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The issue of scale

Phase 1 – a unique moment

Could we roll out at the scale 
the crisis demanded?
Many assumed not…..

• Probably for the first time ever – budgets were 
not an excuse for lack of scale. 

• We had to push departments to commit to the 
maximum scale they could.

• Yes – hostile timeframes – but also instructive.
• DBE: the only department able to go to 

significant scale – exceeding its target. 
• While the contribution of all participating 

departments obviously embraced: real 
constraints on institutional capacity for scale. 

• Yes, the timeframes were hostile but it was not 
just about the timeframes.

• And ironically: key programmes designed for 
scale were amongst those cut from Phase 1 at 
the 11th hour – but are now in Phase 2 & 3, 
providing for comparative lessons.



The Basic Education 
Employment Intervention (DBE)
• The BEEI moved fast to appoint Education Assistants and 

General Assistants, from November
• 276,000 are currently in post.
• All undergo orientation, Covid compliance protocols and 

have access to digital skills and financial management 
training. In addition, a range of more specialized courses 
are being rolled out, in close partnership with organisations 
in the sector.

• DBE makes extensive use of Teacher Connect, their 
whatsapp line, to undertake ongoing surveys and 
communicate with teachers.

• The issue of exit pathways is critical.

596,109
school assistants placed 
in over 22,000 schools 
over the two phases of 

the programme



• Remarkable level of scale
• Spatial equity
• ‘A distributed system’: does not overwhelm 

management systems at school level.
• Schools drive selection, scale, task 

identification and HR: can hire and fire.
• The National Minimum Wage
• The new reporting system : data = 

accountability
• Strengthened payment systems

Strengthening the Learning 
Environment in Schools



The quality of work 
experience

PLUS
The quality of social impact

• Often 1:1 mentorship relationship

• Supporting teachers supports 
learning

• Strengthening the learning 
environment – inside and outside 
the classroom – in one of the 
hardest periods in education 
history.



“We are working on the premise that there is 
no shortage of work to be done to address the 
many social problems in our society.

“The aim is to support the considerable 
creativity, initiative and institutional 
capabilities that exist in the wider society 
to engage people in work that serves the 
common good.”

President Cyril Ramaphosa, October 2020

• As part of the Social and Solidarity Economy, supported by the dtic
• Fund management by the Industrial Development Corporation
• Supporting the non-state sector to create 50,000 jobs
• Undertaking part-time work for the common good.

The Social Employment Fund



The Social Employment Fund (the dtic/IDC)

Designing for scale

• ‘There’s no shortage of work to 
be done….’

• Over R7 billion in 250 
applications - for R800m

• Could create 300,000 part-time 
jobs for a year.

• Proof of concept…

Current status:

• First Strategic Implementing 
Partners (SIPs) appointed

• Adjudication continues for 
50,000

• Central payment and app-
based reporting system in
place

• Learning Forum is funded

Designing for social impact

• Driven by non-state actors.
• Placemaking
• Community safety
• Food security and nutrition
• Art, drama and sport
• Community and public art 

Informal settlement upgrading
• And so much more

Work 
for the common good



The Presidential Youth Employment 
Intervention

All programmes in the PES support the youth employment agenda of PYEI 
to varying degrees. The BEEI, for example, is 100% targeted at youth. 

In Phase 2, the PES is also supporting specific PYEI interventions.

• The Pathway Management Network: SA Youth

• National Youth Service: 50,000 people

• A ‘Pay for Performance’ model for digital skills

• A Youth Enterprise Fund

There are multiple channels for accessing SAYouth, 
including SAYouth.mobi and physical sites such as DEL labour centres



Production Input vouchers for subsistence farmers

Over 100,000 
vouchers issued
To over 67,000 

farmers.

Department of Agriculture, Land Reform and Rural Development



Through the Neighbourhood
Development Partnership Programme in 
National Treasury, metros are delivering 
the following:

• Support to homeless people through 
public employment

• Urban agriculture
• Precinct management in partnership 

with the private sector
• Digitisation of city records linked to 

pathways to sustainable jobs
• Innovation in waste recycling
• Improvements to informal trader spaces
• Public art and placemaking
• And more!

Innovation 
in Public Employment 
in the metros



Innovation in Solid Waste Management 
(COGTA/MISA)
• 7,304 in post.

• MISA has increased its target from 25 municipalities to 45, in two cohorts also supporting 
100 SMEs.

• Innovating to develop and transform practices in this vital area of urban management. 
They will identify recycling options and explore revenue generation opportunities across 
the waste value chain, with a focus on economic opportunities and community awareness.

• Two models:
• The Localised Ward-Based Integrated Waste Management Model, a
• A service delivery Model that integrates state of the art technology and green-innovative vehicles 

for ease of movement, collection and disposal of waste.

• These models enable weekly door-to-door waste collection by local participants and 
SMEs, introduction of separation of waste at source, waste awareness and education to 
local communities and sorting of waste including recycling.

Waste Innovation Forum:
• Waste is a cross-cutting issue with many roleplayers.:

• To exchange information on current PES programmes, to learn about other initiatives in 
the waste space - in South Africa and internationally

• To build partnerships and peer learning, to leverage off existing expertise and innovation
• To explore collaborative approaches on capacity development within the waste sector
• To develop a supportive community of practice of practitioners grappling with the 

practical issues in the waste sector
• All with a view to improving waste management outcomes, strengthen livelihoods and 

create jobs in waste value chains.

Clearing illegal dumping in Umhlabuyalingana Local Municipality KZN

Induction of participants, Umsunduzi.



A critical challenge: 
Exit strategies

Key role for SAYouth – for ‘pathway 
management’.

But needs partnerships across society



Dimensions of impact:

On participants
On learners

On the school system
Teachers, principals

- And the local economy, too.

The importance 
of stories.

www.stateofthenation/employment-stimulus-dashboard



Across the stimulus, the incomes 
earned are spent in every local 
economy in the country – mostly in 
townships and rural economies.

They directly support small enterprise 
and the informal sector.

Trickling up into the wider economy 
from there.

Supporting market recovery by 
boosting demand.

With the goods purchased more likely 
to be locally produced.

In the process: kick-starting the 
engine that creates sustainable jobs. 

A stimulus to local economies and wider job creation



Building the institutional 
architecture 

for scale

for quality work 
experience

for social value creation

• Distributed systems allow for replication and scale
• But not all distributed options are first choice for quality of work experience and

social value creation.

• Programmatic approaches are critical for quality of outcomes
• As opposed to mainstreaming PEPs as micro-scale add-ons all over government
• Focus PEPs where they add the most value – rather than ‘requiring’ all

departments to run them.
• Programmatic approaches allow for systems development, stronger accountability, 

quality oversight, effective management, institutional deepening.

• Slices of the budgetary pie
• There is a trade off between all departments getting ‘a slice of the pie’ –

understandable in a context of budget constraints – and an approach that focusses 
on selecting the programmes that offer the best combination of scale, quality of 
work experience and social value creation. 
• Phase One and Two at times tended towards the former.
• Phase Three focusses on the latter.
• With space for innovation from departments needing to be kept open, also.
• There are still plenty of opportunities for high quality programmes, but their 

design must now be influenced by these parameters.

• The case for ‘whole of society’ approaches is clear
• Social Employment has demonstrated that it can already reach the same 

scale as the DBE programme, budgets permitting. 
• Youth Service can also expand significantly
• Both rely on non-state actors for delivery.
• We need to harness the capacities in the wider society – building agency and 

resilience in communities in the process.

Building 

Building the institutional architecture for scale
Quality work experience
And social value creation



Building the institutional 
architecture 

for scale

for quality work 
experience

for social value creation

• Programme management matters
• Poor management leads to make-work programmes, that model 

unproductive work practices, deliver poor quality social outcomes, have 
poor systems and accountability, don’t invest in evaluation and attract 
audit findings. 

• So why are programme management costs so often treated as ‘leakage’?
• Of course PM costs must be reasonable.
• But good management enhances value for money!

• Site management matters
• Workers who have never worked before cannot self-organize the work on 

site. 
• Skilled and supervisory workers are critical to quality outcomes.

• And we see relatively quick trajectory into wider labour markets.
• Reliance on existing personnel – in government or in non-state actors – is a 

binding constraint on scale (unless quality of outcomes deteriorate)
• This requires differential paygrades on site and creates work experience 

opportunities for an important cohort within the unemployed.

• Graduate employment is low hanging fruit. We need low hanging fruit!
• Graduates have the quickest trajectory into wider labour markets.
• We’ve had to persuade programmes that ‘losing’ their graduates before the 

end of the programme is not a failure on their part but a success!

• Where the work is ‘real work’, the labour market outcomes are strongest.
• With PEPs a crucial part of ALMPs
• In a context in which work experience is often valued more than

‘certificates’ by employers.

Building 

Building the institutional architecture for scale
Quality work experience
And social value creation



The Phase 3 programmes
2022/23 – 2023-2024

R9 billion per annum now in ENEs.

• School assistants programme continues at a scale of about 250-
285,000

• Social Employment continues at a scale of 50,000
• Youth service rolling out at a scale of 50,000
• Cities support continues at a scale of 35,000
• A stimulus for the creative sector supporting 30,000 opportunities 

in the sector.
• Graduate programme continues for 5,000 graduates
• Continued support to PYEI Pay for Performance model – 4,500
• Continued support for PYEI Pathway Management Network.

Targets still being finalized with departments.

Programmatic

At scale

High quality of work experience

Strong social value creation



Enabling transitions from PEPs 
to self-employment/enterprise models

Where the participants transition…

Social Employment 

Youth Service 

Cities

Already part of the thinking 
in these Phase Two programmes.

But an opportunity to build further on this
in relation to some specific opportunities 

Using PEP for market development.
As a different form of time-bound start-up finance.
With some exciting alternative forms of financing 

for PEP sustainability, also.

Important link with Social Economy strategy of the dtic.

The next 

frontiers



Transitions from PEPs to sustainable jobs
Transitioning from PEP jobs into sustainable ones

Where the jobs transition

Rural Sanitation Community-led 
water services

Catchment 
Management

From PEP to a social 
franchise model using 
payment for labour to 
support start-up.

Proof of concept servicing 
sanitation facilities at 400 
schools in Amathole. WRC 
with CSIR. New technology 
involves DTIC.

O&M of sanitation 
infrastructure.

WRC programme piloted 
first in 1 and then in 15 
villages. 

Set-up with PEPs and social 
enterprise structure for 
ongoing community 
maintenance.

Combination of public 
infrastructure and self-
supply – villages doing it for 
themselves. 

Catchment management 
yields economic benefits for 
diverse users – water 
boards, mines, private 
sector, subsistence farmers.

Strong PEP history – but 
platforms for payments for 
value created never made. 

Significant alignment has 
been built for a ‘payments 
for environmental services’ 
model.

All build on prior work and established proofs of concept. 

The next 

frontiers



So… do we have a road-map 
to 2 million PES jobs 

and livelihood opportunities?

Yes, we do.
If and when the fiscal framework allows it

- we are ready. 



For status updates on all
programmes,

see the dashboard at

www.stateofthenation.gov.za 

And download the January report.

http://www.stateofthenation.gov.za/

