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DRAFT
PUBLIC SERVANTS ASSOCIATION’S INPUTS: PRESENTATION OF THE ANNUAL REPORT OF THE DEPARTMENT OF CORRECTIONAL SERVICES TO THE PARLIAMENTARY PORTFOLIO COMMITTEE ON CORRECTIONAL SERVICES
INTRODUCTION

The DCS experienced yet another year of turmoil and controversy after an initial promising start. At last year’s presentation to the Portfolio Committee, the PSA noted its optimism for the year ahead in the light of the initiatives launched by the then National Commissioner and Minister of Correctional Services, as well as the expectations raised with the imminent implementation of an Occupational Specific Dispensation (OSD) for Correctional Officials and a Seven Day Establishment. However, this optimism gradually subsided into disillusion with a series of events that had serious consequences for the DCS and its employees. The DCS currently faces challenges on a scale not experienced in recent history. Only strong, creative and decisive leadership will suffice to lead the DCS from this quagmire of seemingly insurmountable challenges.
INTRODUCTION OF A SEVEN DAY ESTABLISHMENT AND AN OCCUPATIONAL SPECIFIC DISPENSATION (OSD) FOR CORRECTIONAL OFFICIALS 
At the time of the drafting of this annual report, the introduction of a Seven Day establishment in the DCS was marked as a priority to which the Department was looking forward to. Throughout this report it is mentioned as a solution to a variety of challenges experienced by the Department. The National Commissioner notes it as a key achievement, and the Minister of Correctional Services identified it as a major priority. It is also noted as a measure to ensure the implementation of the White Paper on Corrections, stating that the seven day establishment and the implementation of an Occupation Specific Dispensation (OSD), “was in realization of the fact that human capital is central to the implementation of the White Paper”. 
The PSA also highlighted the importance of the effective implementation of these projects in previous submissions to the Portfolio Committee. The PSA did however also repeatedly stress the essential requirements for the successful implementation of the seven day establishment, and the OSD for Correctional Officials. These included the protection of the real income of DCS Officials in the implementation of the OSD, as well as the major imperative for the implementation of a seven day establishment, namely sufficient human resources.

The introduction of both these projects, were awaited with great expectations by Correctional Officials countrywide. The PSA extensively communicated the expected benefits of these projects to Correctional Officials over the past two and a half years. The PSA was assured by the DCS that the introduction of the seven day establishment will be done in a manner which will greatly contribute to the working conditions of Correctional Officials. It was also assured that the real income of DCS Officials would not only be protected, but greatly enhanced. This message was conveyed to our members and greatly contributed to maintaining a high morale amongst DCS employees. It literally provided much needed “oxygen” to Correctional Officials, during a period when the DCS was faced with numerous challenges.

It is therefore with great disappointment that the PSA have to report that very little of the objectives as conveyed to DCS Officials, have been achieved.

Firstly, the fact is that DCS Officials are today substantially worse off in financial terms. DCS Officials’ real income has dropped by between one thousand rand and three thousand rand per month, depending on their rank or salary level. The impact is particularly devastating on families where both parents are employed by DCS. The impact can also be felt throughout a large number of communities countrywide. It is important to note that DCS employees constitute a substantive part of many communities, especially in rural areas. This reduction of income, therefore also impact on local businesses in these areas, hampering growth and reducing employment opportunities. Government Institutions like schools in rural areas also felt the blow, with many parents suddenly struggling to pay their children’s school fees. The PSA has been, and still is, inundated with calls from DCS members who now have to face these unexpected hardships.
These apparent unintended consequences of the implementation of the OSD for Correctional Officials, is in direct contrast to some of the major policy directives of the Fourth Parliament and the newly appointed Cabinet. These are the protection and creation of employment, as well as the development and economic growth of rural areas in South Africa.  
The reduction in the real income of these employees was effected despite continued assurances from the Employer that the overtime remuneration that became part of the regular income of DCS Officials over many decades would be included in the new OSD salary packages for Correctional Officials. At the negotiations on the OSD at the General Public Service Sectoral Bargaining Council (GPSSBC), the PSA noted that the salary translation keys which form part of GPSSBC Resolution 2 of 2009 (OSD Resolution), clearly did not reflect the Employer’s stated commitment to protect the real income of these employees.
 Upon the PSA’s demand that the translation keys be discussed to ensure that DCS Officials are not negatively affected by the OSD Resolution, the Employer refused and the majority union in DCS did not support the PSA in its demand. The matter could therefore not be discussed and the Resolution was signed as is, by the majority parties in the GPSSBC. This situation obviously has a devastating impact on the morale of DCS employees. The upcoming implementation of the Annual General Increase may partly alleviate the situation. At best it could restore the income of some DCS Officials to the same level as it was before, but these employees will definitely not receive an increase in this financial year. To add insult to injury to these employees, their official working hours have also now been increased from 40 hours, to 45 hours per week as part of the OSD Agreement. DCS Officials are the only Government employees who were subjected to an extension of their working hours as part of an OSD.

The introduction of a seven day establishment with the current staffing levels in DCS is also a matter of grave concern. During engagements with DCS on the proposed introduction of a seven day establishment over the past four years, it was clear from the beginning that the Department needed between eight thousand and fourteen thousand extra Officials to successfully introduce a seven day establishment. These figures are conservative calculations based on the presumption that the inmate population does not exceed a 100% occupation rate. It is however common knowledge that the country’s Correctional Fascilities have a current occupation rate of 143%.

Although the introduction of such an operational establishment under ideal conditions, will definitely have a major positive impact on the lives and working conditions of these employees, the introduction of this establishment in the current situation in DCS create serious challenges. Most important of these are safety considerations. The introduction of a two shift system (12 hour shifts), places a tremendous strain on the current human resources in DCS. The DCS formally adopted the two shift system for the implementation of the seven day establishment.
 DCS Regions were instructed to implement the twelve hour shifts at all Correctional Fascilities with a staff complement of 80% and above of the post establishment at the fascility. The calculation of the 80%, is however based on the total staff establishment at the different Correctional Centres, and not only on the post establishment for Custodial Staff. This formula therefore seriously distorts the real situation or state of readiness at the different Correctional Centres. At Correctional Centres with a staff component of less than 80% the traditional shift systems are maintained with minor adjustments. At Centres where the 12 hour shift system is introduced, Correctional Officials suddenly are faced with situations where three Officials have to lock up 1500 inmates (Baviaanspoort Medium B). C-Max, at Pretoria Central Correctional Centre, suddenly finds it fit to deploy nine Officials per shift, whilst the prescribed number of Officials per shift was 21 Officials until recently. In fact, the previous Commander at C Max was recently dismissed for deploying only 11 Officials on a shift. This dismissal was triggered by an incident where Officials were overpowered by inmates which led to the killing of one Correctional Official, and the suicide of two inmates.

It should be noted that the DCS also formally adopted an inmate/official ratio of 1 Official per 30-60 inmates to be placed on duty as part of the Unit Management Standards in the White Paper on Corrections. The introduction of the seven day establishment has therefore effectively nullified the policy objective as stated in the White Paper.

Before the introduction of the seven day establishment, a study tour to Britain and Sweden were undertaken by the DCS to do research on the implementation of a seven day establishment. Although valuable information was gathered on the effective introduction of such an operational model, it should be taken into consideration that conditions in the Correctional Fascilities of those countries, differ dramatically from the situation in South Africa. They have access to much more resources, human and otherwise, and the profile of their inmate population is also vastly different from the profile of the inmates in South African Correctional Centres. Almost sixty percent of inmates in South African Correctional centers committed violent crimes, whilst such inmates in those countries form only a small number of the total inmate population.

It is clear from the above that the implementation of the seven day establishment under the current conditions in the DCS, created a serious threat to the safety of Correctional Officials in Correctional Fascilities.

It is further important to note that the White Paper on Corrections introduced a major shift in the objectives of the South African Correctional system. The new focus brought an emphasis to the rehabilitation of offenders, instead of the focus on punitive measures as it were in the past. This new focus however, also pre-supposes a radically different utilization of Human Resources in the DCS.
 In order to effectively achieve the new strategic objectives, a substantive number of Correctional Officials need to focus their activities on rehabilitation and training activities, instead of performing the traditional custodial functions. To effectively implement these extended rehabilitation and training programs, it is imperative that sufficient human resources are available to ensure training and development of a high quality. This obviously implies that the staff component in DCS be extended according to the needs created by the newly set objectives. In the light of the fact that the DCS is currently struggling to maintain its custodial functions due to a shortage of human resources which was exacerbated by the seven day establishment, it is difficult to envisage the achievement of its broader rehabilitation and development objectives in line with the White Paper on Corrections.

The introduction of the seven day establishment without sufficient human resources, effectively delays the achievement of the set objectives of the White Paper on Corrections with years.

The DCS therefore, now has a demoralized employee core, who experience financial hardship and who are subjected to a compulsory 45 hour work week, performing their functions without sufficient physical support from fellow Correctional Officials, in a dangerous environment.
COLLECTIVE BARGAINING AND LABOUR RELATIONS STRUCTURES IN DCS

Various initiatives to enhance the different levels of engagement between the DCS and Labour were launched by the previous National Commissioner and Minister of Correctional Services. Formal Collective Bargaining in DCS is conducted in the Departmental Bargaining Chamber (DBC), which falls under the jurisdiction of the GPSSBC. Other forums of engagement which had been established over the past three years are the Ministerial Consultative Forum, the Relationship Building by Objectives (RBO) structures, as well as the Round Table discussions with the National Commissioner.           

The denigration of all these structures may partly be attributed to the signing and implementation of GPSSBC Resolution 2 of 2009 (OSD, Seven Day establishment Agreement).  

The correctional officials find it very strange as to why the processes which were meant to establish fair and equitable service conditions within the Department, have resulted in them suffering such serious financial hardships.
All parties will have to make a concerted effort to try and restore the legitimacy of Collective Bargaining structures in the DCS. It will however not happen overnight, considering the unfairness that is being perpetuated against DCS employees.
The PSA will however, continue in its efforts to establish fair and equitable service conditions for employees in DCS by engaging the employer within the formal bargaining structures.
HIGH TURNOVER AT EXECUTIVE MANAGEMENT LEVEL
At the time of the drafting of the Annual Report, the new National Commissioner has been in Office for less than a year after the sudden transfer of the previous National Commissioner. This transfer happened only eighteen months after his appointment as National Commissioner. In the meantime, the newly appointed National Commissioner has been suspended pending an investigation regarding alleged misappropriation of funds. Ironically, the new National Commissioner has also identified the huge impact that continuous changes in leadership of DCS have on continuity within the Department, as a challenge.
The DCS however, is in a better position of having a strong second tier Management in place to give guidance during these trying times.
CONCLUSION

The myriad of challenges facing the Department of Correctional Services paint a gloomy picture of the future of corrections in South Africa.
The PSA however, remains committed to providing constructive inputs towards the achievement of the objectives as set out in the White Paper on Corrections. The DCS, as an integral part of the Criminal Justice System cannot afford to fail the South African population at large, including the inmates in its care, by not addressing all the above challenges as a matter of urgency. 
