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1.
INTRODUCTION

The key message and objective of the turn-around is to ensure a clean audit for 2012/13 and beyond; and improve organisational performance. The turn-around should not be a big-bang, hurried process, but a phase by phase process to ensure sustainability. In this regard, our approach is a three phases approach to the execution of the turn around. The phases are as follows:

· Phase 1-  crisis management

· Phase 2 – Stabilise 

· Phase 3 – sustainability
2.
THE STATE OF THE DEPARTMENT

The department operates within a context of an inadequate baseline caused by planning errors that were committed at establishment phase. These include finalising the Estimates of National Expenditure (ENE) without an approved Strategic Plan and organisational structure. This created misalignment between the budget allocation, and the organisational structure and planned deliverables thus leading to an over-expenditure which has further recurred in the 2011/12 financial year. The over-expenditure related mainly to compensation (2011/12) and travel which included subsistence and telecommunication costs for employees who were seconded from other departments.  

The department did not have a dedicated Chief Financial Officer and relied on the Presidency until 1 April 2011. It only became apparent during the 2011/12 financial year that the department did not have sufficient funding to implement its approved and now filled organogram. At that point, the department was also struggling to meet some of its in-year targets due to capacity constraints. As efforts were made to reduce the vacancy rate by filling the posts, the department delved deeper and deeper into a deficit. The absence of internal controls and adequate skills both within Finance and Human Resources units also contributed to the over-expenditure. Recruitment processes, also lacked built-in internal controls, in that, there was no budget confirmation prior to advertising posts or filling of posts. Although financial management has a big impact on an organisation, weaknesses were also identified in other business areas, such Supply Chain Management and Organisational Performance and Strategy.
The main objective of the turn-around strategy is to ensure an unqualified audit with no findings and improved achievement on planned targets at the end of 2012/13 and beyond. Performance Information was also identified as an area of improvement and this turn-around strategy will include a review of performance information. The mandate of the department requires clarification both internally and externally.

Performance information will also have to be reviewed and aligned with the identified niche. The absence of governance structures such as the risk manager, internal auditor and an audit committee, contributed immensely to the challenges faced by the department and even though the audit committee and the internal auditor have been finally appointed, it may take a while before the department can feel the impact. 

2.1
SUMMARY OF THE AUDIT FINDINGS

Table 1: Summary of AG’s report on audit outcome 2011/12
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The above depicts a department that has not made any progress in addressing prior year audit findings. Instead, in some areas the level of non-compliance has increased and the value of the irregular expenditure has more than doubled. This is a reflection of both the lack of capacity to address the findings, due to skills shortage and lack of commitment to ensure that governance is given priority.
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Top areas of concern as per audit outcome are as follows:

	Unauthorised expenditure
	Lack of budgetary controls to ensure expenditure within budget.

	Compliance with laws and regulations
	Lack of mechanisms in place to ensure compliance.

	
	Matters of governance not prioritised

	Supply chain management 
	Lack of compliance with SCM laws and regulations resulting in irregular expenditure

	.
	Basic controls not established to ensure sound financial management and compliance

	Predetermined objectives
	Lack of understanding of the FMPPI requirements resulting in strategic plans not conforming to the SMART principle.

	Annual Financial Statements
	Inadequate compilation of AFS (preparation) resulting in material adjustments of AFS submitted for audit.


To correct the above, a turn-around plan is required to enable the department to deliver on its mandate, at least within the current electoral cycle. Strengthening financial management and general governance is critical to the success of the turn-around .  In this strategic plan, emphasis will be placed on reviewing the strategy of the department with an objective to better articulate the department’s role of coordinating and monitoring. The strategic planning session will be followed by the review of the organisational structure to respond to the reviewed strategy and a human resources plan. 

A budget proposal will then be developed in order to fund the human resources needs and activities that will be identified to implement the strategy. The turn-around plan will not be a big bang approach, but a phase-by-phase process stretching over a three year period. Operation clean audit will have to be adopted to ensure success of the turn-around process and enhance public confidence in the department. The Public Finance Management Act will have to be implemented to the fullest to ensure that staff members are held accountable for their action in managing public funds. Internal workshops will be held to re-emphasise and remind all senior managers and political leadership about the Public Finance Management Act. 

The turn-around plan anticipates extensive financial backing to enable appropriate change management processes and sourcing of alternative capacity given the current capacity challenges that have also been corroborated by the findings of the Auditor-General in the management letter.

3. 
THE IDEAL DWCPD

The aim of vote 8 , (DWCPD) is to drive, accelerate and oversee government’s equity, equality and empowerment agenda on women, children and people with disabilities especially in poor and rural communities. This has to be provided within the ambits of the Public Finance Management Act, Public Service Act and all other applicable legislation. The ideal DWCPD has adequate funding, effective and efficient financial management systems and employees are competent and driven to excel in their work.

4.
KEY FOCUS AREAS OF THE TURN-AROUND

It has to be pointed out that the success of a turn-around lies in the accurate diagnosis of the problem to ensure relevance of the turn-around plan. This therefore only represents the initial diagnosis of the challenges but a further process will be initiated with the rest of the staff. Among others, the turn-around will focus on unpacking the mandate of the department, Review of the Strategic focus, Review of the Organisational structure, Compilation of the Budget to fund the strategy and organisational structure, Development of a Human Resources Plan which will include a skills audit; and improvement of Financial Management. Included in the turn-around is an effort to reprioritise the current annual performance plans to enable the department to deliver within the current allocation.

While this document refers to particular areas of Human Resources and Finance, an end-to-end process mapping and review exercise will be conducted on all support functions to further identify challenges that may not have been identified during the external audit.

4.1
Organisational Strategy and Mandate

The department does not have a legislative mandate as it was created by means of a Presidential Proclamation. The sector that the department is meant to support is already governed by legislation that mentions departments such as Social Development, Labour, Health, Justice and Safety and Security. As a result the departmental mandate is perceived, by some to be a duplication of what is already being done in other departments.  This is also evident in the Minister’s Performance Agreement and Delivery Agreements where performance indicators and targets relate to the mandate of the departments already mentioned above. This creates an impression that the department is performing functions that are already performed and budgeted for in other departments. Although the department is clear on where its mandate differs from that of other departments, it is important that this distinction is reflected in our performance information and clearly articulated in SMART targets and indicators. 

The Department has embarked on a strategic review process and this has resulted in an overhaul of the current strategic plan with more emphasis on rights and empowerment of women, children and people with disabilities. 

4.2
Organisational Structure

Once the Strategy has been revised, the current organisational structure will be reviewed to ensure alignment with the approved strategy. The review of the organisational structure will also enable the department to improve its ability to deliver on the revised mandate. The process of reviewing the organisational structure will require independent organisational development and change management expertise to ensure smooth implementation of the new organisational structure. The revised structure will have to be motivated and presented to the Minister of Public Service and Administration for concurrence.

4.3 
Addressing budget challenges)

The department is currently operating on a deficit, due to the misalignment between the allocation, the approved organogram and the strategic plan. The issue of inadequate funding will be addressed in two ways namely, through the Adjusted Estimates of National Expenditure process in August 2012 where we would be making submission to the National Treasury for more funding to enable the department to afford the current employees and the prioritised positions to be filled in this financial year. A further submission will be made in the Expenditure Estimates for the 2013 Medium Term Expenditure Framework (MTEF) as informed by the new strategic plan.  The Department must not, however, raise its expectations in this regard because of the current depressive economic conditions.

4.4
Skills Audit 

The revised organogram will require a process of skills audit to determine alignment of current skills to the new organogram. This exercise will be conducted with the current internal resources, however it might be necessary to source external support to ensure an objective analysis of skills. While HR connect from the Department of Public Service and Administration will be utilised for the skills audit, a preliminary skills audit will be conducted internally to verify if the current warm bodies are properly matched with the job descriptions.  

4.5
Financial Management Improvement

The finance unit requires an extensive overhaul to ensure that we avoid repeat audit findings that have been recurring over the past three years. The appointment of an appropriately skilled Chief Financial Officer is a critical component of financial management improvement within the department. To-date emphasis has been made at EXCO and MANCO meetings on the need to reduce expenditure on travel and events. While the department is not able to avoid some of the travel between Pretoria and Cape Town, delegations have been reduced on international trips to ensure that the least number of employees travel and that those who travel perform more than one role during the trip. 

Workshops will be arranged internally to unpack the Public Finance Management Act and Treasury Regulations for senior managers and to clarify Supply Chain Management processes. All expenditure has to be supported and confirmed by the Director: Finance and Deputy Director-General: Corporate Management to ensure some level of expenditure within the current allocation.

4.6
Management Oversight

While there are regular meeting held with the Executive Authority and senior management , there is a need to  reviving the management forums to enable continuous and timely monitoring and evaluation of organizational performance and also to reflect on strategic and operational matters. The reporting template will also include a column on “corrective measures” so that management is able to assess if the corrective measures exist and whether they are sufficient. The PFMA checklist will be included as part of quarterly reporting, to enable early detection of non-compliance and a decision on corrective measures.

4.7
Management of Absenteeism

We will endeavour to determine the level of absenteeism in the department due to annual, sick and special leave. Given the department’s capacity challenges, it is critical that attendance is at an acceptable level. This analysis will enable branch heads to assess the extent of attendance and  compare it to performance trends with a view to making the necessary changes where applicable. Currently the department uses a manual system to record leave and this might prolong the data collection process. An automated leave system will be developed to ensure integrity of the leave management system.
4.8
Human Resources Quarterly reports

As employees are an organisation’s most valuable asset, we will monitor all areas of human resources and provide monthly reports on indicators such as appointments, promotions, resignations, disciplinary matters, grievances, dismissals. This will allow management to get the sense of 

4.9
Improvement in Financial Management

The department has been experiencing challenges in managing its financial resources and this is evident in the irregular and unauthorised expenditure incurred. The Chief Financial Officer will review all financial delegations and ensure that responsibility managers have accurate delegation letters with clear guidance on the conditions under which the delegations should be exercised. Updated allocation letters will be sent to ensure that all budget managers are aware of their total allocations for the remainder of the financial year. We are still awaiting National Treasury’s approval of our request to shift R5,8 million from Goods and services to Compensation, to enable us to make provision for the current overspend on compensation.

4.10
Internal Audit

The Director for Internal Audit assumed duty on 1 July 2012, it is however necessary that a co-sourced internal audit function is created by appointing an external service provider to work with the new incumbent. Once funds have been secured and a service provider identified the an audit will be conducted on payroll, IT governance, donor funding, job descriptions vs incumbent adn review of irregular expenditure. 

It is anticipated that the Director Internal Audit will focus on the progress report on addressing audit findings by compiling an audit findings register, verified and updated on a regular basis.

4.11
Records management

Institutional memory is a valuable asset to an entity and therefore it is critical that proper and accurate record keeping is maintained. The audit process highlighted serious challenges with regards to records management especially those that relate to personnel and finance. Lack of proper record keeping was also identified within the CORE business units with regards to performance information. There is a need to inculcate a culture of collecting and filing evidence for achieved targets, both monthly and quarterly. The lack of proper recording keeping is a serious risk for the department as it creates an enabling environment for non-compliance and fraud. 

5.
EXTERNAL ENVIRONMENT

The department has been receiving both positive and negative media coverage. To some extent, the negative media coverage is not related to the work of the department but refers to soft issues that ideally should not be in the public domain. This kind of negative media coverage, is a risk to our reputation and if left to recur, might damage the department permanently. A re-branding exercise will have to be embarked upon, wherein the turn-around process is conveyed to the public and various media campaigns are embarked upon to improve the image of the department. An improved compliance environment will also be a significant catalyst for an improved public image. A media monitoring feedback system will then be utilised to assess the impact of the re-branding.

Table 2 : Turn-around execution process



In-depth reviews of all the issues that should be included in the turnaround plan may elicit alternative actions than that reflected in the strategy and should this occur, the costs would also be different.

The estimated costs reflected in the turnaround plan are based on informal enquiries with service providers.  It must be noted that both resources and the envisaged costs thereof are based on preliminary investigation conducted, as additional needs might be identified as we go along. Details of the implementation of the turnaround are provided for in the matrix below.

6. 
TURN-AROUND IMPLEMENTATION MATRIX (subject to review)

	No.
	Priority Turn-Around Focal area
	Current Situation

(June 2012)
	 Corrective Action


	Target for December 2012
	Action needed from internal components/external bodies
	Human Resource Allocated
	BUDGET

	1

Financial Management 
	The available budget is not aligned to the HR obligations and related expenditure such as travel, laptops and cellphones, S&T and therefore it creates an overspend.
	The budget should be aligned to the current warm bodies. Expenditure on cell-phones and travel should be reduced to an affordable level. To this end the travel and telephone policies will have to be amended.

The allocation of fixed amounts per budget responsibility in respect of personnel, travel and accommodation.
	Moving 5.8,mil from goods and services to compensation.

Review the allocation of the existing budget against the establishment and determine the availability of funds for goods and services

Request funds sufficient for the needs of the Department to carry out its mandate in the 2013/16 MTEF

Reviewing the Travel and Telephone policies in the current financial year to prevent over-spending. 


	Approval from National Treasury

Executive Management Committee. (Top Management)
	CFO

DDG: CS

Fin :DIR

DG


	R12 million



	
	Managers are not aware of their current allocation and are therefore not able to manage their budget.
	All budget managers have up-to-date information on the status of their budget
	Monthly expenditure reports will be provided to managers and signed off for correctness.

Dedicate the time of the Director Financial Management, who is managing both financial administration and financial management, to the management of and reporting on budgets and expenditure.
	Managers to review their reports and alert finance on any misallocation within 48 hours of receiving the report.

Appoint a director dedicated to financial administration and allow the director financial management to be dedicated to his/her tasks.
	CFO and FIN : DIR
	N/A

R720'000

	
	Incorrect bank and cash information which could contribute to over or under-expenditure and misstatements.
	 Bank reconciliations done on a daily basis.
	Exceptions to be cleared on a daily basis. Reconciliations on BAS and Vulindlela report to be done daily and proof filed.

CFO to take responsibility for allocating the task to an individual in his/her performance agreement.

Determine which control accounts are required.
	.Obtain funds for and appoint an individual on level 11 to be dedicated to bookkeeping and reconciliation functions.
	CFO and FIN :DIR


	R550'000

	
	SCM non-compliance leading to irregular expenditure
	Segregation of duties.
	To implement LOGIS 100% to ensure segregation of duties and an automated purchase order system.

CFO to ensure full implementation of Logis and proper segregation of duties by appointing a logis administrator al level 7.

Document SCM process and ensure managers are aware of different processes.

Determine necessary procurement policies.

Determine a method of monitoring contracts and deliverables.
	National Treasury to assist with the implementation of Logis.
	CFO and SCM : DIR

CFO & SCM DIR

SCM: DIR

SCM : DIR

SCM :DIR


	160 000R

	
	Inaccurate asset register.

An excel spreadsheet is being used as an asset register, thus exposing the department to manipulation of the register
	Complete and accurate asset register implemented on LOGIS or similar system
	Identify and implement a suitable and affordable asset management system.
	National Treasury to assist in the identification of a suitable system and its implementation.

Obtain funds for 3 permanent posts to be dedicated, on an on-going basis, to asset management. 1 level 9 and 2 level 7s
	CFO and SCM : DIR
	R330'000 (level 9) R460'00 (2 level 7s)

Total: R790'000

	2. Organisational Performance Management
	The level of achieving performance targets is low and often the information is not verified. 


	Performance management framework complies with National Treasury requirements.
	Indicators reviewed and reduced. Indicators comply with the SMART principle.
	National Treasury to assist in the design and implementation of the required performance management framework.
	rCD: Strategic Management.
	N/A

	
	Insufficient capacity for developing SMART targets
	Monitoring and Evaluation training for all employees
	Workshop held,
	Funding from National Treasury
	CD: Strategic Management
	R250 000

	
	Performance information is not presented to the Audit Committee for assurance and alignment with financial performance.
	Quarterly reporting at Audit Committee.
	Performance reporting is institutionalised and reporting thereon becomes a standing item on the Audit Com agenda.
	N/A
	CFO

Strategic Planning and Internal Auditor.
	N/A

	
	Targets achieved are not verified before presentation to QSRM thus leading to inaccurate reporting.
	Evidence on targets achieved submitted and verified before QSRM.
	Verification of targets achieved institutionalised..
	N/A
	CD: Strategic Management.
	N/A

	3

Human Resources Plan (incl skills plan)


	Lack of critical skills and misaligned staff placements
	Matching individuals to the approved job descriptions.

Initiate process to get the right people in the right jobs.

Consider training options to improve staff capacity where possible.

Determine the skills requirements to enable the departmental strategy.

Conduct job evaluation of posts to ensure accurate compensation.

Conduct an environmental scan to determine the health of the organisation.

Develop and implement an Employee Assistance Programme


	Correct placement of employees.

Organisational performance improved.

Employees capacitated to perform in their current jobs

Alignment between organisational strategy and skills plan.

All employees paid within the applicable job weight.

Staff social cohesion ensured..

EAP coordinator appointed.


	Assistance from DPSA

N/A

PALAMA

DPSA

DPSA

Funding from National treasury 
	DDG: CS

CD:Resource HR Management

DDG:CM

DG
	R500 000



	4

An unclear mandate
	. WEGE Bill formalises the department’s mandate.


	Review legislation to identify or define a role for the DWCPD that avoids a duplication of functions of other departments.

UN Agencies will also be approached for assistance with funding.


	Commitment from SALRC.
	SALRC and Treasury. 


	DDG: CS

CD: Legal

ADG
	N/A

	5 Establishment


	Lack of a functional establishment.
	Develop an appropriate strategic plan that is informed by a clearly and well defined mandate. 

Develop an establishment and expansion plan that is aligned to the resources provided by the MTEF.

Develop an organogram or establishment structure that is populated in alignment with the availability of resources over the MTEF.

Ranking establishment priorities in line with the availability of resources
	An internal review of DWCPD mandate and strategic plan,

Establishment expansion plan developed.

Organorgram developed and implemented in line with available allocation.


	TAU assistance
	DDG CS

HR

Strategic Management
	R3mil

	6 Overspending


	The lack of an unrelenting commitment to spending within the budget and addressing budget pressures through the budget process


	
	 A new organogram, informed by the revised strategy will be developed.


	DPSA and National Treasury
	CD: Strategy

CD: RM

DDG: CM

DDGs

CFO

All CD
	As above

	
	
	Ranking establishment priorities in line with the availability of resources

	 A resource assessment will also be conducted to ensure that current warm bodies are placed within the new organogram
	N/A
	All CD

DDGs

DG
	As above

	
	
	 Minister

· An engagement between the MWCPD and the Minister of Finance (MoF) on the importance of the DWCPD functioning or operating within the appropriated budget and addressing all emerging or outstanding budget pressures through in-year and MTEF budget processes

.
	A meeting will be arranged between the Ministers Before 30/09/12
	N/A
	Minister
	N/A

	
	Director General (DG)

· Commitment towards the importance of the DWCPD functioning or operating within the appropriated budget and addressing all emerging or outstanding budget pressures through in-year and MTEF budget processes


	All expenditure aligned with allocation. 
	N/A
	ADG
	N/A

	
	·  Formal training workshops on financial management


	All employees trained on financial management
	Treasury to avail funding.
	CFO

CD: RM
	R100 000

	· 
	 Chief Financial Officer (CFO)

· Have a CFO who understands and is capable of asserting the role of the finance function in the department,

· Fill the CFO vacancy with an appropriately skilled person; meanwhile, the OAG should second someone for the position 


	Competent CFO appointed.
	Treasury to avail funding.
	Minister

ADG

CD;RM
	R880 000

	
	 Deputy Director-Generals (DDGs) and Chief-Directors (CDs)

As budget responsibility managers, should be educated about the link between spending decisions in their programmes and the single budget for the entire department and the need to spend within allocated budgets
	
	
	
	

	7 Ethical Leadership
	 Alleged corruption, fraud and nepotism

	Investigation by the DWCPD, and attendant disciplinary actions.

To ensure efficient and objective investigation of the allegations, an external firm of attorneys has been appointed and it will be logical that they carry out the prosecution as well.
	Investigation and disciplinary action completed.
	Treasury to fund the investigation and independent prosecution.
	Minister

ADG

CFO


	R500 000 (for prosecution and related legal advice)


7.
PROGRAM MANAGEMENT OFFFICE (PMO)

The success of the turn-around will also depend on the attention and effort put behind its implementation. Therefore an adequately skilled programme management office will be established in the office of the Acting Director-General to execute and coordinate the turn-around. The role of the PMO is to design , plan, coordinate, execute and monitor the implementation of the turn-around plan. This will also consist of experts from fields such as HR, Finance, Strategy, skills development etc. Work-streams in the PMO will be agreed and led by subject matter experts. These should be aligned to the priority areas identified in the turn-around. .

8.
TURN AROUND STAKEHOLDER MANAGEMENT
The key stakeholders for this project are DWCPD, the Minister, the Deputy Minister, National Treasury, Parliament and the Auditor-General. The stakeholder matrix below summarises the current challenges and the plan for addressing the said perceptions. 

	STAKEHOLDER
	HOW  THEY PERCEIVE US
	HOW WE WANT THEM TO PERCEIVE US
	PERCEPTION INDICATOR
	REVIEW DATE

	GENERAL PUBLIC
	
	

	Print and visual media
	30/03/13

	PARLIAMENT
	
	


	Committee discussions and minutes
	30/03/13

	NATIONAL TREASURY
	
	


	Budget allocation trends and in-year monitoring
	30/03/13

	AUDITOR GENERAL
	
	

	Audit Opinion
	30/03/13

	DEPUTY MINISTER
	
	

	Quarterly review meetings
	30/10/13

	MINISTER
	
	

	Quarterly review meetings
	30/13/13


9. 
TURN AROUND PROJECT MANAGEMENT
The office of the Deputy Director General: Corporate Management shall provide administrative support for the turn-around. A project management will be appointed by the DDG: Corporate Management.

10. COMMUNICATION PLAN AND CHANGE MANAGEMENT
The turn-around plan will have to be communicated to employees to ensure buy-in and ownership of the process. A communication plan will be developed once the project team has been identified and staff members will be given an opportunity to suggest a name for the turn-around plan. A change management process will be essential in the success of the turn-around. The estimated costs for the change management service provider and branding of the turn-around, including media campaigns is R1million.

11.
CONCLUSION
The department has made significant strides on ensuring visibility to the sectors, both locally and internationally. The sectors that the department operate in are specialised and require conscious and deliberate investment of financial resources to ensure redress and equity. Our recent publication of the Women Empowerement and Gender Equality Bill, and input made in the development of the Traditional Courts Bill, demonstrate the resilience that the department has in ensuring that we deliver on our mandate. 

This in turn requires appropriate financial management skills to ensure that the funds are managed in line with the Public Finance Management Act and that there is sufficient allocation of resources towards the core programmes of the department. Adequate capacity is required within Corporate Management to ensure that the department is strengthened to deliver on its mandate. Travel and events need to be kept to a minimum given the department’s financial challenges. Change Management and institutionalisation of values need to be undertaken as enablers of the turn-around as this will not be a success if employees feel left out. A well-funded turn-around strategy is critical to ensure there is sufficient independence and integrity to the process.
1.Position for sustainability and growth.


2. Bed down turn-around plan and improvements.


3. Implement strategic plan and business model.


4. Sustainability plans of business model.


5. Focus on change management


6. Phase out external assistance (NT, STATSA and consultants).


7. Achieve unqualified audit with no findings.


8. Build the ideal DWCPD





1.Assess planning, governance & management processes.


2. Organisational assessment for alignment with strategic plan and business model.


3. Assess capacity & skills.


4. Strengthen M&E and individual performance management.


5. Focus on revenue enhancement, operations optimisation & sound financial management. 


6, Leverage donor projects and partnerships with sister departments on women, children and people with disabilities.


7. Address staff wellness.








1.Status Quo assessment against ideal DWCPD.


2.Develop agreed turn-around plan.


3.Set up PMO.


4.Agree on governance.


5.Operational Priorities


5.1 Secure funding for the over-expenditure (personnel).


5.2 Focus on quick wins.


5.3 Develop and implement an action plan for addressing audit findings.


5.4Monitor key controls


5.5 Payroll review


5.6 Records management


5.7 SCM – develop a compliance manual and checklist.


5.8 Engage stakeholders


5.9 High level review of strategic plan and business model





Green phase











Amber phase
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