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ABSTRACT
South African municipalities are responsible for the planning, delivery, 
operation and maintenance of infrastructure assets that are essential to 
economic development, public health and service delivery. However, many 
municipalities face increasing challenges related to ageing infrastructure, 
growing service demands, skills shortages, consultant dependency 
and declining numbers of professionally registered built environment 
practitioners.

The publication of Identification of Work (IDOW) regulations by professional 
councils operating under the Council for the Built Environment (CBE) 
framework has introduced additional requirements regarding professional 
accountability, competency and the allocation of technical work. While 
these developments are often viewed primarily as regulatory compliance 
requirements, they also present an opportunity to strengthen municipal 
technical capability and improve infrastructure outcomes. This paper argues 
that professional registration alone is insufficient to address the capability 
challenges facing municipalities. Rather, municipalities must adopt a broader 
organisational professionalisation approach that integrates competency 
frameworks, technical career pathways, workforce planning, organisational 
design, technical governance and professional accountability mechanisms. 
Such an approach enables municipalities to function as Knowledgeable Clients 
capable of providing informed leadership throughout the infrastructure 
lifecycle.

The paper introduces an Organisational Professionalisation Framework 
and an Organisational Professionalisation Maturity Model that municipalities 
can utilise to assess and strengthen their capability. Drawing on the City of 
Cape Town’s Engineering Professionalisation Blueprint as a case study, the 
paper demonstrates how professionalisation initiatives can evolve beyond 
registration support programmes towards a comprehensive organisational 
capability strategy.

The paper concludes that organisational professionalisation represents a 
strategic enabler of improved infrastructure delivery, enhanced public safety, 
stronger technical governance and sustainable municipal performance.

1. INTRODUCTION
Municipal infrastructure forms the backbone of economic development, 
public health, environmental sustainability and service delivery. Roads, 
stormwater systems, water and sanitation networks, electricity infrastructure, 
public buildings and transportation systems collectively represent some of the 
most significant public investments made by local government. Municipalities 
are therefore entrusted with the stewardship of extensive infrastructure 

portfolios whose performance directly affects the wellbeing of communities 
and the competitiveness of local economies.

The successful delivery, operation and renewal of infrastructure depend 
fundamentally on the quality of technical decisions made throughout 
the asset lifecycle. Decisions relating to planning, design, procurement, 
construction, maintenance and rehabilitation influence infrastructure 
performance, public safety, lifecycle costs and service reliability. Consequently, 
municipalities require access to appropriately qualified and experienced 
built environment professionals capable of exercising sound professional 
judgement and providing effective technical leadership.

Across South Africa, however, many municipalities face growing challenges 
in maintaining internal technical capability. Ageing workforces, difficulties 
attracting and retaining scarce skills, succession planning risks and declining 
levels of professional registration have contributed to increasing dependence 
on external consultants and contractors. While external service providers play 
an essential role in infrastructure delivery, excessive dependence on external 
expertise can erode institutional knowledge, weaken technical oversight and 
reduce an organisation’s ability to act as an informed client.

At the same time, the South African built environment sector is undergoing 
significant regulatory reform. The implementation of Identification of Work 
(IDOW) regulations by professional councils operating under the Council for 
the Built Environment (CBE) framework has introduced greater emphasis on 
professional accountability, competence and the allocation of technical work 
according to levels of complexity and risk. Although these reforms are often 
viewed primarily through a compliance lens, they also present municipalities 
with an opportunity to strengthen organisational capability and improve 
infrastructure outcomes.

This paper argues that professional registration, while essential to public 
protection, is insufficient on its own to address the capability challenges facing 
municipalities. Sustainable improvement requires a broader organisational 
professionalisation approach that integrates professional competence 
with workforce planning, organisational design, technical governance, 
accountability mechanisms and strategic capability management. Through 
this approach municipalities can strengthen their ability to function as 
Knowledgeable Clients capable of providing informed leadership throughout 
the infrastructure lifecycle.

The paper introduces an Organisational Professionalisation Framework 
and Organisational Professionalisation Maturity Model as practical tools 
to support municipal capability development. Drawing on lessons from 
the City of Cape Town’s Engineering Professionalisation Blueprint, the 
paper demonstrates how professionalisation initiatives can evolve from 
registration support programmes into broader organisational capability 
strategies that contribute to infrastructure delivery, public safety and 
technical governance.
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2. THE MUNICIPAL KNOWLEDGEABLE CLIENT
The concept of the Knowledgeable Client has emerged internationally 
as a critical determinant of successful infrastructure delivery. Originating 
within asset-intensive industries such as energy, transportation and major 
infrastructure development, the concept recognises that organisations 
remain accountable for infrastructure outcomes regardless of the extent to 
which work is outsourced to consultants, contractors or service providers.

A Knowledgeable Client is not an organisation that necessarily performs all 
technical work internally. Rather, it is an organisation that possesses sufficient 
internal capability to define requirements, evaluate alternatives, challenge 
recommendations, manage risks and make informed decisions throughout 
the infrastructure lifecycle. The Knowledgeable Client retains ownership of 
strategic decision-making and maintains the capacity to exercise effective 
oversight of external service providers.

For municipalities, this capability is particularly important because 
infrastructure assets remain under municipal ownership long after projects 
have been completed. Unlike consultants or contractors whose involvement 
may be limited to specific phases of a project, municipalities remain 
responsible for asset performance, regulatory compliance, maintenance, 
renewal and public accountability over extended periods. Consequently, 
the municipality must possess sufficient internal competence to understand 
technical risks, evaluate infrastructure investment decisions and ensure that 
public resources are utilised effectively.

Table 1 provides a comparison between a Knowledgeable Client and a 
technically dependent client organisation.

The distinction between these two organisational states extends beyond 
technical expertise alone. A Knowledgeable Client typically demonstrates 
strong governance arrangements, informed decision-making processes, 
effective risk management and retention of institutional knowledge. By 
contrast, organisations that become overly dependent on external expertise 
often struggle to challenge recommendations, maintain continuity of 
knowledge and exercise effective oversight of technical work.

The consequences of inadequate client capability are increasingly 
recognised within infrastructure sectors globally. Investigations into project 
failures, cost overruns and infrastructure underperformance frequently 
identify deficiencies in client capability as a contributing factor. Even 
where highly competent consultants and contractors are engaged, poor 
client capability can compromise outcomes through unclear requirements, 
inadequate oversight, delayed decision-making or ineffective governance 
arrangements.

Within the South African municipal environment, the concept of the 
Knowledgeable Client has become increasingly relevant as municipalities 
confront growing infrastructure backlogs, escalating service delivery 
expectations and evolving professional regulatory requirements. The 

TABLE 1: Knowledgeable Client vs Dependent Client

Knowledgeable Client Dependent Client

Maintains internal expertise Relies heavily on external expertise

Challenges recommendations Accepts recommendations without 
sufficient scrutiny

Retains institutional 
knowledge

Knowledge resides largely with 
consultants

Leads technical decision-
making Reacts to external advice

Maintains strong governance Governance capability is weakened

Builds sustainable capability Experiences recurring capability gaps

implementation of Identification of Work regulations further reinforces the 
need for municipalities to strengthen internal capability. Compliance cannot 
be achieved solely through outsourcing technical functions; municipalities 
must retain sufficient professional capacity to understand, govern and 
oversee technical work performed on their behalf.

The development of Knowledgeable Client capability therefore represents 
both a strategic organisational objective and a practical response to 
emerging regulatory requirements. Municipalities that invest in internal 
capability are better positioned to provide informed leadership, exercise 
effective governance and ensure that infrastructure investments deliver 
sustainable public value.

3. �BUILT ENVIRONMENT REFORM, PUBLIC SAFETY AND  
TECHNICAL GOVERNANCE

The built environment professions occupy a unique position within 
society. Engineers, architects, planners, surveyors, quantity surveyors and 
construction management professionals make decisions that directly 
influence public safety, economic development and the performance of 
critical infrastructure systems. Society therefore grants these professions 
significant authority and autonomy, while simultaneously expecting 
competence, ethical conduct and accountability.

To support these objectives, South Africa established a legislative 
framework for the regulation of built environment professions through the 
Council for the Built Environment Act and associated professional council 
legislation. Professional registration provides assurance that practitioners 
possess the education, experience and competencies necessary to undertake 
work within their respective fields. Registered professionals are further bound 
by codes of conduct and disciplinary processes designed to protect the 
public interest.

More recently, professional councils have increasingly focused on the 
implementation of Identification of Work rules. These rules seek to define 
categories of work that must be undertaken by appropriately registered 
practitioners possessing the necessary competencies and experience. The 
underlying principle is straightforward: as the complexity and risk associated 
with technical work increase, so too does the need for higher levels of 
competence, professional judgement and accountability.

Although discussions regarding professional registration often focus 
on regulatory compliance, the primary purpose of professionalisation is 
public protection. Built environment professionals make decisions daily 
that affect the safety, reliability and sustainability of infrastructure assets 
used by millions of people. When professional competence, governance 

FIGURE 1: Infrastructure Failure Causation Model
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and accountability systems function effectively, infrastructure performs as 
intended and public confidence is maintained. When these systems fail, the 
consequences can be severe, resulting in injuries, fatalities, financial losses 
and reputational damage.

Importantly, infrastructure failures are rarely attributable to a single 
technical error. Research and investigations consistently demonstrate that 
failures typically emerge from multiple weaknesses occurring simultaneously 
as demonstrated in Figure 1. Deficiencies in competence, supervision, 
governance, quality assurance, risk management and accountability often 
combine to create conditions under which failure becomes possible.

Recent construction failures within South Africa provide important 
reminders of these realities. Investigations into incidents such as the Tongaat 
Mall collapse and the George building collapse have highlighted concerns 
relating not only to technical execution but also to broader issues of oversight, 
governance, compliance and accountability. While the specific circumstances 
differ, both incidents illustrate the importance of ensuring that technical 
decisions are made within robust systems of professional governance.

The significance of these failures extends beyond the immediate projects 
concerned. Public confidence in infrastructure depends upon trust that 
appropriate systems exist to ensure competence, accountability and effective 
oversight. Infrastructure users are generally unable to independently assess 
the technical integrity of structures, networks and facilities. Instead, they 
rely on professional and organisational systems to provide assurance that 
infrastructure has been designed, constructed and maintained safely.

Professionalisation therefore serves both a technical and societal purpose. 
Technically, it seeks to improve the quality of decisions affecting infrastructure 
assets. Societally, it maintains public trust in the institutions and professions 
responsible for delivering those assets. These objectives are inseparable 
and provide the foundation upon which modern systems of professional 
regulation are built.

4. WHY REGISTRATION ALONE IS NOT ENOUGH
Professional registration remains one of the most important mechanisms 
available for protecting the public and assuring professional competence. 
Registration demonstrates that practitioners have achieved prescribed 
standards of education, experience and professional development and 
are willing to accept accountability for their work. It is therefore a critical 
component of any professionalisation strategy.

However, increasing the number of professionally registered practitioners 
within an organisation does not automatically result in improved 
organisational capability. Municipalities may employ highly competent 
professionals yet still struggle to function as Knowledgeable Clients if 
organisational systems do not support professional practice.

This distinction is particularly important in the context of Identification of 
Work implementation. While the rules identify who may undertake specific 
categories of work, municipalities must also ensure that organisational 
arrangements support appropriate allocation of responsibilities, professional 
oversight and accountability. Compliance therefore becomes both an 
individual and organisational responsibility.

Many professionalisation initiatives focus primarily on increasing registration 
numbers through mentorship programmes, candidate development 
initiatives and continuing professional development activities. Although 
these interventions are valuable, they address only part of the challenge. 
Organisational capability is influenced by a broader range of factors, including 
workforce planning, organisational design, career pathways, governance 
structures and information management systems. For example, municipalities 
may experience difficulties where job profiles fail to reflect professional 
responsibilities, where career progression requires technical professionals 

to move into management roles, or where workforce planning processes 
do not identify future capability gaps. Under such circumstances, individual 
competence is constrained by organisational limitations, and the full benefits 
of professional registration cannot be realised.

This broader perspective introduces the concept of organisational 
professionalisation. Organisational professionalisation extends beyond the 
development of individual practitioners and seeks to embed professional 
practice requirements within organisational systems, structures and 
processes. It recognises that sustainable capability emerges from the 
interaction between competent individuals, effective governance 
arrangements, workforce planning mechanisms and organisational 
accountability systems.

The distinction between individual and organisational professionalisation 
is fundamental to understanding municipal capability development. 
Individual professionalisation focuses on qualifications, registration, 
experience and continuing professional development. Organisational 
professionalisation focuses on competency frameworks, workforce 
planning, career pathways, organisational design, technical governance 
and capability management. Table 2 summarises the difference between 
the focus areas of the two.

The relationship between these dimensions is complementary rather than 
competing. Individual competence provides the foundation for professional 
practice, while organisational professionalisation creates the environment 
within which that competence can be developed, retained and applied 
effectively. Municipalities seeking to strengthen their Knowledgeable Client 
capability must therefore focus on both dimensions simultaneously.

The next section proposes an Organisational Professionalisation 
Framework that integrates these requirements into a coherent municipal 
capability model and provides a practical roadmap for implementation.

5. �AN ORGANISATIONAL PROFESSIONALISATION FRAMEWORK  
FOR MUNICIPALITIES

5.1 From Professional Registration to Organisational Capability
The preceding discussion has established that professional registration is 
necessary but insufficient to create sustainable municipal capability. While 
registration confirms individual competence, municipalities function as 
complex socio-technical systems in which infrastructure outcomes depend 
on the interaction between people, processes, governance arrangements 
and organisational structures.

This requirement necessitates a shift in thinking. Professionalisation should 
no longer be viewed solely as a registration initiative. Rather, it should be 
understood as an organisational capability strategy that aligns professional 
competence with infrastructure delivery requirements, workforce planning 
and technical governance.

TABLE 2: Individual versus Organisational Professionalisation

Individual 
Professionalisation

Organisational 
Professionalisation

Qualifications Competency Frameworks

Registration Workforce Planning

Experience Career Pathways

Continuing Professional 
Development Organisational Design

Ethics Governance Systems

Technical Competence Capability Management



IMESAIMESA146

PAPERS

To support this transition, an Organisational Professionalisation Framework 
as depicted in Figure 2 has been developed. The framework integrates the 
principal organisational components required to support professional 
practice and strengthen Knowledgeable Client capability.

FIGURE 2: Organisational Professional Framework
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Collectively, these pillars create the organisational environment within which 
professional competence can be developed, applied and retained.

5.2 Registration-Aligned Competency Frameworks
Competency frameworks provide the foundation upon which 
professionalisation programmes are built. They define the knowledge, skills, 
behaviours and professional attributes required to perform work at different 
levels of responsibility and complexity.

Historically, many municipal competency frameworks have focused 
primarily on generic management and administrative requirements. While 
these competencies remain important, they often fail to adequately reflect 
the technical responsibilities associated with built environment professions.

A registration-aligned competency framework addresses this limitation 
by linking organisational competency requirements to professional council 
standards and Identification of Work expectations. Such frameworks 
provide clarity regarding required competencies, levels of professional 
responsibility, progression requirements, technical leadership expectations 
and development priorities.

The framework further supports recruitment, performance management, 
succession planning and learning and development activities by establishing 
a consistent competency language across the organisation.

Importantly, competency frameworks create transparency regarding what 
constitutes competence at different levels of professional practice. This assists 
both employees and managers in understanding capability requirements 
and identifying development priorities.

5.3 Registration-Based Technical Career Pathways
One of the most persistent challenges facing municipalities is the retention 
of experienced technical professionals. Traditional organisational structures 
frequently reward progression into management positions while providing 
limited opportunities for advancement within technical disciplines. The 
consequence is often the loss of technical expertise from operational and 
specialist roles as experienced professionals migrate into management 
positions that may not fully utilise their technical capabilities.

Registration-based technical career pathways provide an alternative 
approach. These pathways recognise increasing levels of professional 
competence and responsibility while enabling progression within technical 
streams. Such pathways provide several benefits:
•	 Improved attraction of scarce skills.

•	 Enhanced retention of technical expertise.
•	 Stronger succession planning.
•	 Increased motivation to pursue professional registration.
•	 Improved organisational capability.
Equally important, technical pathways reinforce the message that technical 
excellence is valued as highly as managerial capability. This cultural shift is 
often essential for sustaining professionalisation initiatives over the long 
term.

5.4 Registration-Aligned Job Architecture
Professional accountability depends on clarity regarding roles, responsibilities 
and decision-making authority. Municipal job architectures therefore need 
to reflect professional practice requirements and Identification of Work 
expectations. In many organisations, job profiles evolve incrementally 
over time and may no longer align with contemporary professional 
practice requirements. Misalignment can result in uncertainty regarding 
accountability, inappropriate allocation of technical responsibilities and 
ineffective utilisation of professional expertise. Registration-aligned job 
architecture seeks to address these challenges by linking:
•	 Job complexity.
•	 Professional responsibility.
•	 Registration categories.
•	 Competency requirements.
•	 Delegated authority.
This alignment ensures that organisational structures support rather than 
constrain professional practice.

5.5 Strategic Workforce Planning
Professionalisation cannot be sustained without effective workforce 
planning. Municipalities must understand both their current capability 
profile and future capability requirements. Traditional workforce planning 
often focuses on headcount management. While important, this approach 
provides limited insight into professional capability risks.

A professionalisation-based workforce planning approach considers:
•	 Professional disciplines required.
•	 Registration categories required.
•	 Age profile analysis.
•	 Succession planning risks.
•	 Candidate development requirements.
•	 Future infrastructure delivery needs.
This perspective enables municipalities to move from reactive staffing 
decisions towards strategic capability planning.

5.6 Technical Governance
Technical governance represents the mechanism through which professional 
accountability is translated into organisational decision-making. The City 
has recognised that accountability and organisational support must 
coexist. Professionals should be accountable for the decisions they make 
within their area of responsibility. At the same time, organisations should 
provide appropriate support mechanisms that enable professionals to 
exercise informed judgement without undue concern regarding personal 
exposure when acting in good faith and within the scope of their authority. 
Professional indemnity arrangements therefore represent an important 
enabling mechanism within broader professionalisation programmes. 
Governance arrangements provide assurance that technical decisions are 
reviewed, challenged and approved at appropriate levels of competence 
and authority. Examples include:
•	 Technical review committees.
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•	 Design review processes.
•	 Delegation frameworks.
•	 Independent peer reviews.
•	 Competency assurance systems.
Strong technical governance reduces organisational risk while simultaneously 
strengthening professional accountability and public confidence.

5.7 Professionalisation Information Management
Professionalisation initiatives depend on reliable information. Without 
accurate data, organisations struggle to understand capability risks, 
monitor registration progress or evaluate programme effectiveness. 
Professionalisation information systems should provide visibility regarding:
•	 Registration status.
•	 Candidate development.
•	 Mentorship relationships.
•	 Competency levels.
•	 Workforce risks.
•	 Succession planning indicators.
Reliable information enables evidence-based decision-making and supports 
continuous improvement.

5.8 The Professionalisation Value Chain
The six pillars of the framework are mutually reinforcing and should not be 
implemented in isolation.
The Professionalisation Value Chain shown in Figure 3 illustrates how 
competency frameworks, career pathways, workforce planning and 
governance arrangements collectively contribute to Knowledgeable Client 
capability. Registration therefore becomes one component of a broader 
organisational system rather than an isolated objective.

Competency 
Development

Professional Reg-
istration

Knowledgeable 
Client Capability

Technical  
Governance Public Trust

IDOW 
Compliance

Improved  
Infrastructure 

Outcomes
Education

FIGURE 3: Professionalisation Value Chain

6. �CITY OF CAPE TOWN CASE STUDY: FROM ENGINEERING 
PROFESSIONALISATION TO ORGANISATIONAL 
PROFESSIONALISATION

6.1 Origins of the Engineering Professionalisation Initiative
The City of Cape Town’s professionalisation journey originated from concerns 
regarding declining registration levels, succession planning risks and the 
increasing complexity of municipal infrastructure delivery.

Initial efforts focused primarily on supporting candidate engineers 
pursuing professional registration. While these interventions achieved 
positive outcomes, it soon became apparent that registration challenges 
were symptoms of broader organisational capability issues. Professional 
registration could not be addressed sustainably without simultaneously 
addressing mentorship capacity, workforce planning, career pathways, 
organisational structures and technical governance. This realisation led to 
the development of the City’s Engineering Professionalisation Blueprint, 
outlined in Figure 4.
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FIGURE 4: Engineering Professionalisation Blueprint

The Blueprint established a structured approach to professional 
development while simultaneously identifying organisational barriers 
affecting professional progression.

6.2 Key Programme Components
The programme introduced a range of interventions including:
•	 Registration roadmaps.
•	 Personal Development Plans.
•	 Structured mentorship programmes.
•	 Mentor development initiatives.
•	 Mock professional reviews.
•	 Continuing Professional Development support.
•	 Professional review preparation workshops.
•	 Professional registration tracking systems.
These initiatives improved visibility of candidate progression and 
strengthened organisational support for professional registration. However, 
the most significant lesson was that registration outcomes depended 
heavily on organisational conditions rather than individual effort alone.

6.3 From Registration Support to Capability Development
As the programme matured, attention increasingly shifted towards 
organisational capability.

Project complexity assessments revealed the need to better align 
infrastructure portfolios with professional competency requirements. 
Workforce planning processes highlighted succession risks within critical 
disciplines. Organisational reviews identified opportunities to strengthen 
technical governance and improve utilisation of professional expertise.

The City’s experience demonstrated that sustainable professionalisation 
requires integration across multiple organisational functions including 
technical departments, human resources, organisational design, learning 
and development and executive leadership.

Professionalisation therefore evolved from a technical initiative into a 
strategic organisational programme.

6.4 Emergence of Built Environment Professionalisation
The establishment of the Specialist Advisor Built Environment 
Professionalisation (SABEP) function reflected recognition that 
professionalisation extends beyond engineering disciplines. The function 
is at present fulfilled by a retired professional engineer on a 3-year contract 
basis supported by the Engineering Management Branch. The SABEP 
ensures that multiple built environment professionals collaborate towards 
the common organisational objectives set by the professionalisation 
framework.

The City’s evolving approach therefore seeks to create an integrated 
professionalisation model capable of supporting broader municipal 
capability development across the built environment sector.
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6.5 Lessons for Municipalities
Several lessons emerge from the City of Cape Town experience.
•	 First, professionalisation should be viewed as a strategic organisational 

initiative rather than solely a registration programme.
•	 Second, registration numbers are an important indicator but should not 

be treated as the ultimate objective. Organisational capability remains 
the primary goal.

•	 Third, leadership commitment is essential. Professionalisation initiatives 
require sustained support across multiple organisational functions.

•	 Finally, reliable information is indispensable. Organisations cannot 
effectively manage capability risks without accurate professionalisation 
data.

These lessons informed the development of the Organisational 
Professionalisation Maturity Model presented in the next section.

7. ORGANISATIONAL PROFESSIONALISATION MATURITY MODEL
7.1 A Maturity-based Approach
Municipalities differ considerably in their professionalisation capability 
and readiness for Identification of Work implementation. While some 
organisations have mature professionalisation programmes, others remain 
at the early stages of understanding registration and capability requirements. 
Recognising these differences, an Organisational Professionalisation 
Maturity Model has been developed to provide a practical roadmap for 
implementation.

The model shown in Figure 5 consists of six progressive levels of maturity. 
Each level builds upon the capabilities established at preceding levels.

7.2 Progression Through the Maturity Levels
The model is intentionally progressive. Organisations should not attempt to 
implement advanced professionalisation interventions before foundational 
elements have been established.
•	 Early maturity levels focus primarily on understanding capability risks, 

improving registration awareness and supporting candidates.
•	 Intermediate levels introduce structured professionalisation systems 

including competency frameworks, workforce planning and career 
pathways.

•	 Higher maturity levels focus on integration of professionalisation within 
organisational governance, strategy and decision-making.

•	 At the highest level, professionalisation becomes embedded within 
organisational culture and is no longer viewed as a standalone 
programme.

7.3 Characteristics of a Professionalised Municipality
A fully professionalised municipality demonstrates:
•	 Strong technical leadership.

Level 1 - 
Registration 
Awareness

Level 2 - 
Registration 
Support

Level 3 - 
Registration 
Development

Level 4 - 
Competency  
& Career 
Alignment

Level 5 - 
Organisational 
Alignment

Level 6 - 
Organisational 
Professionalisation

FIGURE 5: Organisational Professionalisation Maturity Model

•	 High levels of professional registration.
•	 Registration-aligned competency frameworks.
•	 Effective workforce planning.
•	 Integrated professionalisation information systems.
•	 Robust technical governance.
•	 Reduced dependence on external expertise.
•	 Strong Knowledgeable Client capability.
Professional registration becomes a natural consequence of organisational 
systems rather than the primary objective of those systems. A summary of 
the primary focus of each professional maturity level is provided in  Table 3. 

TABLE 3: Summary of Organisational Professionalisation  
Maturity Levels
Level Description Primary Focus

1 Registration Awareness Understanding the challenge

2 Registration Support Supporting candidates

3 Registration Development Structured registration 
programmes

4 Competency and Career 
Alignment Workforce capability

5 Organisational Alignment Systems integration

6 Organisational 
Professionalisation Knowledgeable Client capability

The maturity model provides municipalities with a practical mechanism 
for assessing their current position, prioritising interventions and guiding 
implementation over time.

8. RECOMMENDATIONS FOR MUNICIPAL IMPLEMENTATION
Based on the Organisational Professionalisation Framework, the City 
of Cape Town experience and the proposed Maturity Model, several 
recommendations are offered for municipal implementation.

8.1 Treat Professionalisation as a Strategic Organisational Initiative
Professionalisation should not be viewed solely as a technical department 
initiative or a human resource intervention. Municipal councils, 
executive leadership teams and senior management should recognise 
professionalisation as a strategic organisational priority that directly 
influences infrastructure delivery, service sustainability, risk management 
and public safety.

Embedding professionalisation within organisational strategies and 
governance frameworks will improve alignment between capability 
development and municipal service delivery objectives.

8.2 Develop Formal Professionalisation Strategies
Municipalities should develop structured professionalisation strategies 
aligned with organisational objectives, workforce planning requirements 
and professional council expectations. These strategies should clearly 
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define responsibilities, implementation priorities, performance measures 
and reporting mechanisms.

A formal strategy provides the governance framework necessary to sustain 
professionalisation beyond individual champions or short-term initiatives.

8.3 �Align Organisational Systems with Professional Practice 
Requirements

Professional registration can only deliver its full value when supported by 
appropriate organisational systems. Municipalities should therefore review 
competency frameworks, job architecture, career pathways and workforce 
planning processes to ensure alignment with Identification of Work 
requirements and professional accountability expectations.

Such alignment strengthens both compliance and organisational capability.

8.4 Strengthen Technical Governance
Municipalities should establish governance arrangements that support 
independent professional judgement and effective technical oversight. 
These arrangements may include technical review committees, design review 
processes, competency assurance systems and clearly defined technical 
approval authorities.

Strong governance not only improves decision quality but also reinforces 
public confidence in municipal infrastructure delivery.

8.5 Invest in Capability Information Systems
Professionalisation requires reliable information. Municipalities should 
establish integrated systems capable of tracking registration status, candidate 
development, competency profiles, succession risks and workforce capability 
indicators. The objective should be to create a single source of truth capable 
of supporting evidence-based workforce planning and professionalisation 
decision-making.

8.6 Adopt a Maturity-Based Implementation Approach
Municipalities differ significantly in terms of capability, resources and 
readiness for professionalisation. Implementation approaches should 
therefore be tailored to organisational maturity levels.

The Organisational Professionalisation Maturity Model provides a practical 
mechanism for assessing current capability and prioritising interventions 
appropriate to organisational circumstances. Progressive implementation 
is likely to be more sustainable and effective than attempting large-scale 
transformation without foundational systems in place.

9. CONCLUSION
Municipal infrastructure delivery depends fundamentally on the quality of 
technical decisions made throughout the asset lifecycle. These decisions 
influence public safety, service delivery performance, infrastructure 
sustainability and public confidence. As municipalities confront increasing 
infrastructure demands, ageing technical workforces and evolving regulatory 
requirements, the need for sustainable organisational capability has become 
increasingly important.

The implementation of Identification of Work rules represents a significant 
milestone in South Africa’s built environment reform journey. While these 
reforms strengthen professional accountability and public protection, 
they also highlight the limitations of approaches that focus exclusively 
on professional registration. Registration remains a critical component of 
professional practice, but registration alone cannot create the organisational 
capability required to manage complex infrastructure portfolios.

This paper has argued that municipalities should view professionalisation 
not merely as a compliance requirement, but as a strategic capability-

building initiative. The concept of the Knowledgeable Client provides a 
useful lens through which to understand this challenge. Municipalities remain 
accountable for infrastructure outcomes regardless of the extent to which 
work is outsourced. Consequently, they require sufficient internal capability 
to define requirements, evaluate alternatives, manage risks and provide 
informed oversight throughout the infrastructure lifecycle.

To support this objective, the paper introduced an Organisational 
Professionalisation Framework comprising six interdependent pillars: 
registration-aligned competency frameworks, technical career pathways, 
registration-aligned job architecture, strategic workforce planning, technical 
governance and professionalisation information management. Together, 
these elements provide the organisational conditions necessary for 
professional competence to be developed, retained and applied effectively.

The City of Cape Town case study demonstrated how professionalisation 
initiatives can evolve from registration support programmes into broader 
organisational capability strategies. The lessons emerging from this experience 
suggest that sustainable professionalisation requires collaboration across 
technical functions, human resources, organisational design and executive 
leadership. Most importantly, they demonstrate that registration outcomes 
improve when organisational systems actively support professional practice.

The Organisational Professionalisation Maturity Model further provides 
municipalities with a practical roadmap for implementation. By recognising 
that professionalisation is a journey rather than a destination, the model 
enables municipalities to assess their current capability, prioritise interventions 
and progressively strengthen organisational maturity over time.
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