service, i.e. the managerial echelon are fully conversant with the 
principles underlying the public sector. The dictum: “You must have the ability to make 
something to be able to maintain it” has never been more relevant than in the case of the 
system of public adminis tration.

The South African government has adopted various policies to improve the quality of 
the public service as well as the skills required by employees in the so-called private sec-
tor, e.g. the Skills Development Act, 1998 (Act 97 of 1998) that makes provision for inter 
alia a National Skills Authority, Sector Education and Training Authorities learnerships and 
skills programmes. The Skills Development Levies Act, 1999 (Act 9 of 1999) was passed 
to provide for a mechanism toa finance the training programmes. This latter Act requires 
of employers to contribute a specific percentage of their salary budgets to the Training 
Fund (Section 3 of Act 9 of 1999). Incentives are also provided to encourage employers to 
release their personnel to participate in training programmes. 

As far as the training system is concerned, South Africa seems to be on the right track. 
However, a serious shortcoming in the current practices is the lack of evaluating the results 
of the various training facilities. Gerda van Dijk conclude in a recent doctoral thesis on 
training in the public sector that “(E)valuation seems to be the missing link in training 
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and development of human resources---“ G van Dijk, 2003. 225). She also indicated that 
“(D)ue to lack of evaluation, employees are sent on training courses that do not satisfy 
their own individual needs but might satisfy departmental training priorities”( Loc. cit). 
Thus it could be argued that in spite of the extensive provisions for training the results may 
be partly ineffective if the training programmes are not evaluated. This may even be one of 
the primary reasons for the criticism against public institutions that lack of capacity is the 
reason for non delivery of services. Thus, although various programmes are undertaken, 
the specific training needs of the respective employees are not addressed. It is obvious that 
particular attention should be devoted, not only to select suitable candidates for training, 
but also to evaluate the effects of training on the performance of the particular trainees. 

CONCLUSION
t may appear as though the arguments forwarded do not address the ques tion posed 
at the outset, viz: Has the South African public service reform initiatives been suc-
cessful? The examples quoted from African countries, seem to indicate that the public 

administration in all countries deteriorated significantly after independence. The number 
of officials increased disproportionately to economic growth, services deteri orated and 
performance declined. As South Africa is part of Africa, what makes it different and more 
susceptible to benefit from the learning curve in a democratized country?

The results of the transition from an apartheid state to a democratically constituted 
state seem to be positive, if measured against African states. The public services are being 
delivered. There are no major obstacles and to a large extent the inequalities of the past 
are addressed or have already been eradicated. However, if South Africa is to be com-
pared to contemporary industrialized Western countries, much still has to be achieved. 
The occurrence of unethical conduct by politicians and officials are relatively high; the 
quality of service delivery are questioned by various communities who ordinarily sup-
ports government and the objectivity of discretionary decisions by senior officials are 
often questioned. 

It could be argued that South Africa indeed did transform itself, but that particular mat-
ters related to ethical issues still need attention and should remain an the agenda. One of 
the most encouraging characteristics of contemporary South Africa is the high value South 
Africans attach to the Constitution, which is the supreme law of the country. As long as 
society and government adhere to the lofty principles contained in this document South 
Africa will maintain its democratic system of government and society will reap the benefits 
it is entitled to. 

BIBLIOGRAPHY
African National Congress. The Reconstruction and Development Programme. ANC, Johannesburg, 

1994.

Bourgault, J., Dion, S. & Lemay, M. Creating a corporate culture. The Canadian Federal Government 
Public Administration Review, 53(1) January/February, 1993.

C. Thornhill



588 Journal of Public Administration • Vol 40 no 4.1 • December 2005

Burns, J.P. Administrative reform in a changing political environment: the case of Hong Kong. Public 
Administration and Development, 14:3, August 1994.

Commission for Africa. 2005. Our common vision. Report of the Commission for Africa. The 
 commission.

Commonwealth Fund for Technical Co-operation: Public Service Reorganisation and Rationalisatlon 
Project, Final Report (Republic of Namibia, July, 1992).

Harris, R.L. The role of the civil servant in West Africa. Public Administration Review, XXV:4, 
December 1965.

Henry, N. Public administration and public affairs, Prentice Hall, Englewood Cliffs, NJ, 1975, 1980.

Jones, M. Managerial thinking: an African perspective. Journal of Management Studies, 25:5, 
September 1988.

Jones, M. & Blunt, P. Organizational development and change in Africa. International Journal of 
Public Administration, 16: 11, 1993.

Lloyd, S. Etheredge. Thinking about government learning. Journal of Management Studies, 25:5, 
September 1988.

Mascarenhas, R.C. Building an entire culture in the public sector: reform of the public sector In 
Australia, Britain and New Zealand. Public Administration Review, 58:4, July/August 1993.

Metcalf, L. Public Management: from Imitation to innovation. International Association of Schools 
and Institutes of Administration, 1991, Brussels (Edited by Joan Corkerey).

Mutahaba, G., Balgoni, R. & Halfani, M. Vitalizing African Public Administration for Recovery and 
Development. United Nations, Connecticut, 1993.

Adamolekun, L. Public Administration: a Nigerian and comparative perspective. Longman, London, 
1983.

Osborne, D. & Gaebler, T. Reinventing government: how the entrepreneurial spirit is transforming the 
public sector. Penguin Books, New York, 1992.

Republic of Namibia. Public Service Commission. Annual Report, 21 March 1 990 to 31 December 
1991.

Republic of Namibia. Rationalisation of the Public Service, Part 1. Main Report, 30 November 
1992.

Republic of South Africa. Constitution of the Republic of South Africa 1996.

Republic of South Africa. Employment Equity Act, 1998 (Act 55 of 1998).

Republic of South Africa. Skills Development Act, 1998 (Act 97 of 1998).

Republic of South Africa. Skills Development Levies Act, 1999 (Act 9 of 1999). 

Republic of South Africa, Public Service Commission. 2005. State of the Public Service Report. 
Pretoria. The Commission.

Steel, B.S., Davenport, S. & Warner, R.L. Are civil servants really public servants? A study of bureaucratic 
attitudes in the US, Brazil and Korea. International Journal of Public Administration, 16 (3), 1993.

Strauss, B.W. Malawi’s path as an emerging nation. Public Administration Review, XXIV: 3, 
September 1964.



589

United Nations Development Programme. Project of the Republic of Namibia: Project Revision, 
13 September 1991.

Van Dijk, H. G. 2003. Critical issues impacting on skills development in the Department of Public 
Service and Administration: trends and options. Unpublished D. Phil thesis. Pretoria. University 
of Pretoria.

Whorton, & Morthley, J.A. A perspective on the challenge of public management: environmental 
paradox and organizational culture. Academy of Management Review, 6:3, 1981.

C. Thornhill



<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /None
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Error
  /CompatibilityLevel 1.4
  /CompressObjects /Tags
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJDFFile false
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.0000
  /ColorConversionStrategy /CMYK
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams false
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness true
  /PreserveHalftoneInfo false
  /PreserveOPIComments true
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages true
  /ColorImageMinResolution 300
  /ColorImageMinResolutionPolicy /OK
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /CropGrayImages true
  /GrayImageMinResolution 300
  /GrayImageMinResolutionPolicy /OK
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /CropMonoImages true
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /OK
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile ()
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName ()
  /PDFXTrapped /False

  /Description <<
    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000410064006f006200650020005000440046002065876863900275284e8e9ad88d2891cf76845370524d53705237300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>
    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef69069752865bc9ad854c18cea76845370524d5370523786557406300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>
    /DAN <>
    /DEU <>
    /ESP <>
    /FRA <>
    /ITA <>
    /JPN <FEFF9ad854c18cea306a30d730ea30d730ec30b951fa529b7528002000410064006f0062006500200050004400460020658766f8306e4f5c6210306b4f7f75283057307e305930023053306e8a2d5b9a30674f5c62103055308c305f0020005000440046002030d530a130a430eb306f3001004100630072006f0062006100740020304a30883073002000410064006f00620065002000520065006100640065007200200035002e003000204ee5964d3067958b304f30533068304c3067304d307e305930023053306e8a2d5b9a306b306f30d530a930f330c8306e57cb30818fbc307f304c5fc59808306730593002>
    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020ace0d488c9c80020c2dcd5d80020c778c1c4c5d00020ac00c7a50020c801d569d55c002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>
    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken die zijn geoptimaliseerd voor prepress-afdrukken van hoge kwaliteit. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)
    /NOR <>
    /PTB <>
    /SUO <>
    /SVE <>
    /ENU (Use these settings to create Adobe PDF documents best suited for high-quality prepress printing.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)
  >>
  /Namespace [
    (Adobe)
    (Common)
    (1.0)
  ]
  /OtherNamespaces [
    <<
      /AsReaderSpreads false
      /CropImagesToFrames true
      /ErrorControl /WarnAndContinue
      /FlattenerIgnoreSpreadOverrides false
      /IncludeGuidesGrids false
      /IncludeNonPrinting false
      /IncludeSlug false
      /Namespace [
        (Adobe)
        (InDesign)
        (4.0)
      ]
      /OmitPlacedBitmaps false
      /OmitPlacedEPS false
      /OmitPlacedPDF false
      /SimulateOverprint /Legacy
    >>
    <<
      /AddBleedMarks false
      /AddColorBars false
      /AddCropMarks false
      /AddPageInfo false
      /AddRegMarks false
      /ConvertColors /ConvertToCMYK
      /DestinationProfileName ()
      /DestinationProfileSelector /DocumentCMYK
      /Downsample16BitImages true
      /FlattenerPreset <<
        /PresetSelector /MediumResolution
      >>
      /FormElements false
      /GenerateStructure false
      /IncludeBookmarks false
      /IncludeHyperlinks false
      /IncludeInteractive false
      /IncludeLayers false
      /IncludeProfiles false
      /MultimediaHandling /UseObjectSettings
      /Namespace [
        (Adobe)
        (CreativeSuite)
        (2.0)
      ]
      /PDFXOutputIntentProfileSelector /DocumentCMYK
      /PreserveEditing true
      /UntaggedCMYKHandling /LeaveUntagged
      /UntaggedRGBHandling /UseDocumentProfile
      /UseDocumentBleed false
    >>
  ]
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice




