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1.
INTRODUCTION
1.1
Aim of investigation
The aim of the investigation was to establish the nature and extent of irregularities and inefficiencies in management and the causes thereof and to come up with recommendations that would assist the Department to perform its functions in a more efficient and effective way and to assess the compliance of the Department with the White Paper on the Transformation of Public Service Delivery (Batho Pele White Paper).

The following management focal areas were included in the investigation:

· Output performance of the Department

· Financial control/ control over the use of assets

· Financial management


· Human resource management

· Staffing situation of the Department

· Morale of staff

· Performance management and incentives

· Utilisation of personnel

· Training

· Anti-corruption measures and ethical conduct

· Management planning and control

· Organisation structure

· Compliance with the White Paper on Transforming Public Service Delivery (Batho Pele White Paper)



1.2
Methodology
The Department’s management practices were evaluated by comparing them with best practice standards.  The Department’s compliance with the Batho Pele policy was assessed by comparing the Department’s service delivery improvement practice with the principles and requirements laid down in the White Paper.

2.
MAIN FINDINGS

2.1
Output performance of the Department

Civic Services

The Department performs below standard as measured against its own published service standards.

Migration

The Department is experiencing serious difficulties in delivering products within the time frames announced by the Minister.  The Department moreover does not rigorously measure its performance against published service standards.  

2.2
Strategic challenges faced by the Department
The Department is faced with the intractable problem that demand for its services is increasing while its budget is staying the same in real terms.   It therefore has to do more with the same amount.

If the budget and staffing situation of the Department is analysed, it is clear that the vast majority of the Department’s human resources (which forms the biggest part of the Department’s budget) (75%) are allocated to the administration of regional offices (9.32%), delivering civic services in district and regional offices (40.77%), admission control of travellers at ports of entry (11.91%) and deportation and removal of aliens (13.12%).  The setting up of service delivery points across the country is therefore very costly to the Department.  The Department will therefore have to rethink fundamentally the setting up and distribution of these service delivery points, the work processes of these service points and its strategies for the tracing and removal of illegal aliens.

Migration work processes are largely determined by migration policy.  It is the policy that determines the number of checks to be done and the factors to consider before a permit can be issued.  The Department lacks capacity to apply the policy.  Capacity is used here in the sense of the ability of administrative processes and the staff involved in the processes to take complex decisions.  Redesign of the administrative processes will therefore have to go hand-in-hand with reviewing some elements of the policy.

The Department is experiencing serious staff shortages.  (This is not to say that the Department is really understaffed.) The Department is therefore under pressure to come up with more realistic staffing norms.

2.3
Utilisation of staff
It is imperative that each staff member be utilised optimally and that the workload be spread evenly amongst the available staff since most wastage in the Department occurs with the wastage of staff time or inefficient utilisation of staff time.

These inefficiencies are caused partly by big fluctuations in volumes of different types of applications for official documents and partly by inability to move resources to where volumes are the highest.  Work arrangements should be as flexible as possible and the capacity should be created to move staff to components where inflow of work is the highest or where backlogs are building up (or alternatively, to re-assign work to under-utilised components). The Department has already recognised that the multi-purpose deployment of staff should be considered.  This solution has not however been implemented.  This will require multi-skilling of staff.

Public service organisation structures are too rigid to facilitate flexible deployment of staff.

To facilitate the monitoring of workloads the Department uses a tool called Core Task Statistics System.  The Department is not however applying and maintaining the system vigorously at the moment.  


Conclusion
The Department will have to embark on re-engineering of all its business processes to enable it to deliver an acceptable level of service within a limited budget.  The required efficiency improvements will not be achieved by incrementally improving existing processes without fundamentally rethinking the way the Department does its business.  Any fundamental re-engineering of the business processes of the migration component will probably also require adjustments to the migration policy.  Without such adjustments only incremental improvement in processes and cost savings will be possible.

2.4
Implementation of strategic plans/ transformation policy framework
The Department was not able to implement plans to address the strategic challenges faced by it.  This is a serious indictment against the Department. All the issues discussed in this report are covered in the Department’s planning documents.  It is clear however that much of the planning has not reached the stage of a detailed plan of action.  Many of the strategies are still vague objectives and good intentions.  It seems that the Department was unable to drive projects from the conceptual stage to the stage where responsibilities are assigned, practical and realistic action is taken and project management controls are instituted to check whether satisfactory progress is made towards completion of projects.  Seeing also that two years have elapsed since the original Transformation Policy Framework was put in place, it is clear that the Department has failed with the implementation, of especially critical projects to change fundamentally the way the Department is doing business.  

To enable it to deliver on some of its strategic objectives the Department created a strategic planning and policy support unit, which currently includes traditional management advisory services.  Line management also provides some planning and analytic capacity.  There is lack of analytic capacity in the Department, including the financial management and information technology components, to analyse and calculate the longer-term financial impact of decisions regarding prioritisation, efficiency savings and employment of technology in order to find the resources within the Department’s limited budget to meet increasing demand for services and to improve service delivery performance.

2.5
Staff morale
It seems that both morale and work ethic in the Department are low.  Some indicators of this, apart from the opinion of managers interviewed, are the following:

· An average sick leave figure of 10,6 days per person for 1999 at a cost of R10m (1.7% of the budget) to the Department.

· 248 staff members lodged formal grievances in 1999.

· About 300 cases of misconduct were investigated in 1998, 40 of which resulted in formal charges.

2.6 Personnel performance management

· A new personnel performance management system is still to be        designed.

· Performance contracts have been instituted for management level      personnel but performance against these has not been assessed.

·       30% of personnel assessments are still outstanding.

2.7
Control measures
The Department has all the usual financial and human resource management policies and control measures in place.   However, lapses in adherence to these have occurred.  These are ascribed to the integrity of the individuals involved and the dubiousness which arises when rules are perceived as hampering effective service delivery.

2.8
Anti-Corruption Unit

· The Anti-Corruption Unit lacks capacity and was largely unable to       deliver on its mandate.

· Some members of the unit were appointed without the normal procedures being adhered to and recruitment to the unit did not take skills requirements into account.

· No job descriptions exist for Anti-Corruption Unit members.

· Some members of the unit are used for other functions, such as acting as bodyguard to the Director-General. 

· The unit was unable to finalise cases.

· Members received no training.

· There is an overlap of functions with such units as the Inspection Unit.

2.9
Organisation structure
Chief Directorate:  Strategic Planning and Service Delivery

·       The creation of this Chief Directorate added to the complexity of the structure.

·       The functions of this unit should be restricted to providing analytic capacity and should not include policy formulation and planning.

·       The unit should not be burdened with day-to-day administrative   duties.

·       The research support function should be moved from the Directorate: Communications to this unit.

·       The positioning of the regional offices in the Chief Directorate is not ideal.


The Department’s structure should be made flatter.

2.10         Implementation of the Batho Pele White Paper

·       The Department does not consult with customers about services and service standards.

·       The Department has set standards, but is not rigorously measuring performance against these.

·       The Department has not set targets for increasing access to its services.

·       The Department has specified courtesy standards, but is not measuring performance on these.

·      The Department provides good information about its services.

·      The Department does not have a formal mechanism for dealing with complaints.  

·      The Department does not formally report to citizens, except through  its annual report.

·      The Department does not have a productivity improvement programme and does not measure its productivity.

3.
Recommendations

The following are the main recommendations in the report:

3.1
That the Department implement its own policy priority to --

·       develop streamlined and user-friendly, yet effective, guidelines and procedures (including financial control measures) for the rendering of support services; and

·      communicate with all staff regarding the availability, distribution, entitling rules and norms, control and maintenance of support infrastructure and services.
3.2
In the light of problems and inconsistencies in the structure and functioning of the Anti-Corruption Unit, the Inspection Unit, the Internal Audit Unit and the Labour Relations Component (with regard to discipline) the following are recommended:

· That clear policy on recruitment to these units, especially where head hunting is to be undertaken, be formulated and adhered to.

·     That job descriptions of the different individuals be written, signed and understood by the individuals in posts.

·      Evaluations for merit, promotions and other career incidents be linked to performance, based on the required output as stated in those job descriptions.

·     Where obvious capacity gaps have been identified as is the case with the ACU, training programmes dealing with relevant and specific skills requirements be implemented.

·     That the four units, namely Labour Relations, ACU, Internal Audit and Inspection Unit be restructured to create a clear demarcation of responsibilities.  Consideration should also be given to moving the ACU to the Directorate:  Ethical Conduct

·     The creation and staffing of the ACU creates doubt as to whether the intention for its creation was to deal with corruption and to develop corruption strategies, or to deal with other needs which the Department might have had at the time. It is recommended that this component re-strategise and revisit its purpose and functions with the aim of staffing the component with suitably qualified and able officials.

3.3
That the Department embark on a fundamental re-engineering of all its business processes.

3.4
That the Department design and implement a management system that will enable it to address the strategic challenges faced by it and to maintain its routine operations at an acceptable level.

Addressing the strategic challenges faced by the Department and maintaining existing operations requires the following two distinct management approaches:

Addressing the strategic challenges requires identifying what issues to tackle first, defining the problem, generating alternative solutions to the problem, thoroughly analysing the costs and benefits of the alternative solutions, recommending a solution, submitting it for approval and implementing it.  This could best be done through a project-management approach.  The Department will therefore have to invest in project- management capacity.
Maintaining and improving existing operations requires the following approach:

· Set measurable objectives, performance indicators and service standards. These should cover all the critical elements of the Departments business so that one can get a balanced perspective of the Departments performance.

· Set up a measuring system to measure performance.

· Hold managers accountable for performance and recognise performance appropriately. Individual performance contracts and performance management should be based on the same system.
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1.
INTRODUCTION
1.1
Aim of investigation
In October 1999 the Commission launched a general survey to establish the extent to which departments have complied with the White Paper on the Transformation of Public Service Delivery (the Batho Pele White Paper).  The Department of Home Affairs was included in this survey.  At the same time a number of allegations surfaced in the press around the conduct of Mr. Albert Mokoena, Director-General of the Department.  Mr. Mokoena was subsequently charged with misconduct and he resigned.

The impression was created in the press that there was much mismanagement in the Department.  The question also arose as to how it was possible for these events to have occurred, given the comprehensive regulatory framework in place to ensure ethical, regular and efficient public administration and what (further) measures should be put in place to prevent a recurrence thereof.  The Commission therefore decided to broaden its Batho Pele evaluation to include a range of management issues that impact on service delivery.

The following management focal areas were included in the investigation:

· Output performance of the Department

· Financial control/ control over the use of assets

· Financial management

· Human resource management

· Staffing situation of the Department

· Morale of staff

· Performance management and incentives

· Utilisation of personnel

· Training

· Anti-corruption measures and ethical conduct

· Management planning and control

· Organisation structure

· Compliance with the White Paper on Transforming Public Service Delivery (Batho Pele White Paper)





The aim of the investigation was to establish the nature and extent of irregularities and inefficiencies and the causes thereof and to come up with recommendations that would assist the Department to perform its functions in a more efficient and effective way.

1.2
Methodology
The information on which evaluations and conclusions were based was obtained from interviews conducted with senior managers and documents supplied by the Department.  A list of persons with whom interviews were conducted is attached as Annexure A and a list of documents supplied by the Department as Annexure B.

The Department’s compliance with the Batho Pele policy was assessed by comparing the Department’s service delivery improvement practice with the principles and requirements laid down in the White Paper.

A sample of ten service delivery points (district and regional offices) per province was visited.  The aims of these visits were the following:

·       Assessment of the application of the Batho Pele principles at grass- roots level.

·        Assessing service delivery capacity / availability of resources at service delivery points.

·       Assessing facilities at service delivery points.

·       Assessing management and other problems experienced at service


delivery points.

1.3
Scope of investigation


The Government Printer, the Film and Publication Board and the Electoral Commission were excluded from the investigation.  These are distinct business areas that could best be evaluated as separate projects.

1.4
Limitation of investigation
Organisational systems are complex and the causes of poor performance of such systems are multiple and complex. The nature of an investigation such as this does not allow thorough analysis of all the problems experienced by the Department.

2.
EVALUATION WITH REGARD TO EACH MANAGEMENT FOCAL AREA
2.1
Output performance of the Department (ability of the Department to routinely produce the services/outputs required of it) in comparison to the resources available to it

The volume of outputs produced by the Department is shown in Table 1.    The outputs are given for a number of years to show growth and fluctuations in volumes.

Outputs and services rendered
 




               
         Table 1

SERVICE


QUANTITY OF OUTPUTS


1994/95
1995/96
1996/97
1997/98
1998/99

SERVICES TO CITIZENS

1.
IDENTIFICATION OF FINGERPRINTS


· Fingerprints (classifying, comparing, filing as additions to existing records).
10 137 539
 7 173 622
 7 388 005
 6 604 060
 6 588 912

· Total number of fingerprints on record
31 951 374
33 618 004
35 207 490
36 949 460
38 783 319

2.
ISSUE OF IDENTITY DOCUMENTS


· Identity documents issued
4 636 995
2 830 940
2 222 441
2 498 970
3 127 965

3.
ISSUE OF PASSPORTS AND TRAVEL DOCUMENTS


· Issuing of passports and travel documents
31 523
53 994
459 135
889 340
1 035 116

4.    CIVIC AFFAIRS : SERVICES TO CITIZENS


· Most outputs of services rendered are also performed by the Regions under this activity.


5.
CIVIC AFFAIRS: CITIZENSHIP


· Granting of South African Citizenship
17 432
12 540
14 107
15 713
22 409
018 448
1 830 886
1 980 320
2 001 661

5.
CIVIC AFFAIRS: REGISTERS (Births, Marriages, Dea        Deaths and Amendments)


· New recordings on the population register
3 351 123
2 018 448
1 830 886
1 980 320
2 001 661

· Certificates issued (births, marriages, deaths) and drivers licences recorded.  General amendments of birth, marriage and death registers as well as amplification of and adoptions noted on birth registers
1 116 063
1 914 915
2 193 734
2 992 097
3 650 404

· Marriages recorded
220 404
222 727
298 615
239 554
242 453

· Authorisation to persons to assume another surname
19 487
11 930
14 652
11 727
24 196

· Deaths registered
255 289
295 314
363 238
317 155
401 015

MIGRATION

1.
ALIENS CONTROL


· Persons cleared by Immigration Officers
19 760 394
24 534 765
26 951 219
26 877 074
29 200 642

· Deportations
215
648
580
851
793

· Repatriation
90 692
157 084
180 713
176 351
181 286

2.
REFUGEE AFFAIRS


· Refugee applications
2 080
15 683
18 034
9 474
11 284

3.    ADMISSION


· Issuing of visas
475 691
573 635
676 835
572 834
550 562

4.
RESIDENCE


· Foreigners who visited the RSA
3 896 547
4 239 031
5 186 221
4 805 971
6 163 539

· Temporary residence
63 014
71 831
87 424
67 525
51 060

· Permanent residence
3 740
9 121
4 330
3 898
3 956

2.1.1 Delivery times

· ID books

Measured against the time frames announced by the Minister of Home Affairs in respect of service delivery, the Department’s performance is below standard.  Whilst 86% of re-issues of identity documents are finalised within the standard of two months stipulated in the Department’s published service standards, only 59% of first issues are finalised within the same time frame (see Table 2a for samples taken over a period of 20 months up to 23 February 2000).

Period for the completion of ID document (re-issues)                                        Table 2a

According to a random sample of 500 applications

Period
16-10-1998
28-07-1999
23-02-2000

1 month

83.4%

81.4%
 
  2.5%

2 months

12.6%

 9.4%

67.5%

3 months

  3.4%

 6.8%

30.0%

4 months


 1.4%



5 months


 0.6%


6 months

  0.6%

 0.4%


Period for the completion of ID document (first issues)

According to a random sample of 500 applications

1 month

57.2%

 8.0%




2 months

36.0%

48.6%

28.5%

3 months

  4.8%

31.2%

64.0%

4 months

  0.8%

  7.8%

  7.5%

5 months

  0.8%

  1.8%


6 months

  0.4%

  2.6%


· Permanent residence permits
Only 10% of the applications are finalised within the standard time frame of 8 weeks while 53% are finalised within 5 months and longer (even longer than 12 months).  The Department does not have a system in place to measure its performance against the standard on a regular basis – a random sample of 30 files were made available to the Office – see Table 2b below.

Period for the completion of permanent residence permits                      Table 2b

According to a random sample of 30

Period
% finalised

0 – 8 weeks (standard time)
10

2 – 4 months
37

5 – 6 months
17

7 – 9 months
20

10 – 12 months
13

Longer than 12 months
3

Total
100


The size of the sample made it very difficult to make significant deductions.  An in-depth analysis of the reasons for the lengthy periods should be carried out.

· Temporary residence permits

The Department has not published standards for the finalisation of applications for temporary residence permits and has no system in place to measure the time it takes for an application to be finalised.

2.1.2 Backlogs
The following table comparing backlogs in the Civic Affairs component indicates that there has been a decline in backlogs (though the reason for the decline may be seasonal).

Backlogs                                                                                                                                                        Table 2c

Comparison of fingerprints
Jan
Feb
Mar
Apr
May
Jun
Jul
Aug
Sep
Oct
Nov

Outstanding
17 920
21 868
   38 959
43 984
23 160
27 118
33 790
37 908
8 331
5 357
2 955

Received
394 072
348 380
388 649
364 556
304 883
294 742
332 461
283 307
309 781
236 647
260 522

Finalised
390 124
331 289
383 624
385 380
300 925
288 070
328 343
312 884
312 755
239 049
239 594

Balance
21 868
38 959
43 984
23 160
27 118
33 790
37 908
8 331
5 357
2 955
23 883

Classification of and search for fingerprints

Classification of fingerprints
Jan
Feb
Mar
Apr
May
Jun
Jul
Aug
Sep
Oct
Nov

Outstanding
27 920
12 676
23 798
49 983
15 981
8 764
16 134
9 587
3 383
2 064
3 220

Received
327 413
251 035
320 702
351 859
128 331
97 917
90 312
89 829
93 964
77 309
67 737

Finalised
342 657
239 913
294 517
385 861
135 548
90 547
 96 859
96 033
95 283
76 153
67 188

Balance
12 676
23 798
49 983
 15 981
8 764
16 134
9 587
 3 383
2 064
3 220
3 769

Permanent residence permits                                                                                                                    Table 2d


Jan 99
Feb
Mar
Apr
May
June
July
Aug
Sep
Oct
Nov99

Outstanding
3 215
3 331
3 194
3 083
2 585
2 793
3 199
3 121
3 452
3 672
3 819

Received
1 558
1 449
1 430
1 298
1 537
1 765
1 692
1 700
1 807
1 496
1 844

Finalised
1 442
1 586
1 541
1 796
1 329
1 362
1 770
1 369
1 587
1 349
1 661

Balance
3 331
3 194
3 083
2 585
2 793
3 199
3 121
3 452
3 672
3 819
4 002

Temporary residence permits.  Work permits

Outstanding

202
183
405
364
466
620
516
707
922
956

Received
671
584
711
602
611
806
635
630
889
657
759

Finalised
469
603
489
643
509
652
739
469
674
623
994

Balance
202
183
405
364
466
620
516
707
922
956
741


In terms of the migration function, figures reflect an increase in backlogs, especially in terms of permanent residence permits (again, the reason for this will have to be analysed).


Very few, if any, backlogs exist with the processing of asylum applications.  59 000 are received each month (see Table 2e), of which 70% are finalised within the same month – the standard time frame is three months, within which over 90% are finalised.

Backlogs are a useful process indicator.  The above tables show that the Department keeps key records to track their production process and get some early warning when backlogs start to become unmanageable.

Refugee applications                                                                                           Table 2e

 
October 99
%
December 99
%

Received
58 996
100
59 426
100

Finalised
41 391
70
42 101
71

Outstanding
17 605
30
17 325
29

Rejected
22 491

22 826


Approved
14 899

14 904


2.1.3
Budget

It is important to compare this output performance of the Department with the resources available to it.  The budget of the Department for the years 1997/98 to 1999/2000 is given in Table 3.



Budget of the Department (excluding Film and Publication Board, Government Printing Works, Government Motor Transport and Electoral Commission)                                                  Table 3



MAIN PROGRAMMES
1997/1998

R’000
1998/1999

R’000
1999/2000

R'000
%

Administration


139 458
23.7

Services to citizens


294 617
50.1

Comparison/classification of fingerprints


18 140
3.1

HANIS


53 234
9.0

Issue of ID


23 186
3.9

Civic Affairs general administration


170 808
29.0

Issue of passports and travel documents


13 787
2.3

Determining, granting and depriving of citizenship


1 327
0.2

Registration of births, deaths, marriages and issuing of certificates


14 135
2.4

Migration


154 445
26.2

Deportation and removal of aliens


98 204
16.7

Processing of applications for asylum and other refugee applications


4 499
0.8

Admission control of travellers at ports of entry


44 286
7.5

Processing of applications for permanent residence and work, study and other temporary residence permits


7 016
1.2

Performance of administrative work in connection with the Immigrants Selection Board and Committees


440
0.1

Total

     % increase over previous year
476 788


569 622

19.5%
588 520

3.3%
100.0

Personnel expenditure

     % increase over previous year
351 383


399 611

13.7%
377 007

-5.7%


64.06

Other


211 513
35.94

Total


588 520
100


There was no real increase in budget from 1998/99 to 1999/2000.  The budget for personnel expenditure actually decreased with 5.7% from 1998/99 to 1999/2000.  An analysis of the staffing situation of the Department shows why it has been struggling to cope with the demands placed on it.

2.1.4
Staffing situation of the Department
· Vacancies

The Departments current (January 2000) staffing situation is shown in             Table 4.

STAFFING SITUATION


                                   TABLE 4


(a)
(b)
(c)
(d)
(e)
(f)


Approved establishment
Approved minus vacant (VSP)

[funded posts]
Filled
Vacant (VSP)
Vacant (Others)
Proposed establishment*

Head Office
1 815
1 612
1 512
203
100
2 027

Regional Offices
4 962
4 591
4 120
371
471
5 813

TOTAL
6 777
6 203
5 632
574
571
7 840

*
  The proposed establishment figures were determined by Head Office: Work Study Investigations since October 1995 and Regional Offices; using the CTS system: 30 July 1999.  The CTS system (Core Task Statistics) makes provision for the description of tasks, the counting of the frequency of tasks and standard times for the completion of tasks.  By multiplying the frequency of the task with the standard time, the total amount of time needed to do the task is calculated.  By dividing the total amount of time by time available for one person the number of posts needed to do the task is calculated.

If the total number of proposed posts of 7 840 is taken into account, the Department has to do without 1 063 posts apart from the 1 145 vacant posts. This means that the Department has to function with a shortage of 28% in terms of its establishment. (However, the vacancy rate against funded posts is only 9.2%.)  The Department is experiencing serious staff shortages as measured against its present staffing norms.  At the same time, the danger of overspending its budget has forced the Department to place a moratorium on the filling of posts.  The Department is therefore under pressure to come up with more realistic staffing norms.  To do this the Department will have to undertake a complete re-engineering of all its business processes.

The approved posts (column (b) of Table 4) are divided as follows between the main programmes and subprogrammes of the Department.

Establishment according to budget programmes
      Table 5

       Programmes
Posts
%

          Administration
1 096
17.67

1.1
  Head Office
518
8.35

1.2
  Regional Offices
578
9.32

         Services to citizens
3 431
55.31

2.1
 Identification of fingerprints
324
5.22

2.2
 HANIS
5
0.08

2.3
 Issue of identification documents
350
5.64

2.4
 Civic Affairs:  General Administration
2 529
40.77

2.5
 Issue of passports and travel documents
31
0.50

2.6
 Civic Affairs:  Citizenship
27
0.44

2.7
 Civic Affairs:  Registers (births, marriages, deaths and amendment
165
2.66

         Migration
1 676
27.02

3.1
 Aliens control
814
13.12

3.2
 Refugee affairs
32
0.52

3.3
 Admission
739
11.91

3.4
 Residence
91
1.47

        Total 
6 203
    100  

If the Department is to make a real difference in staff numbers it will have to concentrate on how it sets up its service delivery points (district offices and border posts and other ports of entry – its “retail outlets” so to speak) and the business processes followed at these points.  75% of its staff are employed as follows:



Administration Regional Offices

 9%



Civic Services Regional Offices

40%



Admission Control



12%



Deportation of Aliens


           13%



Total





75%

· Number of frozen posts (VSPs)

A total number of 574 VSPs were granted by the Department. This represents 8.5% of the Departments approved establishment (column (a) of Table 4). Since these represent a loss of staff with specific expertise and skills, suitable staff could not be found on the Redeployment Database to replace them. If these vacancies were to be filled from other sources, posts of equivalent value will have to be abolished.

· Redundant staff carried additional to the establishment
Approximately 74 line function personnel, who are carried additional to the post establishment, are redundant at present.  They are situated mainly in the Eastern Cape and efforts of redeployment to other components within the Department as well as to other departments within the Public Service have so far been unsuccessful.
·     Utilisation of temporary and casual staff
Use is made of a total number of 427 temporary and casual staff in the Components: Migration and Civic Services at present. This represents 29.4% of the total establishment of these components. These appointments are made in addition to the fixed establishment and are either funded from savings on the personnel budget of each component or form a fund administered by the Department of Welfare as part of a joint project between the two departments.

Since the Department experienced a deficit in terms of its budget, a moratorium was placed on the filling of all posts in the department as from the beginning of 1999. That includes both existing and future vacancies. The Department is therefore only able to transfer personnel and/or move posts from one component to another to address specific workload pressures. This has been done to a limited extent and is still receiving attention as a means of handling workloads and reducing backlogs. As a result the whole question of multi-purpose deployment of staff is currently receiving attention.

2.2
Financial control/ control over the use of assets

The Department has all the usual financial control measures in place. The effectiveness of these measures is periodically checked by the Inspection Services and Internal Audit components.  The functioning of these components is evaluated in par 2.5 below.  It stands to reason that all control measures can be strengthened, but at a cost.  For instance, cash receipts in regional and district offices are checked by comparing cash banked every day with the receipts issued every day.  It would strengthen control if receipts issued are also compared with the number of applications where a fee is payable, because customers are satisfied when they get the document for which they have applied and do not necessarily insist on a receipt.  Control measures also depend largely on the honesty of programme and responsibility managers.  For instance, only the responsibility manager can ensure that a trip undertaken with a government vehicle is really necessary and for official purposes, and that trips are coordinated to avoid unnecessary trips.  The transport section can only check whether the necessary trip authorisations have been given and whether the log book has been completed fully.  They cannot really check the necessity of the trip.

The extent of control measures should be determined by the risks involved.



Respect for rules
The question now arises why, in spite of various control measures, irregularities still occurred, and at the level of senior management.

As said above, control measures depend largely on the personal integrity of all officials involved in a process.  Any irregularities that occurred must be ascribed to the integrity of the individuals involved.

The discretion that managers were allowed is also an issue.  In many instances in the Departments Transformation Policy Framework it is averred that a rules-bound culture must make place for a more results-driven orientation.  This implies that a manager should be allowed more discretion to apply state funds to the best advantage of the state.  However, a prerequisite must always be that the discretion is allowed by the rules.  Otherwise, discretion may mean disrespect for rules. It should also be remembered that many rules are in a sense pre-programmed decisions that make things easier for managers.  For instance, if a PC is to be bought from the government contract, somebody else has already vetted the supplier and the quality of the product offered by that supplier.  If a programme or responsibility manager wants to circumvent the government contract he/she will have to do the evaluation of the supplier and the product him/herself.  So, any policy statement that managers should be less rules driven and more results driven, should be accompanied by a systematic re-evaluation of rules and procedures to allow managers more discretion where this is indeed indicated.

The Department addresses this issue in its Transformation Policy Framework but not much progress has been made with the implementation of this policy.  The policy states the following with regard to support services:

As the provision of such services is prone to corruption (i.e. kickbacks on purchasing), effective control measures and procedures are essential.  In the past these have, however, often culminated in endless red tape merely inhibiting line function efficiency, and not effectively curtailing corruption.  A policy priority is therefore the -

· development of streamlined and user-friendly, yet effective, guidelines and procedures for the rendering of support services;

· communication with all staff regarding the availability, distribution, entitling rules and norms, control and maintenance of support infrastructure and services.

           (Transformation Policy Framework: par 7.4.5, page 51.)

It is recommended that the department implement this policy as soon as possible.

It has been suggested that many a laxity in the application of rules occurs because of pressure from above to get things done, or even to bend the rules.  In this regard it has been suggested that a no-tolerance policy with regard to adherence to rules be followed.  Many procedures require the signature of more than one person on documents.  If irregularities occur, disciplinary action should be taken against all who have signed and not only against the most senior person.  It may also be necessary to put policy measures in place to protect staff from undue pressure from senior managers.  (Something similar to protection of whistle blowers.)

2.3
Financial management

There is lack of analytic capacity in the component to analyse and calculate the longer-term financial impact of decisions regarding prioritisation, efficiency savings and employment of technology (see par 3 below) in order to find the resources within the Departments limited budget to meet increasing demand for services and to improve service delivery performance.

2.4

Human resource management
2.4.1
Strategic objectives with the staffing of the Department

From an evaluative point of view, it is important to establish whether the Department has set any objectives with regard to the staffing of the Department, what these objectives are and to what extent these have been realised in practice.

In terms of its own strategic planning the Department has decided that its employment policy should provide for the following principles:

· Open competition with regard to the filling of posts aimed at -

· identifying the most suitable candidates from the widest possible pool of talent,
 
 

· ensuring accessibility of employment to all sections of society,

· achieving employment equity.

· Selection on merit on the basis of -

· criteria that relate to the inherent requirements of the job,

· fairness, thereby ensuring non-discrimination,

· transparency, which entails proper record keeping with regard to decisions taken.

· Achieving employment equity as well as skills levels meeting the needs of the Department, which may include skills searches (head hunting) as and when required.

· Appropriate entry requirements and qualifications which are based on minimum requirements as prescribed by national policy, taking into account acquired skills and other relevant experience.

· Promotion of policies and procedures that are based on merit, performance and commitment.

Based on the above-mentioned principles the Department identified the following specific objectives in respect of the staffing of the Department:

·     To grant authority to regional directors to appoint entry level and temporary staff.

·     To engage in head hunting as far as certain occupational classes are concerned.

·    To utilise staff more appropriately (transfers as and where required).

·     To implement multi-purpose deployment of staff, especially in rural areas.

The processing of appointments was subsequently evaluated against the Department’s own objectives.

2.4.2
Recruitment and filling of posts in the Department

The timous, speedy and appropriate filling of vacancies is instrumental to the ability of an organisation to deliver services effectively and efficiently. The fact that personnel leave the services of an organisation (through natural attrition) is unavoidable. The urgency and effectiveness with which these vacancies are filled is, however, manageable. In order to ensure effective filling of posts the following, among others, is required:

· Clear policy guidelines spelling out principles and procedures for recruitment and filling of posts

· Effective delegations

· Proper assignment of responsibility 

· Effective supervision and control over activities

· Measurable standards in terms of acceptable processing times for the various phases (recruitment, selection, interviewing, administration) of appointing personnel

Against the background of what the Departments objectives are with the staffing of the Department, the following findings were made:

· Clear policy guidelines incorporating fundamental principles
The Department has given effect to the principles spelled out in its strategic planning by developing a policy on the recruitment and selection of personnel which was successfully negotiated within the Departmental Bargaining Chamber. It was found on scrutinising the policy, that the procedures as prescribed internalised important principles such as fairness, equity, transparency, openness, representativeness, etc. The policy also provides specific guidelines in terms of recruitment methods, the advertising of posts and the selection procedure. It does not, however, address the assignment of responsibility and does not set standards in terms of processing times.

· Effective delegation
The objective of granting regional directors more authority in respect of the appointment of certain categories of staff has not as yet been addressed. This, however, should also be viewed against the current moratorium on the filling of posts which would, for the moment, render such an initiative purely academic.

· Proper assignment of responsibility
The fact that assignment of responsibility was not addressed in the Departments recruitment policy is a shortcoming. Although departmental delegations address this issue, it will enhance the completeness and user-friendliness of this policy if it is also captured in the policy itself.

· Measurable standards in respect of processing times
The recruitment policy of the Department does not contain any standards for processing times for the various phases of recruitment and appointment of staff.  The Department should address the matter of giving regional management more authority as far as the filling of posts is concerned.  

The Department should also consider reviewing its recruitment policy with a view to addressing assignment of responsibility as explained above as well as the setting of measurable standards for processing times.
2.4.3
Staff morale
2.4.3.1
Strategic objectives with the management of staff morale
In terms of its strategic planning the Department has decided that to improve commitment and morale in the Department, management at all levels should start communicating with their staff to address fears, expectations, problems, etc., and to get to know them as human beings.

It was also decided very recently by top management of the Department to conduct an organisation-wide survey in respect of, among other things, the morale of personnel at all levels in the Department.
2.4.3.2
Indicators in respect of staff morale
Staff morale is dependent on numerous elements ranging from management styles, remuneration and working conditions to attitudes and even conditions outside the work environment. However, it is usually difficult to identify the real or most important causative factors of low morale. To address low staff morale therefore usually requires a multi-faceted approach stretching over at least the medium to long term.

In the workplace certain indicators can be indicative of low morale. Apart from these indicators managers interviewed were also of the opinion that both morale and the standard of work ethic were low. The following was found at the Department:

· Staff turnover
Staff turnover at Head Office for the year 1999 within the Migration and the Civic Services Components is 11.4% and 7.7%, respectively. This is rather high when taking into account that, owing to the moratorium on the filling of posts, vacancies that occur cannot be filled again. This means that these components will have to do without the services of those personnel leaving the Department. 

· Absenteeism
Sick and unauthorised leave for the Department amounted to 4.8% of the total available number of person days for the period November 1998 to November 1999. This amounts to 10.6 days per person and a cost of about R10m (1.7% of the Department’s budget).  Sick leave for 1999 was as follows:

Absenteeism (sick leave) rate                         Table 6

Region and Head Office
Absenteeism in days per person(sick leave)

Western Cape
12.1

Eastern Cape
11.5

Gauteng West
10.5

Gauteng East
10.1

North West
8.8

KwaZulu-Natal
8.7

Free State
7.9

Northern Cape
6.9

Mpumalanga
6.2

Northern Province
5.9

Regional Average
8.9

Civic Services HO
18.2

Migration HO
13

· Grievances

During the period October 1998 to October 1999 a total number of 248 staff members lodged formal grievances with the Department. This represents 4% of the personnel employed by the Department. Although the nature of the grievances could not be investigated owing to time constraints, it is nonetheless a rough indication of morale.    




· Discipline
During the period October 1998 to October 1999, 46 persons were formally charged with misconduct. This represents 0.82% of the personnel employed by the Department.  A breakdown of the misconduct cases is given in Tables 8.1 and 8.2.

Although the above-mentioned could be seen as indicative of low morale, a proper investigation into staff morale will have to be undertaken to shed more light on this very complicated matter. The indication on the surface is, however, that all is not well and that the Department should embark as soon as possible on its envisaged investigation into staff morale and related issues.

2.4.4
Performance management and incentives

2.4.4.1
Strategic objectives with performance management
In terms of its strategic planning the Department decided to improve performance management by means of the following objectives:

· The efficiency of staff to be determined at all levels

· Correct placement of all staff to be ensured

· Managerial and other potential of staff to be identified

· Training, education and developmental needs of staff to be identified

· Corrective steps to be identified and taken

· An appraisal system to be introduced that meets the following objectives:

· Expectations (objectives) to be made known to incumbents

· Management to establish whether objectives are met

· Poor performance to be identified and addressed

· Good performance to be rewarded

Departmental policy on performance management, which should give effect to the above-mentioned principles, is still in the process of being developed and still needs to be negotiated in the Departmental Bargaining Chamber. 

2.4.4.2
Staff evaluation
The timous and professional assessment, development and rewarding of personnel for exceptional services rendered is essential for the building of high morale and effective service delivery.

In terms of staff assessments and as far as the line functions Component: Migration and Component: Civic Services are concerned, the following observations were made:

· Performance contracts
Performance contracts have been instituted for all personnel in the management echelon. The performance of these staff members, however, still needs to be evaluated against what is required in terms of these contracts.

· Personnel evaluation
Close to 30% of personnel evaluation assessments for 1999 are still outstanding for the Component: Migration and close to 20% for the Component: Civic Services.

Taking into account that personnel evaluation should, given the strategic objectives applicable to it, be done in good time, the number of outstanding evaluations should be a matter of great concern to the Department. The Department should, as a matter of priority, establish what the reasons for the backlog are with a view to addressing these as soon as possible.

2.4.4.3
Linking service delivery objectives with performance assessment

One of the strategic management objectives of the Department is to introduce an appraisal system that will provide for a clear linkage between service delivery outputs and performance assessment. Progress on this has been slow however. It is recommended that the Department attend to this urgently.

2.4.5
Utilisation of personnel

In a department such as Home Affairs it is imperative that each staff member be utilised optimally and that the workload be spread evenly amongst the available staff.  Most wastage occurs with the wastage of staff time.  A sure sign that processes are not running smoothly is when some components are overworked and others under-utilised.  Further, there are big fluctuations in volumes of different types of applications for official documents.  (See Table 1.)  Work arrangements should be as flexible as possible and the capacity should be created to move staff to components where inflow of work is the highest or where backlogs are building up, or to transfer work to components not fully utilised.  To do this effectively an ability to do demand forecasting is required.  This has implications for work processes and organisational arrangements.  In typical public service structures components are divided into functional (or specialised) subunits and work allocated to units according to function (or speciality) and not daily workloads (volumes).  Multi-function units could facilitate allocation of work according to workload.  The Department has already recognised that the multi-purpose deployment of staff should be considered (action strategy 3.2.1 decided on at the management workshop held on 21 July 1999).  This action strategy has not however been implemented fully.  This will obviously require multi-skilling of staff.  The Department also makes use of casual workers and overtime to increase its flexibility to meet demand fluctuations.

To facilitate the monitoring of workloads the Department has a tool called Core Task Statistics system. (See note at Table 4.)  The Department is not however applying and maintaining the system vigorously at the moment.  The system makes provision for the description of tasks, the counting of the frequency of tasks and standard times for the completion of tasks. By multiplying the frequency of the task with the standard time, the workload of a post or component can be calculated.  If detailed statistics are kept it is possible to monitor the workload of components and shift staff to components with the biggest workloads, or to re-determine the establishment of the component, or to transfer work to components not fully utilised. 

It is recommended that the Department design a system that will facilitate the flexible utilisation of staff to enable the Department to adjust to fluctuations in workload in good time.  The Core Task Statistics system could be revitalised for this purpose.

2.5 
Anti-corruption measures and ethical conduct
2.5.1 
Introduction
This part of the report deals with four units established by the Department to prevent and deal with cases of fraud, corruption and non-compliance with rules and procedures:

· Anti-Corruption Unit (ACU)

· Inspection Unit

· Internal Audit Unit

· Labour Relations Unit (Only with regard to disciplining of staff.)

The staffing of the Anti-Corruption Unit, the caseload of the units and the overlapping of functions between the units were assessed.

2.5.2 
Staffing of the Anti-Corruption Unit
Some officials of this unit were appointed without the normal procedures being adhered to. While the Transformation Policy Framework Document of the Department alludes to a need, where required, for skills searches (head hunting) to be embarked on as an additional tool, recruitment of these individuals did not take skills requirements into consideration.  Some of the individuals did not and do not have the skills associated with anti-corruption tasks and / or investigations. This particular section of the policy allowed senior managers to restrict head hunting and to appoint people known to and acquainted with them. 

No job descriptions exist for the ACU members. This has enabled some members of the unit to be placed somewhere else, e.g. two members employed as Assistant Directors to the ACU continued to function as bodyguards (to the former Director-General), a function they performed while working for the protection unit of the SAPS. 

It should be noted that not all members of the ACU are employees of the Department.  Two officials are on the payroll of the SAPS and two are from and are paid by NIA. According to the unit head, this was done firstly to give the unit  powers of arrest and safe keeping of files, in the case of SAPS staff, and in the case of NIA, as the result of a perceived need to access NIA information and data. While these are important considerations, they are not crucial for the success of the unit. It also needs to be stated that NIA personnel do not perform investigative functions (they are doing covert intelligence work), a crucial success factor and requirement for the unit.  In effect, this leaves the unit with only 6 staff members, including the secretary. The following is the make-up and background of the ACU Units officials:

ACU staffing situation and background                                                                                  Table 7

Background
Number of officials
Remarks

Former SAPS
2
Employed on the establishment of ACU but continued to perform bodyguard duties (Asst. Dir. level) 

Current SAPS
2


Current NIA
2
Dont undertake investigations but brought into the unit to facilitate networking and access to NIA information.

Former Inspection Unit
2
Seemingly the only officials in the unit with a high workload.

From outside
2
This includes the secretary and the head of the unit.

The ACU is unable to finalise cases (corroborated by the ACU head) and where cases are finalised, the time it takes to do so compares unfavourably with that previously achieved by the Inspection Unit.

No member of the Unit has received training, resulting in lack of capacity. The Department found it difficult to arrange for or to provide the specialised type of training required for units such as the ACU because it is not training normally offered or procured by the Department’s training unit.  The Department is however attending to the problem. 

2.5.3 
Caseload of the units
A breakdown of cases handled by the ACU and the Inspection Unit is given in Tables 8, 8.1 and 8.2. The manner in which cases are distributed by the Department contributes to overlapping. While the Inspection Unit was able to give a breakdown of the cases handled, the same cases also appear in the list of cases supplied by both the Labour Relations and the ACU Units. Of the 156 cases referred to the ACU by the Inspection Unit when the ACU was established, 75 were received back, 15 of which have not yet been finalised. There was a backlog of 101 cases on November 15, 1999.

Statistics of cases – Subdirectorate: Inspection Services 
Table 8

Cases
1996
1997
Jan-Oct 98*
Jan- Oct 99

Number of cases carried over
56
79
102
                1

Number of cases received
182
198
202
            132

Total
238
277
304
            133

Number of cases referred to SAPS
25
17
9
                0

Number of cases finalised
134
171
138
              89

Number of cases carried over to the next month/ year
79
102
1
              44

Number of officials charged
37
41
40
              46

Number of officials found guilty
34
35
35
               34

Number of officials not charged after investigation
97
130
98
              43

% successfully charged
92%
85%
87.50%
              74%

Number of inspectors
4
7
5
              **5

 See Table 8.1                                               See Table 8.2

*
At the end of October 1998, all cases on hand were handed over to the ACU for investigation. As from January 1999, less serious cases (75) were returned by the ACU to Inspection Services and another 58 cases were received for investigation up to the end of October 1999.

**
One inspector was given a voluntary severance package at the end of May 1999 and permission for the filling of the vacancy which existed was given as from August 1999.  The latter officer is still being trained. 

Breakdown of cases of officials charged with misconduct                               
Table 8.1

Type of misconduct
Found guilty
Found not guilty
Charges withdrawn
Resigned
Retired
Died
Total

Assistance to illegal aliens
10

1


1
12

Corruption
2





2

Fraud
6


4


10

Absent without permission
3





3

Misuse of govt transport
2
1




3

Misuse of alcohol
5
1



1
7

Theft
1





1

Poor work performance
5



1

6

Assault


1
1


2

Total
34
2
2
5
1
2
46

Breakdown of cases of officials not charged after investigation                           Table 8.2




Not charged
Resigned
Severance package
Absconded
Probation terminated
Total

Fraud
4




4

Assistance to illegal aliens
7




7

Theft
3




3

Misuse of govt transport
6




6

Bad behaviour
9
1



10

Poor work performance
3
1



4

Absent without permission
5
1



6

Misuse of alcohol
2




2

Negligence
1




1

Total





43

The highest number of incomplete cases results from cases awaiting the finalisation of the appeal stage (25) (Table 9). This is followed by the number of cases awaiting the criminal process to be finalised (15). The criminal process seemingly also takes a long time, for instance, 5 of the 15 cases date as far back as 1997. Among the five ACU members handling 55 cases out of the 101 active ones, the two former Inspection Unit members are handling 45 cases between them while the other three members handle only 10 cases. The rest of the cases are handled by the Inspection Unit (41), regional office (1) and the government printer (4). This indicates an uneven distribution of work owing to a lack of the necessary skills, especially on the part of the newcomers to the Department.

Backlog of cases November 15, 1999

Outstanding cases and investigators                                        
Table 9

Cases outstanding
Number

Investigating component
No. of cases

No reason given
46

ACU
55

Appeal
25

Inspection Unit
41

Awaiting criminal case
15

Regional Office
1

Cases withdrawn
5

Govt. Printer 
4

Admitted guilt
3

Total 
101


Report forwarded to DG
2




Awaiting report of the PO
1




Resigned
1




Awaiting DG approval
1




To consider SAPS info.
1




Witness in another case
1




Total
101




2.5.4 
Overlapping of functions
It was found and confirmed by all four components (Labour Relations, ACU, Inspection Unit and Internal Audit) that their functions overlap, sometimes resulting in animosities and a scramble for work. The ACU claims to be responsible for all misconduct cases, a function that was previously the unofficial responsibility of the Inspection Unit while Labour Relations claims that they are unable to deal with discipline owing to interference by the ACU in the investigations and the length of time it sometimes takes to finalise criminal matters. The Inspection Unit indicated its inability to investigate compliance with administrative procedures (its core function), and being bogged down with misconduct investigations or assisting the ACU as a result of lack of capacity in that component. What is coming out strongly again is the capacity problem experienced by the ACU. The following extract from the organisation chart  indicates some of the causes of the confusion:

Purpose and functions of the overlapping components                                                           Table 10



Anti-Corruption Unit
Inspection Unit
Internal Audit
Labour Relations 

To eradicate corruption
To ensure compliance with administrative procedures and legislation
To systematically and objectively appraise the diverse financial and operational control measures within the Department
To promote harmonious labour relations

1. Developing anti-

    corruption strategies

2. Identifying and    investigating of               irregularities

3. Advising on                   disciplinary and              criminal matters
1.The investigation and          evaluation of compliance   with administrative                   procedures, laws, regulations instructions and policies

2.The evaluation of                  performance against            established goals

3.The performance of ad hoc  investigations
1. The constant evaluation of the reliability and integrity of financial/ operational       information and systems

2.The auditing of                     compliance with financial     procedures and regulations

3.The monitoring of the               effectiveness with which          the Departments                      objectives are achieved
1. Administering labour relations in terms of        applicable statutory and      other requirements

2. Rendering a labour   relations support service

3. Rendering a labour        relations advice service

2.5.4.1
Anti-Corruption Unit
The purpose of this unit is to eradicate corruption. This purpose cannot be realised through investigations alone. No anti-corruption strategies have been developed or are in place, though this is one of the functions that the unit is supposed to perform.  Owing to capacity problems, corruption has been investigated only after being reported, an approach that is seen as reactive and against the proactive manner in which the units purpose is stated.  The Commission could also help the Department to institute appropriate risk management strategies.

2.5.4.2
Inspection Unit
This unit is one of the two units of the Ethical Conduct Directorate. The other one is the Internal Audit Unit. The units purpose, namely, to ensure compliance with administrative procedures and legislation, is not realised owing to the assistance the unit has to give to the Anti-Corruption Unit. The function Evaluation of performance against established goals would better fit the functions of the Chief Directorate:  Strategic Planning and Service Delivery.

2.5.4.3
Internal Audit Component
The only difference between the Internal Audit Unit and the Inspection Unit seems to be the subject matter of the inspections/ audits. The Internal Audit Unit concentrates on financial policies and procedures.

Similar to the Inspection Unit, the function Monitoring the effectiveness with which the Departments objectives are achieved would seem better to fit the functions of the Chief Directorate:  Strategic Planning and Service Delivery.

2.5.5 
Recommendations 
In the light of these problems and inconsistencies, the following is recommended:
· A clear policy on recruitment to these units, especially where head hunting is to be undertaken, be formulated and adhered to.

· Job descriptions of the different individuals be written, signed and understood by the individuals in posts. Evaluations for merit, promotions and other career incidents be linked to performance based on the required output as stated in those job descriptions.

· Where obvious capacity gaps have been identified as is the case with the ACU, training programmes dealing with relevant and specific skills requirements be implemented.

· The three units, namely Labour Relations, ACU and Inspection Unit be restructured to create a clear demarcation of responsibilities.  Consideration should also be given to moving the ACU to the Directorate: Ethical Conduct.

The creation and staffing of the ACU creates doubt as to whether the aim in creating it was to deal with corruption and develop corruption strategies or to deal with other needs that the Department might have had at the time. It is further recommended that these components, especially the ACU, re-strategise and revisit its purpose and functions with the aim of staffing the component with suitably qualified and able officials.

While it may be necessary for the Department to be able to access and make use of SAPS and NIA information and expertise, the suitable staffing of the unit need not include the secondment of personnel from these departments. One can imagine, if all the state departments, owing to the existence of corruption, were to ask for secondments from these departments, the kind of confusion this could create. The fact that the Department has a systemic corruption problem is acknowledged, but this does not require the full-time deployment of SAPS and 

NIA members. The Departments aim can be achieved through close cooperation with the departments concerned.

2.6
Management planning and control
The purpose of the management planning and control system is to decide on what is to be done and to ensure that it gets done.

The Department has a number of valuable planning documents in place.  These are:

Transformation Policy Framework



January 1998

The outputs of a Strategic Work Session


4 - 7 June 1998

at Malaga Lodge

Summary of the deliberations at a Departmental

21 July 1999

management workshop: The Way Forward

Service Delivery Standards




Annexure C

The Department was not able to implement plans to address the strategic challenges faced by it.  All the issues discussed in this report are covered in the Departments planning documents.  It is clear however that much of the planning has not reached the stage of a detailed plan of action.  Many of the strategies are still vague objectives and good intentions. Seeing also that two years have elapsed since the original Transformation Policy Framework was put in place, it   is clear that the Department has failed with the implementation of critical projects, in particular, to change fundamentally the way the Department is doing business.

It seems that the Department was unable to drive projects from the conceptual stage to the stage where responsibilities are assigned and practical and realistic action is taken.  The Department also lacks analytic capacity to work out the details of plans and assess the implications, costs and benefits of plans.  Implementation was not managed properly.  It is also clear that the suspension of the previous DG has seriously affected the Department and has created a planning and implementation hiatus.  Nevertheless, a good planning basis has been laid.

2.6.1
Civic Affairs
This Chief Directorate has a fairly good system of planning action (to solve routine production problems) and regular review meetings to check whether objectives are being met.

Specific objectives such as the following are set:

· Eliminate, by a specified date, the backlog of 1,2 m old blue ID-books where the new bar-coded ID-book has not yet been issued.

· Eliminate, by a specified date, the backlog of 3 m people in possession of reference books who still do not have the bar-coded ID-book.

· Issue 3 m welfare recipients with the new HANIS plastic ID-card, by a specified date.

· Verify the identity of 3 m welfare recipients against Home Affairs fingerprint records, by a specified date.

The integrity of the SA identity document  depends largely  on early registration of birth (otherwise cumbersome, and not reliable, background checking has to be done for a person who applies for an ID-document and claims he/she was born 

in South Africa).  A specific objective could therefore be set to substantially reduce the 30 % late registration of births.

The Chief Directorate also has a good production monitoring system in place.  The following facets of the process are monitored:

· Daily, weekly and monthly statistics of work in progress: Counts are kept of previous balance, work received, work finalised, and the new balance (the backlog).  Because norms have been determined for the number of pieces to be processed per man per day, the backlog can be calculated in man days (by dividing the outstanding balance with the norm per day).

· Process times: A sample of 500 new applications for ID-books and 500 re-issues are taken periodically and the time it took to process the ID-book calculated. (See Table 2a.)

· Error percentages.

· Availability of resources: staff vacancies and absences and machine breakdowns (because this is the major immediate cause of backlogs).

Specific steps are taken if production tempos or standards are not maintained.  The Department has the process under fairly good control.

2.6.2 Chief Directorate: Migration


This component is also keeping statistics of work in progress.  No system is in place to measure delivery time frames against the standards published by the Department. (Annexure C.)



Relationship between policy and business processes 

The solving of problems experienced at Migration is not merely an issue of process, efficiency or management improvements.  Many of the process steps are determined by migration policy.  All pertinent policy issues are supposed to be addressed by the White Paper on Migration.

The consideration of applications for residence permits and other documents involves a complex balancing of conflicting interests, for example the interests of employers to employ suitable staff at their discretion, the interest of protecting the job opportunities of South Africans against foreigners and the interests of the individual who applies for the permit.

This balancing of interests requires good information (and good assessment on the basis of the information) on demographics, economic activity, the viability of investment projects, development planning, the labour market, tourism, SA security interests, the security situation in other countries, foreign relations with, e.g., SADEC countries and the value of educational qualifications of applicants, to mention only a few.  The Department obtains this information from a multiplicity of sources and information (and analysis of information) is not always readily available.

Since decisions on permits, and consequently the balancing of these interests, are delegated to a fairly low level, the decisions are more or less delimited (or pre-programmed to the extent that this is possible) by policy guidelines in the Immigration Code.  This Code has to be updated constantly to accommodate new circumstances.  This in itself is a fairly daunting undertaking.

It is open to question whether all pertinent facts in complex decisions could be properly weighed in a mechanical process.  Can the need for skills in the economy and the value of those skills be better judged by administrative processes rather than by individual investors and employers?

If the Department then does not have the competence or information to fairly balance these interests, the result will be seen by applicants and the public as arbitrary.  If the procedure on the other hand takes time without resulting in keeping undesirable foreigners out, the procedures will be seen  as unnecessary.

It is clear that the Department is experiencing serious capacity problems in this regard.  Though the Commission has not done a thorough policy evaluation, it nevertheless cautions that any policy decisions on migration should thoroughly take into account the capacity of the Department to balance effectively conflicting interests, in contrast with mechanically processing applications.  Any fundamental re-engineering of the business processes of the migration component will probably require adjustments to migration policy.  Without such adjustment only incremental improvement in processes and cost savings will be possible.

2.7
ORGANISATION STRUCTURE
The overall organisation structure of the Department is consistent with the mandate of the Transformation Policy Framework, which is seen by the Department as its strategic plan.  The grouping of the formal functions of the Department seems appropriate and distinctions between components are, with a few exceptions, clear.

It must be taken into account that the current approved structure was created around the specific needs of a strong leader.  With another type of leader, the structure might elicit misgivings among line function managers, based mainly on the perception that the Chief Directorate:  Strategic Planning and Service Delivery limits access to the CEO and that hierarchical lines of authority are extended.   Given the fact that a new DG was appointed recently, it is recommended that the Department stick to its current structure until the re-engineering of its business processes, recommended in this report, has been completed.

A few matters however need mentioning:

2.7.1
Chief Directorate: Strategic Planning and Service Delivery
Since the provision of professional, analytic and evaluative capacities to the DG is essential in order to enhance his effective and efficient management of the Department, a strategic support capacity  Chief Directorate:  Strategic Planning and Service Delivery  was created.  The establishment of such strategic and policy oriented units, supportive of chief executive officers is not unique and has become commonplace in public and private organisations. The establishment of such units unavoidably adds to the complexity of an organisation structure simply because strategic planning and policy management now becomes the responsibility of two units in the organisation - the line function unit responsible for a certain area of policy and the policy support unit.

The function of such specialist units should however be restricted to providing analytic capacity, that is, providing analytic policy and planning support plus monitoring and evaluation. Their functions should not include policy formulation or planning (or even coordination or integration because these concepts imply deciding on policy or planning) because that will imply an unnatural divorce of policy formulation and the execution thereof.  If such units do undertake policy formulation and planning they become gatekeepers to the CEO and only lengthen the hierarchical line between the CEO and the line function components.

To enable the unit to concentrate on its main function of analytic planning and policy support, it should not be burdened with too many day-to-day administrative duties, such as service delivery improvement, management of regional offices, management and administration of an array of special programmes, the employee assistance programme, the communication function and routine work study functions, such as maintenance of the CTS system, planning office accommodation and job evaluation. The department could consider transferring some of these to other components.

The placement of the research support function within the Directorate: Communications is also not appropriate. This is more directly related to strategic planning and policy and should be moved to the Directorate:  Strategic Planning and Special Programmes.

2.7.2
 Overlapping of functions
An obvious overlapping of functions was found between the Anti-Corruption Unit, Inspection Services and the Internal Audit component (see par 2.5.4). 

2.7.3
Flatter organisation structure
Although the Department indicated in its Transformation Policy Framework that it intends to eliminate duplication of work and obsolescence in roles and to flatten structures, this seems not to have been realised in practice.  The reason for retaining the DDG level for instance, is not very clear:

· The Civic Affairs Chief Directorate and Migration Chief Directorate are managed as discrete units with clear functions and objectives. The value that an additional management level can add is not clear.

· With the structural reorganisation of the Department, the responsibilities of the DDG have been attenuated in such a way that the continued existence of the post cannot be justified  Government Printing Works as well as the Chief Directorate:  Financial Management and the Chief Directorate:  Administration have been separated from the line functions and report directly to the DG.

· No reason could be found why the Chief Directorate:  Migration and the Chief Directorate: Civic Affairs cannot report directly to the DG as is the case with the other Chief Directorates.

· Most migration (and some civic affairs) matters are handled at regional level, within the framework of head office policy guidelines and the opportunity for review.  Only 25 of the 143 identified migration related tasks are assigned exclusively to Head Office.  In the light of this the question of further delegations arises.

It is therefore recommended that the roles of each structural management level be reassessed and the flattening of structures be investigated. This will require that all the business processes be studied to evaluate the specific task required and the value added to an application or document as it flows through the process and from post to post.

2.7.4 Regional Offices
The accountability of Regional Directors with regard to the overall management of Regional Offices is to the Chief Director: Strategic Planning and Service Delivery, while at the same time they report to the Chief Director: Civic Affairs and the Chief Director:  Migration regarding line function matters. From a service delivery point of view, this is not ideal since responsibility for the business process, and consequently final output, is divided. Problems caused by this dual reporting relationship, can only be solved by effective working relationships and communication links.

2.7.5 Chief Directorate:  Information Technology
The capacity of this Chief Directorate’s existing components is geared mainly to the maintenance of existing mainframe and PC-based systems and network communication services.  The establishment of the Directorate:  Home Affairs National Identification System illustrates the need for a dedicated component to design and implement new systems.  This invariably requires complete re-engineering of processes and should therefore be closely coordinated with management advisory services, possibly in project-based structures.  However, since the processes are line function operational processes, ownership for re-engineering of processes and systems should be firmly located with line managers.

2.8
COMPLIANCE WITH THE WHITE PAPER ON TRANSFORMING PUBLIC SERVICE DELIVERY


The Department completed a Service Delivery Improvement Programme (SDIP), which was announced by the Minister of Home Affairs in April 1998.


The SDIP contains the following standards for processing applications:


Identity documents
2 months


Registration of births
1 day


Marriage certificates
same day


Registration of deaths
same day


Temporary ID 
on the spot


Passports/Travel documents
6 weeks


Emergency passports
1 week


Visas

10 days


Permanent residence:

· Local applications
8 weeks

· Foreign applications
18 months

Citizenship
8 weeks


Refugee affairs
3 months


Repatriation
1 month

2.8.1

EVALUATION UNDER EACH BATHO PELE PRINCIPLE

Consultation
(Citizens should be consulted about the level, quality and choice of public services)

The Department does consult with the public (e.g. by means of public hearings) on its policy initiatives.  An example of this is the consultation that took place in all regions on the Migration Green Paper.

Consultation, apart from that on policy matters, is decentralised to the regions. Most of the regions visited consult with stakeholders such as:

· Amakhosi/traditional leaders

· Local structures

· National and provincial government

· Premiers

· Trade unions

Although some regions regularly consult about the services currently provided as well as the provision of new basic services to those who lack them, no structured policies and/ or procedures exist in the Department for conducting consultation.

Results of the consultation processes at regional level are not analysed in management reports.  Information from such analyses could be used to inform decisions on how the Department’s services could be improved.

Standards
(Citizens should be told what level and quality of public services they will receive)






The Department has set measurable and precise process standards for most of its services.  The standards have been approved by the Minister of Home Affairs.  The Department has published and communicated these standards to its potential customers.  These standards focus heavily on the shortening of required time frames for the production of outputs (mainly because of public expectations in this regard).  All regions visited complained about not being involved in the development of these standards.

Performance against standards is measured only in the case of the production of ID-books and published once a year in the Department’s Annual Report.  Performance in terms of the issuing of temporary residence permits, for which no standard was set, is not measured.

Taking into account that there

is more than one role player involved in most of the processes (especially the migration processes), the Department should develop the standards to further provide for all the steps and role players in the process and not only for the whole process.

The Department intends to determine service excellence levels eventually on a balanced scorecard of time, cost, quality, impact and citizen/client empowerment and satisfaction.  The Department realises that realistic tools should be developed for the measurement thereof.
Access

(All citizens should have equal access to public services to which they are entitled)



Although the Department knows the barriers to access to its services tc "Access

(All citizens should have equal access to public services to which they are entitled)_EMBED TextArt7.Document \\s \\* mergeformat___Although the Department knows the barriers to access to its services " \l 2and the extent thereof, it has not complied with the requirement of the White Paper to specify and set targets for progressively increasing access to their services for those who have not previously received them.

Some regions will on request render services “at home” to accommodate the old, the terminally ill or very ill and disabled people.

Courtesy
(Citizens should be treated with courtesy and consideration) 
The Department has specified the standards for the way in which customers should be treated.

If customers call personally the Department undertakes -

· that customers will be served by staff who wear or display name badges for identification,

· that staff, assisting people with applications, will -

· address people directly and with respect

· act in a friendly and helpful manner,

· to explain the procedures involved and ensure customers’ understanding of the position,

· to assist customers with special needs in all offices through friendly staff in reception areas.

The performance of staff who deal with customers is regularly monitored by supervisors.  (Courtesy is not however specifically measured.)  Courtesy and customer care are included in all training programmes and additional training is given to all those who deal directly with the public.

Information

(Citizens should be given full, accurate information about the public services they are entitled to receive)
The Department has published various brochures that provide full, accurate and up-to-date information about the Department’s tc "Information

(Citizens should be given full, accurate information about the public services they are entitled to receive)The department has published various documents that provide full, accurate and up-to-date information about the Department’s " \l 3services and who is entitled to them.  Not all regions visit remote communities on a regular basis to disseminate information.

Although the SDIP was supposed to be distributed to and made available at all offices (whether a regional office or a service point) it could not be found at service point level in any of the regions.  Copies were found in some district and regional offices.

Frontline officials wear name tags, whether the official one or just a name written on a paper (sticker) label.

Redress

(Complaints should be handled sympathetically and positively)
Although a commitment is made to respond constructively to complaints and, where possible to resolve them on the spot, the Department has no formal system for dealing with complaints or procedures for regularly reviewing complaints in order to identify systemic problems.

As part of its commitment to respond constructively to complaints, the Department introduced a helpdesk at Head Office.  This initiative has not received the necessary resources and support  and is currently manned by only one person.
Openness and
(Citizens should be told how national and provincial

transparency
departments 
are run, how much they cost and who is in charge)

The Department does not formally report to citizens, on an annual basis, on improved service delivery, financial savings and increased efficiency.  Some of the regions do however report to representative groups and even to the provincial legislatures on their performance against standards, resources consumed, staff numbers employed and fees for services.  Names and contact numbers for further information are also supplied to the public. 

Value for money
(Public services should be provided economically and efficiently, in order to give citizens better value for money)


The Department has not in its Service Delivery Improvement Programme identified any areas where efficiency savings will be sought, and the service delivery improvements that will result from achieving savings.  The Department has no structured productivity improvement programme.


Examples of improving service delivery while creating a more cost effective public service are the following:

· Electronic scanning of fingerprints.

· Birth certificate and passport applications via the Internet – this is still in a developmental phase.

Initiatives like the above should be recognised for their potential to enable the Department to achieve efficiency savings which can be ploughed back into improved services and should be further investigated.  The Department does not systematically measure productivity or value for money.

Alternative

No initiative to investigate the viability of new service delivery

service

mechanisms could be found.  New ways of doing things are 

delivery 

introduced on an ad hoc basis by the different regions.

mechanisms

In the Northern Cape the Department has entered into partnership with the provincial government to provide one-stop government service delivery to all people in that “province within a period of six to eight years”.  In terms of the outcomes of a client analysis, the following services were identified to be provided at these centres:

· Employment




· Welfare services

· Health services

· Housing

· Municipal services

· Education and training

· Home affairs

· Policing

· Licensing

· Transport services

· Communication services

· Postal services

· Revenue services

· Information needs

· Agriculture

Three centres have already been established as part of the pilot phase of this project in Galeshewe and Roodepan (near Kimberley) and at Augrabies.  Hours for rendering services are determined by the needs of the clients.  This implies that the centre in the rural area of Augrabies functions only in the afternoons and early evenings.  

2.8.2

IMPLEMENTATION AT SERVICE DELIVERY POINTS

Although the Department was identified as a pilot department for the implementation of the Batho Pele White Paper and a Service Delivery Improvement Programme was developed as a result, it has not been implemented at all offices and service points.  When visited, some of the offices in the deep rural areas had never heard about the programme or about the service standards announced by the Minister in April 1998.

The fact that the Department has not yet completed the following steps of the implementation process is clear evidence that the White Paper has not been fully implemented:

· Establish customer needs and priorities

· Establish current service baseline

· Identify the improvement gap

· Monitor delivery against standards and publish results.

2.8.3


GOOD PRACTICE EXAMPLES  

The Vital Registrations Project that is currently running in most of the regions is a good example of how cooperation between departments can add significant value.  The project engages health workers to register births at hospitals and clinics while they also collect vital information on illnesses, diseases and mortality. 

In the Northern Cape services of the Department are provided at a “one-stop-shop” where other departments’ functions are also provided under one roof using the facilities of local government. 

2.8.4


CONSTRAINTS/PROBLEMS

The main constraints identified in the implementation of the Batho Pele are the following:



Resources

Staffing problems exist in those regions where officials (and posts) were inherited from the Department of Justice with the rationalisation of that Department.  Prior to 1994 Home Affairs functions were rendered by, e.g., the Department of Justice on an agency basis.  With the rationalisation, the Justice Department claimed all facilities but left the Department of Home Affairs with a number of supernumerary officials.  At one district office the Department inherited a Director who has to report to the regional representative at Deputy Director level.   This also creates constraints in terms of reporting relationships.   
The allocation of human resources in all regions needs urgent attention - in one instance three posts have been allocated to a service point that currently receives only 15 applications per week.  Fortunately only one post is filled.  Regional Directors are ad idem that the Core Task Statistics System (CTS) that was used up to 1998 to review the allocation of posts to offices in the regions should be reintroduced.  The system is still used to gather information on, inter alia, numbers of applications received, time it takes to finish a job and numbers of posts needed to do a specific job. The statistics are however no longer used to convince Head Office of the need for a specific number of posts at a specific office.

In some of the regions there is a lack of proper physical infrastructure, especially at service point level.



The interface between the Department and other departments (including the Department of Public Works) on accommodation was also found to be a constraint.  In some areas the Department of Justice is accommodated in a brand new building with electricity, while this Department uses an outbuilding with no facilities.  Where telephone lines are not available, the Department is at the mercy of other departments and has to make use of their telephone lines and fax machines.

Computers are not provided at all offices.  This has an influence on delivery times since information needed to process documents cannot be captured directly.  Officials from service points have to travel once a week (in some cases with their own transport and at their own cost) to district or regional offices to capture the information.

Government vehicles have to be shared by district offices and service points in the Eastern Cape.  Since the Head of the District Office also has to use the shared vehicle to visit the service points falling under him, it is not always available to the service points when they need it to fetch finished documents from the Regional Office once a week.  


The lack of sufficient vehicles also impacts directly on service delivery in the remote areas of the Northern Cape.  Mobile service points could be visited only once a month.

Commitment and motivation

Commitment among employees was found to vary in the different regions.  A direct correlation exists between the commitment and involvement of regional management and the commitment of the rest of the employees.  In regions where managers display a “hands-on” approach and visit offices under their control regularly and  involve these offices in the management of the region, officials are more committed to service delivery.  In the Northern Cape managers are using a rotational system to give more officials the opportunity to manage sections.  This system is also used by KwaZulu/Natal in inviting non-management officials to the monthly management meetings.  Internal transparency is demonstrated in this way.

To motivate personnel to deliver service excellence in the Northern Province, trophies are awarded on a yearly basis for the best office, best employee and best individual improvement.  Group dynamic tools and team-building exercises are also used to involve everybody in the running of the region.

In the Eastern Cape officials feel neglected since no proper training is provided and the performance of officials is not measured on a regular basis.  In some cases personnel have not been assessed since 1994.  Communication between the regional offices and the district offices and service points in that area is limited.  

 

In some areas outdated procedure manuals (dating back to the early 90s) are still in use because the updated ones have not been passed on to the end users.

Management

Management of a region was found to be a critical factor in the overall performance of that region.  In the regions where management is committed to creating and maintaining an internal environment conducive to performance, the whole region is likely to excel.

In the Eastern Cape, lack of effective management poses one of the region’s biggest problems.  Offices are not visited on a regular basis by the Regional Director - this was clear from the fact that he was not familiar with the location of all the offices the investigating officer intended to visit.  Communication between the Regional Office and the District Offices and Service Points under its control is limited.  Information received from Head Office is not forwarded to these offices.  The uninvolvement of the top management of the region has a ripple effect on the rest of the region.  Since they get very little support from the Regional Representative or Regional Director, heads of district offices are so busy fighting fires in their own (district) offices that they are not able to manage the service points under their control properly.

Staff from this area also complained that they were never assessed.  In contrast, because of the commitment of the head of the District Office in Hazyview, Mpumalanga, ten of the seventeen people working at the office recently received a merit award of some kind (merit award or notch increment).

Information on training opportunities is also not passed on to offices. This tends to demotivate staff since they feel that their developmental needs are neglected.   Heads of some offices never report on training - in some regions however, for instance Kwazulu/Natal and the Northern Cape, it is a standing item on the agenda for management meetings.



Environment

The geography of the country has a direct (negative) influence on the accessibility of service points to all citizens.  The rural areas of the Eastern Cape are situated in mountainous terrain.  This, together with the poor condition of some of the roads, is an impediment to service delivery.  The barrenness of the Northern Cape is the main reason for its thinly spread population (only 2% of the total population lives in this region) and the even thinner spread of towns has a direct influence on the distribution of offices.  To improve accessibility by establishing more service points is not viable because of -

· the relatively small demand for the Department’s services in this area (only 35 applications are received at some points serviced by mobile units once a fortnight); and

· the cost of facilities and other resources.

2.8.5

RECOMMENDATIONS

Because of the impact of the issues discussed on service delivery it is recommended that the Department give urgent attention to the following:

· the review of personnel requirements and staffing structures in order to realign them with the strategic plan and output requirements.

· The reorientation of inherited staff - to direct their knowledge and energy constructively towards reaching the objectives of the Department.  Buy-in from their side can only be ensured by involving them in and consulting them about their developmental needs.

· The establishment of interdepartmental co-ordination and co-operation structures and/or systems to ensure the effective and efficient use of scarce resources and costly structures and systems.

· The investigation of the viability of alternative service delivery mechanisms/models (including the one-stop-service model) for the whole country.




Management issues:
· Ensuring that effective appraisal systems, based on sound performance norms are in place.  Good performance/ ideas should be recognised and rewarded.

· Establishing effective and ongoing communication between Head Office and the regions and the management of regions and all offices in the regions.  New policy or updated operational guidelines/directives should be properly communicated to staff countrywide - regional staff should be motivated to comply with and enthusiastically participate in the implementation thereof.

· Ensuring that effective control measures are in place.

· Providing adequate management training.

· Creating participative management structures and processes.

· Ensuring that clear reporting lines exist.

· Fundamentally rethinking  the establishment and distribution of agencies/offices/units.

· Developing a strategic management culture within the regions.

· Introducing an effective complaints handling system for the whole Department.

· Establishing a regional desk for each region at Head Office to render functional and technical support to the regions.

· Ensuring that training and development is an ongoing and sustained, dynamic process of human and functional capacity building, spanning the full spectrum of staff levels. 

· Creating opportunities for self-development.

· Developing a structured system for consultation with clients and stakeholders.  This will include the reporting of results and the analysis thereof.

· Re-introducing the Computerised Task Statistics System to ensure the monitoring of workloads of components and to enable the Department to shift staff to components with the biggest workloads and to redetermine the establishment of a component or to reassign work to under-utilised components.

· Establishing interfaces with the business community on customer relations and customer care, e.g., Wooltru on handling queue lengths and ABSA on the newly introduced system to provide customers with on-line information 

Other issues:

· Providing adequate security arrangements at service points and ports of entry.

· Upgrading the Movement Control System and linking all port control offices to the mainframe to provide for immediate transfer of information.

· Upgrading facilities, especially at ports of entry - this needs priority attention not only because of the image it creates in respect of visitors, but also because of the safety risks at some entry points at this moment.

· Linking of all offices where services are rendered to the mainframe to enable officials to capture information directly on the system (in the Eastern Cape only 14 offices out of 43 have been computerised and in the Northern Province only 11 out of 35).

Enhancing the implementation of the Batho Pele: 

· All heads of offices (up to service point level) should commit themselves to improved service delivery.

· Information and training on the Batho Pele and its requirements should be provided to all offices.

· Standards should be re-established to provide for all services of the Department and should be further broken down to provide for the measurement of the performance of all the different role players in the processes.  Regions should be involved in the development of standards.

· Progress should be reported regularly. 

3.
STRATEGIC ISSUES FACED BY THE DEPARTMENT
The Department is faced with the challenge that demand for its services is increasing while its budget is staying the same (even decreasing) in real terms. The Department’s personnel budget decreased with 5.7% from the 1998/99 to the 1999/2000 financial years.  The slight nominal increase in the Department’s budget from the 1998/99 to the 1999/2000 financial year is associated with increased expenditure on equipment and professional services which indicates increasing use of technology in response to the Department’s service delivery challenges.  (See Table 3.)  In fact, the Department is already overspending on its personnel budget because it has supernumerary personnel on its establishment.  Regarding civic affairs, more and more departments and other clients require verification of identification, e.g., the Department of Welfare for the identification of social welfare beneficiaries.  Departments such as the Department of Labour will probably require the same service for unemployment insurance fund beneficiaries.  Regarding migration, an increase in international movement and the constant pressure of illegal immigration increase demand for the Departments services.

This problem can be addressed at the following different levels:

· The functions of the Department could be reprioritised and the service mix and level of service offered by the Department re-evaluated.

· The Department could strive to increase its efficiency and do more with less.  In the case of Migration in particular, this would probably also require migration policy changes (see par 2.6.2 above).

· The Department could employ technology to increase its efficiency.  A prime example of this is HANIS (Home Affairs National Identification System) which will automate fingerprint identification and replace the ID-book with a plastic ID-card.  It should be remembered however that technology does not necessarily save money.  It could actually cost more if, for example, the automated fingerprint identification improves the service and thereby generates more demand for services, or if the plastic ID-card becomes a smart card and the Department has to carry and maintain more and more information in its systems. 

In the case of the Department, re-prioritisation is problematic.  At the level of its main function, it is impossible to say civic affairs is more important than migration or the other way round.  Even at the level of the different documents and permits issued by the Department, it is very difficult to take away a specific document when each is a more or less essential link in a chain.

This leaves the Department with the last two options, namely, efficiency savings and creative application of technology.  If these are not systematically tackled by the Department, it will soon be caught in the vicious circle of an increasing demand for services and a decreasing budget.  With regard to efficiency improvements it should be remembered that efficiency can be improved incrementally only up to a certain point, after which diminishing returns are realised.  A rubber band can be stretched only to a certain point, then it will break.  So, what is required then is a fundamental rethink (re-engineering) of services and processes and how one does business.

If the budget and staffing situation of the Department is analysed (see Tables 3, 4 and 5 above) it is clear that the vast majority of the Departments resources (75%) are allocated to the administration of regional offices (9.32%), delivering civic services (mostly applications for ID-books) in district and regional offices (40.77%), admission control of travellers at ports of entry (11.91%) and deportation and removal of aliens (13.12%).  The Department will therefore have to rethink fundamentally the setting up and distribution of its agencies (the word  is used in the sense of not only the Departments own offices), the work processes of those agencies and its strategies for the tracing and removal of illegal aliens.

It is therefore recommended that the Department embark upon a fundamental re-engineering of all its business processes.

Simultaneously with tackling these strategic challenges the Department should also incrementally improve its performance in its routine day-to-day service delivery which in itself is a daunting task, seeing the limited resources available to the Department, the increase in corruption, the influx of illegal immigrants and the bad perception of the Departments service delivery by the public and the media.

The management system implemented by the Department should therefore cater for both addressing strategic challenges and maintaining existing operations at an acceptable level.

4.
PROPOSALS WITH REGARD TO THE DEPARTMENTS MANAGEMENT SYSTEM

The Department already has a strategic plan and planning system, and strategic planning support, in place.

As said above, the strategic plans need to be translated into concrete plans of action that specific persons have to complete by a certain target date.

Addressing the strategic challenges faced by the Department and maintaining existing operations requires the following two distinct management approaches:

Addressing the strategic challenges requires -

1. identifying what issues to tackle first,

2. defining the problem,

3. generating alternative solutions,

4. analysing the costs and benefits of the alternative solutions,

5. recommending a solution,

6. submitting it for approval, and

7. implementing it.

This could best be done through a project management approach.  The Department will therefore have to invest in project management capacity.

The issues have already been identified in the Departments strategic plans.  These will now have to be systematically tackled.

The Department has also tried to create analytic capacity in various components, namely, Strategic Planning and Policy, Management Advisory Services, Information Technology Services and Financial Management (though with variable success), apart from line managers who have the primary responsibility to solve the problems faced by the Department.  Analysts from these components and line managers could be drawn together in project teams and the teams allocated to the most pressing challenges.

Maintaining and improving existing operations requires the following approach:

· Set measurable objectives, performance indicators and service standards.  These should cover all the critical elements of the Departments business so that one can get a balanced perspective of the Departments performance.

· Set up a measuring system to measure performance.  The measuring system should be designed so that the frequency and level of detail of information is appropriate to the needs of managers at different levels.

· Hold managers accountable for performance and recognise performance appropriately. Individual performance contracts and performance management should be based on the same system.

The Department has already recognised that it needs such a system in its Transformation Policy Framework (par 7.4.7, page 53) but has not yet designed and implemented it.

The following are some of the critical elements the system should  include:

Performance measurement system
                                                                                     Table 11

Addressing strategic challenges
Project milestones

quality of solutions

Internal business processes

Production processes

Backlogs

process times

productivity

Staff

training:
training programme

% of budget spent on training

% of staff time for training

training outcomes

representativeness

performance management and incentives

morale

Internal service standards (human resource management, IT and provisioning administration support services)
Customer

process times

quality of products

error percentage

customer satisfaction (see par 7.3.4, page 47 of Departments Transformation Policy Framework)

distribution (location) of service points

number of complaints

Corruption

incidence of fraud and corruption

Financial

Spending within budgetary financial control measures

Accountability
reporting to Minister and Parliament and quick response to questions

It is recommended that the Department give priority to the design and implementation of such a system.  They have, in any case, foreseen this in their own Transformation Policy Framework.

ANNEXURE A

List of interviewees
1. Mr J. Mosekoameng
Director:  HRM

2. Mr S Tiley
Member of Internal Audit

3. Mr Strobos
Head: Inspection Unit

4. Mr P. Wilson
Head: Labour Relations

5. Mr Moripe
Head: Anti-Corruption Unit

6. Mrs G. Nel
Acting Deputy Director:  Personnel Admin

7. Representatives from NEHAWU, PSA and NUPSWU 

8. Mr Tshikororo
Chief Director:  Civil Services

9. Mr Chavalala
Chief Director:  Strategic Planning and Service Delivery

10. Dr Matlau
Chief Director:  Migration

11. Mr Mamabolo
Director:  Identity Documents

12. Mr Reyneke
Director:  Identification

13.
Mr Kritzinger
Director:  Citizenship Travel Documents and             Population Register

14.
Mr Mangole
Chief Director:  Financial Management

13. Mr W. Krige


Director:  Financial Administration



14. Ms E. Grobler
Assistant Director:  Performance Management

15. Ms E. Alberth

Assistant Director:  Performance Management

16. Mr D. Engelbrecht

Deputy Director:  Workstudy

17. Mr J. Fick


Deputy Director:  Strategic Planning

18. Ms Fouche


Deputy Director:  Training

19. Ms L. van Wyk

Assistant Director:  Personnel Admin

20. Ms S. Peters


Senior Personnel Officer

23.
Mr Myathaza


Regional Director:  Eastern Cape

24.
Mr W Delport


Regional Director:  Kwazulu/Natal

25.
Mr Y Symons

Regional Director:  Northern Cape

26.
Ms  Mxashe


Regional Director:  Western Cape

ANNEXURE B

List of documents supplied by the Department

1.
Analysis of morale of staff (turnover and absenteeism figures)

21. Random sample figures -completion of ID documents (reissues and first issues)

22. Role and responsibilities of Internal Audit, including job descriptions

23. Budget Planning Submission (MTEF) 2000/01-2001/02-2002/3

24. Arrested officials list

25. Statistics of cases: Subdirectorate: Inspection Services

26. Misconduct matters not finalised, Report 15 November 1999 

27. Summary of supernumerary officers in the Department

28. Submission: Appointment of Mr Sehube

29. List of appointments Assistant Director upwards 1997 -1999

30. Policy on transfers

31. List of grievances and nature of grievances

32. Restructuring the strategic planning and policy management function in the Department of Home Affairs

33. Performance agreement between The Department of Home Affairs and Mr C. E. Kritzinger

34. Transformation Policy Framework January 1998

35. Strategic Work Session - Department of Home Affairs (4-7 June 1998)

36. Summary of the deliberations at a Departmental Management Workshop held on 21 July 1999

37. Weekly statistics - Identity Documents (various weeks from July 1998 until 23 February 2000)

38. Summary of random tests (error percentage) from the Directorate: Identity Documents

39. Department of Home Affairs Annual Report 1997

40. Department of Home Affairs Annual Report 1998

41. Report on the findings regarding an internal investigation into allegations of misconduct against Mr A. S. Mokoena, Director-General of the Department of Home Affairs

At some of the border posts visited (those not functioning on a 24-hour basis), there are no gates that can be locked at night and no street lights.  With only one security guard and one policeman on duty it seems impossible to ensure that nobody, especially no pedestrian, crosses the border during the night.





In some of the offices in the deep rural areas where there are no safes to keep cash, members of the public have to buy postal orders from the Post Office to pay for the services of the Department.  This implies that the reissue of an ID costs R13.00 instead of R5.00 (R5.00 fee for the service and R8.00 commission to the Post Office).  This situation occurs in areas where people cannot even afford the R5.00 fee, not to mention the extra commission.





At Flagstaff in the Eastern Cape, the Department is accommodated in a shack with no electricity, telephone lines, window panes or lock-up facilities to safeguard ID documents At Elliot in the same region, employees work in a shed with no electricity and very little natural light coming in.  In the rural areas (even in Mpumalanga) windows are not fitted with burglar proofing.  Toilets are not available at all offices or are in many cases not working properly, especially at border posts where water supply seems to be a problem.  Officials even have to make use of toilets of nearby churches or other departments or whatever public toilets are available.








In some rural areas where offices do not have vehicles allocated to them, they make use of “trusted members of the public” to transport documents (including IDs) between service points and district or regional offices.





Circulars/communications from Head Office do not reach all offices before policies are implemented – e.g. the policy on Swaziland citizens with travel documents other than passports not needing visas, was changed without Oshoek Border Post knowing about it.  When tourists from Swaziland reached the Beit Bridge Border Post they could not leave the country without the visas required by the changed policy.





Dedicated technical support is needed by the regional offices.  At some of the offices, computers have been broken since October 1999 and although this has been reported several times, nothing has been done to rectify it.  When visiting Lebombo Border Post, it was found that the computer system had been down for three days, which implied that a backlog of at least 18 000 entries/exits (6 000/day) would have to be captured after hours, once the system was functioning fully.








