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1. Introduction

1.1. Background

The Commission for Gender Equality (CGE) is an independent state institution established in terms of Section 187 of the Constitution Act no 108 of 1996 of the Republic of South Africa. 
The powers and functions of the CGE are detailed in the Commission on Gender Equality Act 39 of 1996. In order for the CGE to achieve its objectives, the CGE must, in terms of section 11(1) of the Act:

· monitor and evaluate policies and practices of organs of state at any level; including ;statutory bodies or functionaries; public bodies and authorities ;-private businesses, enterprises and institutions, in order to promote gender equality and may make any recommendations that the Commission deems necessary
· develop, conduct or manage information programmes and education programmes, to foster public understanding of matters   pertaining to the promotion of gender equality and the role and activities  of the Commission
· evaluate any Act of Parliament; any system of personal and family law or custom;  any system of indigenous law, customs or practices; or any other law, in force at the commencement of this Act or any law proposed by Parliament or any other legislature after the  commencement of this Act, affecting or likely to affect gender equality or the status of women and make recommendations to Parliament or such other legislature with regard thereto
· recommend to Parliament or any other legislature the adoption of new legislation which would promote gender equality and the status of women
· investigate any gender-related issues on its own accord or on receipt of a complaint, and shall endeavour to i) resolve any dispute or ii) rectify any act or omission, by mediation, conciliation or negotiation: Provided that the Commission may at any stage refer any matter to:

A the Human Rights Commission to deal with it in accordance with the provisions of the Constitution and the law

B. the Public Protector to deal with it in accordance with the provisions of the Constitution and the law or
C. any other authority, whichever is appropriate
· as far as is practicable maintain close liaison with institutions, bodies or authorities with similar objectives to the Commission, in order to foster common policies and practices and to promote co-operation in relation to the handling of complaints in cases of overlapping jurisdiction or other appropriate instances
· liaise and interact with any organisation which actively promotes gender equality and other sectors of civil society to further the object of the Commission
· prepare and submit reports to Parliament pertaining to any such convention, covenant or charter relating to the object of the Commission
· conduct research or cause research to be conducted to further the object of the Commission
· consider such recommendations, suggestions and requests concerning the promotion of gender equality as it may receive from any source.

 Organisational Information

The CGE is a statutory body. It is established in terms of section 181 of the Constitution of South Africa and its functions are provided for under Section 187 of the Constitution. Empowering provisions are contained in the Commission for Gender Equality Act 39 of 1996. This means that the CGE is an organ of state and therefore a juristic person in terms of the Constitution.
The Goal of the Commission for Gender Equality is encapsulated in its Vision and Mission, which are as follows:

a) Vision :  A society free from all forms of  gender  oppression and  inequality.

b) Mission : Promotion, Protection, Monitoring and Evaluation of Gender Equality in South Africa.

 The  Physical address of the  CGE  is :
2 Kotze Street, Eastwing Women’s Jail, Braamfontein, 2017, South Africa

Telephone:  +27 11 4037182   

Web Address : www.cge.org.za
1.2. Situation Analysis

The Commission for Gender Equality (CGE) has been continuously assessing the extent to which it is performing in accordance with its constitutional mandate.  A variety of tools and techniques has been used to assess progress within the dynamic and fluid context of which the CGE operates. These assessments have compelled the CGE to intensify its efforts to deliver on its constitutional mandate in an effort to impact more profoundly on the stakeholders that it serves. Some of the techniques include the following:
PESTLE Analysis: this is a management technique that enables an analysis of six external factors that may impact the performance of the organization. These factors are of a Political, Economic, Social, Technological, Legal and Environmental nature. This technique offers an environment-to-organization perspective as opposed to the organization-to-environment perspective offered by SWOT analysis.

Resource Base Analysis: This is an economic tool used to determine the strategic resources available to an organisation. The fundamental principle of this approach is that the basis for an organisation’s ability to accomplish its mission lies primarily in the application of the bundle of valuable resources at the organisation’s disposal. These resources include both tangible and intangible resources used in such a manner that the organisation can leverage its core competencies. 

Force Field Analysis: Provides a framework for looking at the forces that influence a situation. It looks at forces that are either driving movement toward a goal (supporting forces) or blocking movement toward a goal (restraining forces).  It is also a technique for promoting change by identifying positive and negative factors and by working to lessen the negative forces while developing the positive ones.
These assessments have enabled the CGE to identify critical areas in both its micro and macro environment that will need to be addressed. These critical areas are further elaborated on in the ensuing discussion.
1.2.1. Macro Environment

The key main critical areas on which the CGE experienced challenges in the broader and/or external environment were;
· The legislative and political environment – The CGE ACT as it is based on the 1993 Constitution and has not been reviewed since, creates a number of limitations, which directly affects Governance and Accountability between the Commission, the Public and their respective representatives as is constituted in the boarder citizenry.  
· Governance and management – The polarization between the Executive Authority and the secretariat has contributed negatively to the running of the organization since the 2007/08 financial year
· Non-adherence to principles of Corporative Governance, especially as propagated in the King III report e.g.  the blurring of roles between the Executive Authority and Management
1.2.2. Micro Environment
The management and control environment within the CGE is characterized by weak and ineffective systems primarily for the following;

· The dearth of senior management mainly because of vacant positions at senior management level, unfilled for a period extending to over two years. This included critical position such as that of the Chief Financial Officer 
· Inadequate management systems in terms of process, people placements (Structure), defined policies and supporting procedures

· Scarcity of pre-requisite skills set to ensure the optimal performance by the organization in carrying out the legislative and Constitutional mandate 

1.3. Key Challenges

Over the past few years, the AG has provided audit opinions on CGE’s conducting of financial affairs. These opinions have been predominantly negative as a result of

shortcomings in the following areas: 

· Control environment

· Control activities

· Risk management

· Information and communication

· Monitoring and compliance to applicable legislation
2. Project Definition
The Plenary, being the highest decision making body of the Commission, has given strategic directives encapsulated below. 
The secretariat is requested by Plenary to accordingly develop a Plan of Action for 2010/11 that:

a. Gives effect to and implements the thematic issues and priorities identified in the CGE 2008-2013 strategic plan

b. Is based on a new approach to doing business, as outlined in this document

c. Includes a capacity building programme to ensure that CGE staff thoroughly understand gender equality and the thematic issues contained in the CGE 2008-13 strategic planning document, and have the requisite skills to implement this POA

d. Provides sufficient space in the workplan for the CGE to respond to emerging issues and accommodate these accordingly

Is supplemented by the design and implementation of an effective reporting, monitoring and evaluation system, to capture progress and performance, surface and share best practices and identify and address non-performance
In addition, the AGSA as well as a number of projects commissioned by the CGE to perform status qou analysis on the organization have reported a myriad of problems, which can be grouped into the following key shortcomings;
· Operational Inefficiencies and Lack of effective management in terms of Financial Management, Human Resources Management as well as Performance Management

· Weak Compliance with legislative prescripts and related regulations

· Lack of updated and adequate policies and procedures
· Poor or non-existence of Risk Management

These types of problems require the implementation of strategies to reposition the Commission making it;
· Operationally efficient,

· Able to comply with legislation and regulations

· Transparent and accountable operations and governance

· Effective service delivery

2.1. Project Objectives

To enable the Commission to meet the abovementioned requirements, a comprehensive transformation or re-engineering process must be undertaken to attain the following objectives:
· Continue clearly defined strategic objectives supported by actions plans, linked to individual roles and responsibilities,

· Limited organisational redesign supported by change management

· Realignment of operational processes, streamlined to achieve the strategic objectives

· Improved and updated business processes, IT enabled where plausible and effective

· Enhancing operational efficiency; Business Process Improvement

· Reinstate clearly defined governance arrangements and interface with work of the Secretariat

· Introduction of Performance Management systems

· Introduction of Risk management systems

· Develop and implement the turnaround strategy

· Improve the financial management processes/procedures

· Organizational Redesign, especially the Finance department

· Organizational Development (Training/ Skills transfer)

· Redesign of organization Performance Management systems

· Regularize the SCM policies and improve on Contract management function

The overarching principle driving all these processes is the development and implementation of a turnaround strategy to ensure efficient and effective operations that fully comply with the legal requirements
To this end, the Commission has set itself a considerable task for the implementation of a turnaround strategy. The strategy entails a two-phase implementation namely;
· Phase 1 of the project endeavours to undertake activities intended to stabilize and fast track change, especially issues emanating from the AGSA reports for both 2007/08 and 2008/09 financial years.
· Phase 2 of the project will put the CGE into a complete transformation journey

2.2. Project timelines

The project is envisaged to be executed according to the timelines as illustrated hereunder;
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Legend
1. Phase 1 commences with the stream on the production of Annual financial Statement until the conclusion thereof on 31 May 2010, followed by a focused sub-project on BPI/BPR (Business Process Improvemet/Re-engineering)
2. Phase 2 will largely focus on the repositioning of the organization towards the optimal operation to meet the objectives contained in the legal mandate of the CGE. 

Phase 1 with therefore be executed as set out hereunder
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3. Activities

3.1. Phase 1
: Stabilisation and Fast Track

The first phase of the transformation journey will focus on key functions, the strategy of which is to fast track a number of critical areas to achieve a demonstrable change. 

To effectively focus the right skills and expertise, the phase will be constituted of four work streams; the first three of the streams are poised to fast track change by executing on challenges highlighted in the management letter by AGSA. The objective of the stream 4 is to translate the Plenary directives, strategic goals into a clear case for change and migration to become a catalyst organization and function as contemplated by the CGE Act and the Constitution of the Republic.
· Stream 1: Financial management

· Stream 2: Human Resources Management

· Stream 3: Governance and Business Process improvement

· Stream 4: 2010/11 Operational Plan
3.2. Stream 1: Financial Management
The objective of this stream is to effectively deal with issues reported in detail by the AGSA in his audit report for both 2007/08 and 2008/09. The stream will focus on financial, accounting processes and activities required for good governance, timely and accurate delivery of accounting results and management information systems of the Commission.

3.2.1. Stream 1: Approach

Work will commence with the status qou analysis, taking into consideration the findings by the AGSA as the primary basis. The elements and components of the financial statement disclaimers will constitute the focus for ensuring the much-needed fast tracking of deliverables.
In order to achieve the objectives of this stream the following execution strategies and the extend of the scope and timelines are shown in the five work plan tables that follow:
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The purpose of the latter work plan  is the creation of an audit office to actively deal with the financial reporting highlighted as disclaimed balances in the Annual Financial statements(AFS) for the fiscal years 2007/08 and 2008/09.  The goals in this regard are

· Confirm and Reconcile balances reported in the respective AFS i.e. for 2007/08 and 2008/09 financial years

· Correct balances errors in the Financial systems, AFS

· Obtain documentation as evidence, build an audit file for the forthcoming audit

· Deal with matters of disclosures and notes previously omitted or incorrectly reported in the relevant AFS for each year

· For each of the respective financial year, revise estimates, Correct errors and represent comparatives in compliance to the  Accounting standards and applicable legislation were appropriate

· Develop a comprehensive audit file, with relevant schedules and reconciliations

3.3. Stream 2: Human Resources Management

The stream will mainly focus on the resolution of the audit findings of an administrative nature identified during the audit by the AGSA in the preceding two financial years.

3.3.1. Stream 2: Approach

The following critical areas will be attended to during the duration of the project:
	Objective
	Key Activities
	Deliverables 
	Timeframe

	Employee personal records
	Inspect all the staff and Commissioners’ files to ensure the all the necessary documentation is included in each respective file
	· Employments contract(s) complete and filed

· All correspondence with employee is filed  accordingly
	10 May 2010

	Payroll and related records
	Ensure that staff salaries are paid correctly and that the administration of taxes and benefits are compliant with the applicable rules
	Complete paper trail and reconciliations for each element e.g. All overtime, travel claims, etc must be in the payroll files
IRP5 reconciliations that agree to the general ledger control accounts and returns to the authorities

All declarations to collecting agencies must be complete and reconciled to VIP and Pastel

	15 May 2010

	Implement a performance management system 
	· Compile job description for each job families/employee
· Develop a system and test with employees


	· Tested and agreed upon performance management systems, linked to the strategic objectives of the CGE
	31 July 2010

	Recruitment for critical positions (CEO and HoD’s)
	Advertisements, Short listing, Selection, Interviews
	· Appointments – CEO
· Appointment – HoD’s
	30 June 2010
31 August 2010



	Job evaluation and organizational structure
	Organizational Development exercise
	· Structure that fits to strategy and alignment of right skills
	31 August 2010


3.4. Stream 3: Governance and Business Process improvement

3.4.1. Internal control systems and PFMA compliance

The following areas

· Supply Chain management

· Budget Control and monthly reporting to National Treasury

· Adherence to the organization’s established policies and procedures

· Compliance to Treasury Regulations and Practice notes issued by the OAG from time to time

3.4.2. Month-end policies

The audit report on the previous annual financial statements, since 2006/07 for the Commission has shown that the CGE lack clear financial month-end policies.

This goes hand in hand with a lack of documentation and lack of clear roles and responsibilities. The timelines for month-end closing are not well defined to provide adequate guidance. The policies and cut-off processes are also not well defined.

The lack of adequate procedure guidance and proper documentation results in a less than efficient month-end processes and delays in reporting to critical stakeholders.

This stream endevours to develop well-defined month-end/ close out policies in consultation with the user departments within the organization in order to ensure that the CGE will be able to run smooth and efficient month-end processes in future. 

3.4.3. Month-end policy development

We will develop the actual policies that will govern the financial month-end processes in order to improve the financial reporting on a monthly basis. 

	Objective
	Key Activities
	Deliverables 

	Development of month end policies
	· For each account within an account grouping, determine the requirements for month end, in terms of :

· Reconciliation

· Internal control

· Accounting procedure

· Supporting documentation

· Timelines (cut-off)

· Interdependencies

· Applicable policies based on legislation / regulations

· Reporting

· Delegation and assignment of roles and responsibilities (responsibility matrix)
· Develop a month end policy document for each account grouping
	· Month end policy document for each account grouping

· Monthly checklist (Critical Risk area register)

· Compliance calendar

	Review of month end policies
	· Perform scenario testing of policies against current practice, mainly on key / core processes :
· Run pilot procedure to test the practical implementation of the developed policies

· Solicit user comment to ensure clarity (e.g. language)

· Refine, revise and / or resolve ambiguity if any

· User sign off
	Reviewed drafts of all policy documents

	Presentation of newly developed policies to Project Sponsor
	· Prepare presentation material 
· Present policies to Project Sponsor
	Project Sponsor informed on newly developed policies

	Project close
	· Incorporate presentation  comments

· Submission of final policies to management committee for approval and adoption

· Compile close out / sign off report
	· Approved policies for  month end policies

· Report close out report


3.4.4. Document Management and Streamlining of administrative workflow
The reporting structure of administrators must be relooked to identify areas of improvement and optimized to ensure that processes are streamlined for maximum benefit in terms of the efficiency, accountability, etc. The management of documents will also form part of the review and redesign.
3.4.5. Capacity building within the Finance department

In order to achieve proper segregation of duties and develop capacity to enable the Finance department to meet all its responsibilities, a new section will be created within the department with the following responsibilities;
Financial Reporting, Treasury function, systems administration, internal control, Performance Information Management, Budget Controls, In-Year-Monitoring and evaluation, Supply Chain management oversight, Contract Management as well as official reporting to agencies and department such as National Treasury.
The structure envisaged in the Finance department is as follows.
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3.4.6. Accounting and business Systems enhancements
· Pastel system will be reconfigured to enable full integration of functions to ensure that records captured in the Financial system provides the much needed management information, leveraging the control environment concurrently
· The Assetware/Assetpro (Fixed Asset) system must be reviewed and the database authenticated. The system will be used for the full accounting and administration of fixed assets.
· The VIP system will be reviewed where the alignment and integration to reporting in Pastel will be enhanced.  The Leave administration will be automated through the activation of the ESS sub-system. 
3.5. Stream 4: Operational plan for 2010/11

· Develop a plan of action, incorporating the principles and directives given by Plenary, which includes transforming the CGE into a catalyst organization by; commencing with activities such as “Train the Trainer” ,etc
· Develop a budget and expenditure management processes that comply with PFMA, including In-Year-Monitoring and Monitoring and Evaluation
3.6. Phase 2
3.7. The Turnaround Strategy objective
The overall goal of this turnaround strategy is transform the CGE into a catalyst or an enabler organization that facilitates the promotion, monitoring and protection of gender equality through networks, collaborators and partners.

In addition, this turnaround strategy must ensure that the CGE return from an underperforming or distressed organization to one that operates at acceptable levels of compliance to the Constitutional and Legislative requirements in terms of the effective, efficient and economic use of the resources provided through the Public purse.
The key guiding principles articulated by Plenary in order to reconfigure the organization are;

a. The CGE needs to be converted into a catalyst organisation … an enabler that facilitates the promotion, monitoring and protection of gender equality through networks, collaborators and partners.

b. Its modus operandi, modes of doing its work, must change to reflect its role as a catalyst.

c. Duplication with the work of CSOs and organs of state must be avoided … the niche of the CGE is protection, assessment and monitoring.

d. The national office must play a coordinating, support, management, M&E and QA role in relation to provincial offices.
3.8. The Capacity and Competence for carry out the revised strategy

A blueprint turnaround plan that focuses on the integration, alignment and leveraging of the operating model with the strategic choices as articulated above in terms of the dimensions as is illustrated in the bubble diagram (7 S model) hereunder. The configurations are poised to achieve sustainability in carrying out the long-term strategic plan of the CGE.
The Seven-Ss is a framework for analyzing organizations and their effectiveness. It looks at the seven key elements that make the organizations successful, or not: strategy; structure; systems; style; skills; staff; and shared values.
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3.8.1. Strategy

The strategy and strategic plan for the Commission for Gender Equality has been formulated and now has to be concretised through the creation of internal capacities and competence for effective implementation
3.8.2. Structure

The hierarchy of authority and accountability within the organization, must as part of the blueprint achieve an effective and efficient assignment of roles within the CGE and explain the relationship amongst employees. The structure should as well provide an architecture that enables the optimal execution of the CGE mandate generally and meet the specific objectives of the organization as is contained in both the strategic plan and the 12 months business plan.
3.8.3. Staff

One of the key challenges will be to mobilise staff and unify them behind a common vision and ethos. This will require interventions aimed at changing mindsets and encouraging innovation and productivity.
3.8.4.  Skills
Skills have become a distinguishing competency in cutting edge organisations. In order to ensure that an organisation can deliver on its mission, it is necessary for it to have a skilled and knowledgeable workforce. These characteristics are essential for creating a learning organisation. Currently the CGE is plagued by a dearth of relevant skills.
3.8.5. Systems

Systems are the glue that holds organisational processes together. The current systems environment in the CGE is characterised by a number of small stand alone software applications. This creates a need for the development of a well integrated set of systems capable of performing the diverse range of functions expected from an organisation like the CGE. 
3.8.6. Style

As organisation pass through different stages of their life cycle, various types of leadership styles are required to ensure effective and efficient function of the organisation. It has become apparent that leadership interactions are often not cognisant of the organisational lifecycle imperatives at different times. This impacts negatively on strategic direction as well as morale levels of staff. At a more specific level, this issue also undermines the political administrative interface envisaged in the legislation.
3.8.7.  Shared values
Shared values are commonly held beliefs, mindsets, and assumptions that shape how an organization behaves. Shared values are a driving force for the creation of an organisational culture that promotes mission accomplishment, productivity, focus and coherence.
4. Conclusion
The Commissioners, Management and Staff of the CGE inevitably are on a transformation path to ensure that the organization maintains the momentum on the trajectory of change, which de facto commenced at the tail end of 2009.  This plan seeks to achieve immediate Quick-Wins that will result in the immediate improvement on the myriad of weaknesses identified by the AGSA, followed by an emphatic change, characterised by an evolution into a catalyst organization able to meet its broad objectives as is contained in the enabling legislation and the Constitution.
The period will be challenging, but at the same it will help to turnaround the culture of the institution. Equally important is the rebuilding of the fabric of this institution.  This process needs to be carefully held and managed to rebuild the social capital of the CGE, so critical to its effective functioning. The interventions that will be undertaken is desperately needed to ensure that the CGE begins operating at optimum levels. In terms of work of substance specifically work in relation to the POA it is important to note that CGE is nowhere near optimum levels of functioning. There is a need to nurture and re- build the organizational culture and work ethic, required to implement the progressive POA. The overall outcomes of the turnaround strategy will ensure that CGE meets all its reporting obligations in terms of PFMA.
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