PAGE  
1

Overview of the Draft Strategic Plan of the Department of Home Affairs for 2009/10  - 1011/12
The intention of this overview is to provide a brief analysis of the transformation of the Department of Home Affairs, the key challenges it faces and how it plans to move strategically towards fulfilling its vision and mission over the next three years of the Medium Term Expenditure Framework (MTEF):

· To contribute effectively to the development of a safe, secure South Africa where all its people are proud of, and value, their identity and citizenship (Vision of the Department of Home Affairs).

· The efficient determination and safeguarding of the identity and status of citizens and the regulation of migration to ensure security, promote development and fulfil our international obligations (Mission of the Department of Home Affairs).

A transformed Home Affairs is a vital instrument for enabling nation building and for the state to deliver on the programme of action of government.

The turnaround programme consists of over 30 projects and it is has been the main strategic vehicle for implementing the transformation of the Department of Home Affairs over the past 21 months. 

A number of gains have been made and from the viewpoint of the public there have been significant advances in service delivery in the turnaround time of a number of enabling documents, most impressively IDs.  This has involved streamlining processes; greatly tightening third party contracts; transforming the key sections of operations through operations management (e.g. use of targets and metrics); and training and motivating supervisors and their staff.  Productivity has increased 300% in targeted units and higher levels of morale are evident as officials understand and are proud of the value they add to processes they control. In the case of IDs, these measures resulted in a reduction of the average turnaround time of over 60%.   Similar gains in efficiency can be seen in other areas, such as the determination of the status of asylum seekers at reception centres. These improvements are important and the Strategic Plan includes taking them to scale across the Department, for example, through the wider introduction of operations management. 

It must be recognised, however, that transformation involves larger and more complex challenges than the radical improvement of outdated business processes.  By far the most urgent and serious problem confronting the Department is that of corruption involving syndicates in collusion with officials, leading to the theft or illegal acquisition of identity.  This devalues enabling documents and poses a serious threat to individual citizens and to national security. The problem is complex with deep historical roots and requires a range of responses, including the active support of government as a whole and the public. In this regard, the Strategic Plan includes an array of projects that build on steps already taken and if coordinated will significantly reduce the levels of corruption:

· An ongoing project is change management, an important component of which will be mobilising the honest majority of staff around the values that are presented in this Strategic Plan.   
· Resources will be allocated to strengthening of the capacity of the dedicated units in the Department tasked with detecting, analysing and fighting corruption.  
· On the level of systems, the medium term strategy is to link the roll-out of the new “smart ID card” to a systematic clean-up of the data in the National Population Register. 
· In the shorter term new campaigns will be launched to promote the value of all identity documents and ensure that every verified citizen who has not been issued with a birth certificate or an ID does acquire one.  
· The improvement of processes will play an increasingly large part in the fight against corruption as the Who Am I Online project is rolled out, as this involves the live capture of biometric data and much higher levels of systems security. 
· Steps will be taken in the short term to protect systems such as improving the security of existing enabling documents and taking measures to discourage their loss by citizens.

· Every manager’s performance agreement will have an anti-corruption target based on the implementation of a coherent plan.
Underpinning all the efforts to fight corruption is the achievement of several other critical milestones over the next three years. By far the most important of these dependencies is the transformation of the Department as an organisation. Targets in the Strategic Plan that address these challenges include:

· Implementing the new organisational structure, establishing sound governance structures and practices.
· Professional development of managers. 
· Strengthening key functions such as planning, monitoring and evaluation and project and risk management.  
These initiatives will assist in putting in place a management team that will provide strong leadership and governance, drive values through the organisation and take full control of operations at all levels.  Other targets in the Strategic Plan build on initial work that has been done in terms of performance management, supported by the use of management information such as performance indicators and dashboards.

.

Another important set of projects is aimed at implementing a viable document management system, both electronic and in paper that will allow the secure and effective storage and retrieval of documents. Securing the records of the identity of citizens and residents is a strategic priority of national importance. This will support both civic and immigration services in the fight against corruption and to improve the delivery of services, especially those related to births, marriages and deaths.  A study will be conducted and a business case developed while immediate steps will be taken to improve the current situation. However, whatever solution is proposed, additional funding will be required in the medium and longer term for its full implementation.
The establishment of an effective Enterprise Programme Management Office will ensure that there is coordination across projects. This will ensure that every project charter has common elements, including counter corruption and change management.
Another large systems-building challenge that is addressed in the Strategic Plan is the cleaning and restructuring of the National Population Register and related systems, including the Home Affairs National Identification System (HANIS). This will be supported by the Who am I Online (WAIO) project and the roll-out of the “smart card” in terms of developing a common information systems platform that will enable integration and automation as well as enhance security.  The scope of what is required for the development of systems that can handle tens of millions of records is large and their maintenance will require adequate baseline funding.  However, the business case will point out that a secure and trusted identification system can generate substantial revenue through a fee that is levied for verification services provided to the private sector.  One of the projects that will go forward will be to pilot a third-party online verification service. In addition, the duplication of expensive identification systems across government could be avoided, e-government enabled, and the defrauding of government greatly reduced.  

The projects aimed at improving the regulation of migration are also of national strategic importance. The first phase of the WAIO project will put in place a modern movement control system that will enable the secure movement of persons during the 2010 World Cup and beyond.  Another project will support national development goals by streamlining existing processes to allow persons with scarce skills to be recruited to work and in some cases to settle in South Africa.  We must not forget that we are part of a global market where such skills are competed for. Faster turnaround times for various kinds of permits are also planned, to facilitate tourism for example. These are instances of the positive benefits of well-structured and well-managed migration. 
Globalisation also brings security threats, such as human trafficking and other forms of international crime. The Strategic Plan includes a response in terms of additional measures, such as putting Airline Liaison Officers in place at key locations abroad, strengthening security at ports of entry and enhancing the capacity of the Inspectorate to enforce the Immigration Act.  As the Minister of Home Affairs has indicated, there are global and regional pressures on South Africa that have to be managed effectively by Home Affairs, supported by government and the public at large. One such pressure is the increasing flow of migrants seeking employment, many of whom are unskilled or semi-skilled.  The majority of those claiming asylum, including Zimbabweans, are in fact economic migrants. In this regard, Home Affairs would be willing to take the lead in promoting discussion and coordinating programmes. It should be noted that the broader engagement with, and management of, migration challenges and opportunities requires the active participation of all levels of government and civil society formations.
In conclusion, Home Affairs has made major strides towards improving operational efficiencies in the past 18 months.  A concerted effort will be made to build on these improvements in the coming period. A major challenge is to implement fully the new organizational model starting with the filling of critical management and supervisory posts. Another challenge is the provision of adequate funding over the next few years for large-scale systems development work that must be done – including ensuring security - and the maintenance of these systems. This will be critical for the Department and will enable the DHA to contribute effectively to the programme of action of government. 

