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1.
Background to the Ilima Trust

In 2006, the former Chief Executive of Old Mutual South Africa (OMSA), Paul Hanratty, expressed the company’s deeply held view that “what is good for Old Mutual is good for South Africa”. It was in that spirit that OMSA established the Ilima Trust, which was launched in January 2007. The creation of the Ilima Trust was a practical manifestation of OMSA’s desire to make a meaningful contribution towards the achievement of the country’s growth and development objectives. The belief was that solid service delivery from all government departments and particularly local municipalities forms a foundation stone to securing our country’s future.

At the time of the founding of the Ilima Trust, the objectives of Project Consolidate grabbed our attention, as we were acutely aware of the challenges confronting many municipalities across the country. We therefore decided to start our work with what was then the Department of Provincial and Local Government (dplg).       

By establishing the Ilima Trust, OMSA therefore sought to deploy highly experienced human and other resources at national, provincial and local government levels to support the government’s service delivery improvement initiatives. The key focus of ILIMA was to do so primarily through practical skills transfer, mentoring, management coaching and training. 

The Ilima Trust was set up with funds that became available through the de-mutualisation of OMSA and the sale of a portion of the unclaimed shares. The Trust has been resourced by retired executives and senior managers of Old Mutual – a total of 14 people joined the Trust.

Since its inception to date, The Ilima Trust has undertaken a total of 46 assignments for the dplg and now CoGTA. We have worked at all three levels of government, spread across 7 provinces.  30 assignments have been completed as at 31 December 2009. Of the original assignments, 4 are still in progress, whilst 12 assignments have been withdrawn or put on hold for a variety of reasons.

2.
Why is Ilima confident of its ability to make a meaningful contribution?


Ilima’s confidence is based on the following factors:


· It is comprised of former executives and senior managers of Old Mutual who all have in excess of 20 years experience in corporate life and who are all graduates or professionals in a wide variety of disciplines. As Old Mutual executives and managers these folk have learned hard lessons by making their own mistakes as they managed complex tasks. Because of their experience they have “scars on their backs” and some lessons to share. They however do so with humility, fully realising that they know very little about government.


· The Ilima consultants are motivated by a common commitment to plough back the experience and insights they have accumulated over many years. Their primary motivation is to serve their country in a meaningful way.


· The Ilima team conducts its activities within the ambit of an inspiring vision, according to a 
set of core values, in seeking to achieve its mission.

Ilima Vision:

“Making a meaningful difference by enabling people.”

Ilima Mission:

“Our mission is to impart our collective knowledge, skills and experience to others to improve their capacity to meet the demands of their roles. We do so as stewards, in partnership with them and other relevant stakeholders, and without seeking to define their purpose or to control them.”

Ilima Values: In seeking to realise its Vision and Mission, Ilima is guided by the following Values:
· A deep desire to Plough Back our skills, knowledge and experience

· A strong determination to Enable people to achieve their purpose, and

· An uncompromising belief in Integrity, Respect and Humility
3.
What is the business’s view on the state of Local Government?

· There is clear evidence, widely acknowledged by several senior government leaders, that government, especially local government, has been, and in many cases continues to be, plagued by skills shortage, corruption and political in-fighting.


· It is also widely believed that, in many instances, local government officials’ inability or unwillingness to separate their party political allegiances and interests from their administrative and functional responsibilities has impacted negatively on their performance. This has resulted in either inequitable treatment of people or the unfair advancement of the interests of individuals in the community, or both. This state of affairs has alienated many people, hamstrung municipal service delivery and put increased pressure on such institutions to radically improve their performance.


· Our experience is that unfilled posts exist in many municipalities, especially at senior and middle leadership levels. Critically important, key posts in areas such as, inter alia, finance, housing, human resources, planning, engineering, economic development, infrastructure, sanitation, etc., are left vacant for months – in some cases even longer – leading to serious breakdowns in core service delivery disciplines, causing loss of revenue, dereliction of accountability, low morale and a general malaise in these municipalities. This renders these institutions ineffective and characterised by stagnation, incompetence and ultimately, paralysis. In such extreme cases, provinces are, and have been, legally compelled to step in and assume direct administrative control. 


· The loss of qualified, experienced municipal officials (especially serious in the case of CFO’s and other key financial roles) has led to scarce skills and competencies being contracted in at much higher cost. In cases where unqualified, inexperienced employees are asked to assume critical roles, it causes inefficiency and, ultimately, wastage of financial resources due to inevitable rework required, often at higher cost.


· Wide-spread political in-fighting and score-settling between and amongst councillors and officials has led to unnecessary vacancies and ineffective government as people often get suspended for political reasons rather than actual performance deficiencies or shortcomings.


· Financial resources are wasted in many respects. As an example, strategies are often developed and launched with great enthusiasm and promise, only to fizzle out due to lack of ownership, project management expertise, focus, accountability and / or efficient monitoring


& evaluation processes.


· Many officials ignore accountability to the political structures and often act outside of their mandates or delegated powers.


· Lack of appropriate oversight structures and systems that leads to poor governance practices and procedures. Where structures do exist, they are often compromised politically.


· The seriously challenged local government environment in many regions of South Africa, created cumulatively by the above (and probably many other) factors, is therefore greatly in need of a successfully implemented, co-ordinated “rescue strategy”.

4.
What has been the Ilima experience?

The “up” side:

· We have been overwhelmed by the positive, enthusiastic response from everyone with whom we have come into contact at all three levels of government, across the country.
 

· Our original introduction to this arena was characterised by exceptionally professional, focussed orientation sessions and training conducted by highly competent senior officials. We were struck by their dedication and willingness to share their knowledge and understanding of their field, as well as their ability to engage with us on a professional as well as a personal basis.

· Government’s bona fides were demonstrated by making available a high-ranking executive official to be appointed to the Ilima Trust Board.



· We have been encouraged by the vigour with which we have been included in a wide variety of projects.
· On concluding assignments we conduct a formal review of our performance and have been humbled by the positive feedback we receive from out beneficiaries.

The “down” side:

· Our progress on assignments was often impacted by undue delays in responses, cancelled meetings, postponements of activities and personnel changes, all of which inevitably led to loss of momentum and wasted expenditure of money and time. We are struck by the vast differences in culture and business practices between the private sector, corporate world and that of the public sector or government. We realise that we have much to learn and adapt to.


· 12 of the 46 assignments have had to be discontinued or withdrawn, often without explanation. Feedback on the reasons for the discontinuation would have been valuable.


· Besides the initial, highly commendable training and orientation referred to above, Ilima has often missed the required “on the job” coaching and feedback to make us more effective.


· The political uncertainty in the country in the lead-up to last year’s general election, followed by several months of hiatus during the formation and establishment of the new government structures, particularly negatively impacted on Ilima’s involvement in 

government assignments. This resulted in few assignments coming our way: we are pleased
to report, however, that the tide seems to be turning as we have had several requests for assistance in January this year.


5.
What have we learned?

· In the greater scheme of things, Ilima is a small player in this field. Our team comprises 14 consultants. We are cognisant of the fact that the Dept of Cooperative Governance and Traditional Affairs (CoGTA) interacts with more than a hundred similar service suppliers. Our access to CoGTA officials and the quality of dealings are impacted as a result.


· Whilst Ilima’s core focus and methodology is centred on skills transfer through mentoring, coaching, training and project management, we are keenly aware that the government’s need seems to be different. A more practical, hands-on approach where vacant positions are filled and suitable replacements are found seems to be the need.


· The absence of a highly placed political champion, who can open doors, remove blockages and enable fast-track involvement has hampered our deeper absorption into the world of local government in particular.


· With Ilima being primarily based in the Western Cape, and our core government partner being based in Gauteng, our capacity to interact most productively with one another was significantly curtailed. It also impacted negatively on our ability to undertake as many assignments further afield from Cape Town than we would have liked, resulting in a
disproportionate number of projects being undertaken closer to “home” in the Western and Eastern Cape, with relatively fewer assignments being undertaken in the provinces further from our “home base”.

Ilima is aware of the high need for the services we provide in areas further from Cape Town. We have, however, suggested practical ways in which to overcome this current disadvantage but need financial support to execute them.


· Our business experience in the private sector did not prepare us well for work in the government sector. We did not understand fully what it would take to learn the “government way” of doing things, and this often led to breakdowns in communication, misdirected focus and unintended, frustrating outcomes for all parties. There needs to be much greater awareness and appreciation from both parties concerning the vast differences in our respective cultures and “DNA”, and accommodation made for us to learn from each other.


· Government at all levels has a most impressive array of strategies and plans, many extremely well documented and presented, with clear evidence of thorough thinking and research backing up such strategies and plans. However, we have seen many examples where such plans fall flat due to lack of implementation and follow-through. 

6. What can be done in the future?

We are of the view that the following conditions will greatly enhance the potential for success in addressing the challenges mentioned above:

· The Government’s unambiguous acknowledgement of the problems facing local government in South Africa is clear and work has started in devising turnaround strategies to


address the issues identified. We applaud this approach.


· The identification of a “political champion” at senior government level who will take ownership of the problems and the turnaround strategies, and also be the pivot around whom the participating entities from the public and private sectors will operate in the implementation of the solutions envisaged. We are encouraged to note that the Minister of Cooperative Governance and Traditional Affairs appears to have assumed this role with determination.


· Co-ordinated high-level public commitment from leaders in both government and business circles to boldly address the issues.


· Use the Ilima model, adapted appropriately in accordance with the requirements of all stakeholders, as a framework upon which to expand the support footprint nationally, with willing corporate enterprises contributing both financial and human resources.

· Ensure that government covers the expenses of deliveries that have been made successfully and hold them accountable where wastage is incurred.

· The establishment of guiding and monitoring mechanisms to ensure progress towards improvement and evaluation of results and outcomes.


7.
Conclusions


· Old Mutual is greatly encouraged by the Government’s acknowledgement of the scope and nature of the problems confronting local government (through recent statements by the President and other senior government leaders) and its stated determination to actively address and resolve them.


· Old Mutual and the Ilima Trust wish to express our gratitude for the opportunity to participate in this very important endeavour. We confirm that we have the will and commitment to respond to the Government’s invitation to partner with it and others, in making a meaningful difference to the lives of South Africans by energetically tackling these challenges.
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