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1 Abbreviations

Detailed descriptions, explanations of terms and abbreviations relevant to this report are listed below. These descriptions and explanations however serve to clarify our report and are not intended to be authoritative.

	Abbreviation
	Description

	ACEO
	Acting Chief Executive Officer 

	AGSA
	Auditor General South Africa

	BOD
	Board of Directors at PanSALB

	CCEO
	Caretaker Chief Executive Officer (as specifically appointed by the Minister)

	CIPC
	Companies and Intellectual Property Commission

	DAC
	Department of Arts and Culture

	EC
	Expenditure Committee 

	FA
	Financial Authority

	NLB
	National Language Boards 

	NLU
	National Lexicography Units

	Ntumba
	Ntumba & Associates Consulting

	PanSALB
	Pan South African Language Board

	PFMA
	Public Finance Management Act, 1999

	PLC
	Provincial Language Committee

	PPC
	Parliamentary Portfolio Committee

	SAICA
	South African Institute of Chartered Accountants

	SARS
	South African Revenue Services

	SCM
	Supply Chain Management

	T/A
	Turnaround Strategy

	The Minister
	The Minister in the Department if Arts and Culture (the Honorable Mr Paul Mashatile)

	The Team
	Ntumba & Associates Consulting

	VAT
	Value Added Tax

	
	


2 Introduction
This document is a summary report on the PanSALB turnaround as implemented by the Caretaker CEO, Mr. Zwane. The approach was at first to focus mostly on halting the downward slide of the organisation while assessing the situation at PanSALB, and then begin the turnaround initiatives within sixty days. 
This summary report, besides providing progress feedback, seeks to introduce the revised strategic direction that informs the turnaround strategy and the 2013 to 2017 long-term strategy of PanSALB.  
3 Background
3.1 About PanSALB
The Pan South African Language Board (PanSALB) is established in terms of the PanSALB (Act No.59 of 1995), as amended in terms of (Act No.10 of 1999). This Act set the Mandate of PanSALB.

The Purpose of the Act is to provide for the implementation of a provision of the Constitution of the Republic of South Africa (Act no 168 of 1996) for the recognition of the principle of multilingualism.  

The objective of this act is: To provide for the recognition, implementation and furtherance of multilingualism in the Republic of South Africa; and the development of previously marginalized languages; to establish a Pan South African Language Board; and to provide for matters connected therewith. 

3.2 Problem Description
PanSALB has been in the spotlight for the past two or three years for the wrong reasons. As a result concerns were raised by the Portfolio Committee of Arts & Culture in Parliament, the Ministry of Arts and Culture and various other concerned stakeholders. Areas of concern were around the governance of this institution as well as its failure to fulfil its core mandate. All structures of PanSALB were complaining which was a clear indication of lack of decisive leadership to steer the ship forward. Staff morale was at its lowest level and number of qualified personnel resigned.

In response to this complaint the Minister of Arts and Culture, the honourable Mr Paul Mashatile, commissioned an investigation which was conducted by The Resolve Group. A report of which was delivered to him on 30 March 2012.
The findings of this commission confirmed the concerns that were raised earlier:
· It was clear that PanSALB as an organisation, was not fulfilling its legislative mandate and that while it continues to exist as an organisation and pays the salaries of its employees and infrastructure costs, it is not fulfilling the functions for which it was formed, structured and staffed. 

· There were challenges regarding governance issues in that the entity was not fully compliant with the Public Finance Management Act, Treasury Regulations and other legislative requirements. 

· The board of PanSALB had failed to meet its obligations, both in terms of oversight, fulfilling its fiduciary duties and ensuring the fulfilment of its functions in terms of the act.
After reading The Resolve Group and engaging with the Members of the Board of Director of PanSALB (BOD), the Minister in the Department of Arts and Culture decided to disband the BOD.
The Minister then appointed Mr. M Zwane as the Caretaker Chief Executive Officer (CCEO) with full executive powers of both the BOD and the Executive effective from the 15th of June 2012. 
3.3 Technical Support
At the onset of his engagement the CCEO appointed Ntumba and Associates Consultants (the Team) as independent arbiter to assist him in the process of implementing the intervention.

The CCEO made it clear in the briefing that his major priority is slanting more towards implementing solutions that would be geared at sustained stability.
The term of this team was two months ending in August 2012. During this time an Executive has been appointed and assumed duty with the last Executive commencing duty on the 01st September 2012. 

The support team has stayed on for an additional month of September to ensure orientation of the Executive team and handover.

The Team comprised of the following individuals:

3.3.1 Melusi Ntumba – Project Director

Melusi Ntumba is the founder and the CEO of Ntumba Inc. He qualified as a Chartered Accountant in 2003. He graduated from Wits University and went on to serve articles with a reputable firm of auditors and accountants, KPMG. He is member of the South African Institute Of Chartered Accountants SAICA, Independent Regulatory Board For Auditors (IRBA) and Institute for Internal Auditors (IIA). Melusi is very knowledgeable on the Public Finance Management Act, National Treasury Regulations and The South African Companies Act. Melusi is currently an audit committee member of the following institutions :

· The South African Diamonds and Precious Metals Regulator

· The South African Weather Service and 

· National Bargaining for Road Freight Industry (NBCRF) (Chairman)

3.3.2 Mthokozisi Ndlovu – Project Manager

Mthokozisi Ndlovu holds an MBA Degree and a B.S.C. degree in Chemical Engineering. He is affiliated as PRINCE II Project Practitioner. He has recently participated in managing company re-engineering and implementation of new ERP process as a Business process owner at Total SA. He has also has worked as an Area Manager for Integrated Service Providers, as a Strategy Manager, as a Senior Refining Engineer, as Crude Scheduling Engineer and as a process Engineer to mention but the few previously.

3.3.3 Unathi Mdlungu – Organisational Development Expert

Unathi is qualified in B.A. Social Sciences- Industrial Sociology & Public Administration, Diploma in Human Resources and is currently studying Masters in Leading Innovation and Change. Unathi is currently The Managing Consultant of Phulo Organisational Development Solutions. She has an outstanding record of successful service delivery, particularly in the public sector. She offers that rare combination: a no-nonsense analytical approach with what has been described as uncanny intuition. As our principal consultant she brings humanity, humour and skill to the business of governing, not to mention an uncanny knack for getting to the root of problems. As a key strategic thinker and a leader on South Africa’s organisational development and HR management playground, Unathi’s areas of expertise extend to performance management, stakeholder alignment, and strategy development & implementation.

3.3.4 Moeketsi Shai – Strategy Expert

Moeketsi holds an MBA, Management Advancement Program Certificate and a Bsc degree. He is a certified facilitator for the Kepner Tregor process management program, from the United States of America. Mr. Shai has extensive senior management and consulting experience the following areas; strategy facilitation, interim executive management, organisational performance improvement, executive coaching, stakeholder engagement and change management. His experience spans across both public and private sectors.

3.3.5 Saul Rakwena – Consultant 
Saul Rakwena is currently busy with an MBA through Stellenbosch Business School and he holds a B/Comm in Financial Accounting and Economics and B/Comm Honours in Financial Analysis and Portfolio Management both from UCT.  He has worked within an Asset Management environment where he dealt mostly with investment products, financial statement analysis, economic analysis, analyzing financial markets, statistical and financial modeling using excel VBA and Macros. He also has a good experience in process automation, performance improvement and Finance. 
4 Turnaround
The PanSALB turnaround strategy (TS) is intended to ensure that the organisation effectively discharges its mandate. The Turnaround strategy sets a foundation for PanSALB readiness to implement their 2013/14 to 2017/18 strategy.   This is achieved through the selection of predetermined strategic that apply to the TS and 2013/14 to 2017/18 strategy. The selection of the predetermined strategic objectives also enables alignment with the national strategy guidelines for strategy implementation and reporting. 

The Turnaround Strategy (TS) adopted by the CCEO and the Team is broken into three phases i.e. 
· first sixty days – stabilisation of the organisation; 
· turnaround – put the organisation in the right operational mode; and 
· long term – implementing a PanSALB strategy in line with national treasury guidelines to deliver on the mandate.  
4.1 First Sixty Days - Stabilisation
The assessment confirmed that indeed PanSALB is not effectively discharging its mandate. The reasons for the poor discharge of the mandate were identified to be: lack of leadership; non-compliance to governance imperatives; inadequate skills; personal differences that have led to excessive expenditure on legal fees; poor execution of plan to implement strategic objective initiatives; and a skewed focus on administration than the expense of implementation of core mandate.
The first sixty days was intended to grab the organisations attention to stabilise operations by stopping the bleeding, establish the turnaround strategy action plan, and develop a comprehensive stakeholder engagement plan.  

The following initiatives were commenced to arrest the negative direction of the organisation:
· Stop the bleeding by monitoring payments, reviewing contracts, conducting forensic investigations;

· Close the skills gaps by conducting commencing the organisational structure review, conducting a skills audit to determine the organisational capacity to deliver, placement of Executives and skills in critical position, and reorganizing the office layout in order to ensure increased efficiency and productivity;
· Engage stakeholders to obtain their buy-in in the journey going forward; and 

· Develop a strategy to guide the PanSALB operations over the next five years. 
4.2 Revised PanSALB Strategic Direction
In the preceding process a strategy workshop was conducted and culminated in the development of a strategic direction for PanSALB. This was adopted as a guide to the turnaround strategy and the future strategy of PanSALB. This also ensures continuity and alignment in the steps that will follow.

The strategic directions are as follows:

The Vision

A nation that acts intentionally about its mother languages / tongue
The Mission

PanSALB Mission:

To provide language products and services that lead to equitable use of all South African languages including Khoe, Nama & San Languages and Sign Language, with a special emphasis on languages that were previously marginalised. This will be achieved by developing, preserving, promoting, protecting language rights, and fostering respect for other Languages. 
The Strategic Theme

The strategy of PanSALB is focused on:

Growing the number of people who prefer the use of mother tongue while multilingual
Predetermined Strategic Objectives

The PanSALB strategy has adopted the following Strategic Objectives:

· Ensure the sustainability of PanSALB
· Deliver language products and services that create a conducive environment
· Build PanSALB capability 
· Create an effective service delivery Infrastructure
· Create awareness of language use  
4.3 Summary Activities thus far and way forward
	OUTPUT


	ACTIVITY
	MILESTONE
	STATUS
	NEXT STEP



	4.3.1 Strategic Objective 1: Ensure PanSALB Sustainability



	Stable Financial Environment


	Dripping Tabs:

Revoked delegations of authority
	Scrutiny on all payments to be due and proper
	Delegations of authority (DOA) defined.
	Re-define DOA and revise Finance Policy Framework

	
	Constituted an Expenditure Committee
	Recommendations of invoices that need to be paid for organisation commitments 
	Expenditure Committee has processed and recommended payments to a total value of R8,167,102.08 since its establishment.

Payments to the value of R 1,670,901.20 were turned back for resubmission and proof of value.

Expenditure committee was disbanded after the appointment of the CFO who officially resumed her duties on the 15th August 2012.
	· Continue with the work of the CFO

· Standardise fund allocation to NLU’s 

	
	Review of Policies and Database of Service Providers
	Compliant SCM environment 
	Policy framework has been finalised.

SCM and Asset Management policies have been reviewed and drafted.  

 Registration of suppliers on the database in underway. 
	Finalisation and approval of an In-house Supplier Database 
Approval of policies

	
	Payments Reviews
	Recovery of cellular phone excess amounts
	Produced a list of all cellular phone excess amounts
	Commence with a collection process from current and previous employees.

	Legal fees
	Forensic investigations completed and report concluded
	Handover findings to relevant authority for further assessment
	· Matter handed to the lawyers based on the forensic report.

· Letter of demand for undue payments amounting to R1,2 Million delivered.
	Legal process to take its course.

	Questionable Contracts

	BCX maintenance contract was cancelled on the basis of no value add

BCX notified officially of the intention to cancel VPN contract on the basis of being expensive.

Independent Newspapers Contract was cancelled on the basis of need to align with strategic focus. 
	Replace the current contract with stable, cost effective and secure service. 
	· A saving of R 150,078.72 from August 2012 to March 2013 and R225,118.08 per annum on the maintenance contract was achieved.

· A saving of R 480,349.87 from October 2012 to March 2013 R 823,456.92 per annum on the maintenance contract was achieved.

· A termination of the VPN contract in August would leave PanSALB without the email systems hence a month-to-month contract was proposed to accommodate September.
· Saving of R1,133,409.41 on paying Independent Newspapers.
	· Produce a new IT Strategy.

· Implement an in-house IT system.

· Overall contract reviews to be continued.
· A new contract regime will be implemented after the approval of T/A 

	Strategy
	Strategic engagement session


	Consultation with PanSALB Structures on Strategic direction
	Successful session that generated positive attitude from the attendees
	Approval and roll out of strategy to all structures.

	
	Implement 2012/13 Turnaround Strategy
	Approved Turnaround strategy by the Parliamentary Portfolio Committee (PPC)
	Finalised Turnaround strategy.
	· Submission to the DAC and PPC by the end of September 2012.

· Implementation of turnaround strategy.

	
	Development of the 2013/2017 Strategic Plan
	Approved 5 year Strategic Plan 
	Finalised Strategic Plan for 2013-17 financial years. 
	· Submission to DAC for approval. 
· Continue with the development process and submit in February 2013

	
	Developing 2013/14 Annual Performance Plan
	Approved APP that is aligned to the Strategic Plan.
	Finalisation pending the approval of the Strategy Plan
	Continue with the development process and submit in February 2013



	AG Audit report
	Develop action list for all problems identified by the AG 


	Resolved all AG issues 
	List of issues finalised by end of August
	Continue with follow-up on completed items on the AG list 

	4.3.2 Strategic Objective 2: Deliver language products and services that create a conducive environment 

	Annual language programmes
	Develop annual language programmes focusing on core business.


	Approved Annual Language programs 
	The different divisions programmes and associated budgets have been incorporated into the 2012/ 2013 Turnaround Strategy Plan 
	· Alignment of planned programmes on approval of budget;

· Implementation of programmes



	Alignment of PanSALB structures (NLU, NLB, and PLC)
	Effective and efficient operating of PanSALB structures
	Revised NLB board structure to incorporate PLC representation
	Concept document has been produced
	Revise concept document to address challenges identified at the strategy session

	Implementation of the Linguistic Rights mandate
	Interpretation of the Linguistic Rights mandate into operational processes and structure. 

	Operational Linguistic Rights Structures

Identification of critical positions

Placement of resources on critical positions
	· The structure has been developed;

· Executive Head for this Division has been appointed;
· Linguistic Human Rights Coordinator has been appointed;
· Provision and allocation of office infrastructure for this Division
	· Finalisation of the operational processes 

· Appointment of all critical staff

· Establishment of the Tribunal

· Implementation of the Divisional mandate

	4.3.3 Strategic Objective 3: Build PanSALB capability

	Aligned organisational structure
	Revise organisational structure to enable core business and achievement of organisational mandate.
	An approved revised structure that is aligned with the strategy 
	Organisational structure review and realignment has been completed
Consultations with unions underway
	Implementation of the structure including migration of all existing staff

	
	Alignment of all job profiles 
	Revised job profiles based on the new structure.
	Support profiles have been aligned to the new structure
	To finalise the job profile alignment for Languages and Legal Divisions Divisions 



	
	Grading of all positions in the aligned structure
	Grading report.
	Grading is pending the approval of the structure
	Finalise grading of the entire structure

	
	Assess current pay and benefits practices within PanSALB.

	A detailed remuneration assessment report

	Analysis has been completed and report development is underway

	· Development of recommendations to correct remuneration discrepancies and inequities
· Benchmarking of PanSALB salaries

· Development of PanSALB Remuneration strategy

	Appointment of personnel to critical positions
	Filling of key positions:

Critical positions identified and filled
	Staff appointments into critical  positions 
	The following key positions have been filled:

· Chief Financial Officer; 
· Manager SCM, 
· Executive Head Corporate Services; 
· Executive Head: Legal Services has been appointed and due to resume duties on the 1st September 2012 

· Provincial Coordinator: Languages;

· Linguistic Human Rights Coordinator;
· Assistant Manager: Assets

· Personal Assistant to the CEO

· Security and Facilities Manager
	· Fill the Executive Head: Languages once the Structure has been fully developed.


	
	Skills Audit Process Implementation
	Skills audit report finalised and recommendations implemented
	· Head Office Skills Auditing has been completed

· Recommendation in terms of proper placement of staff have been implemented
	· On approval of the structure further competency-based assessments will be conducted for placing of staff on management position.
· Skills Auditing will be rolled out to the provinces

	Performance Management 
	Implementation of the Performance Management System (PMS)


	Signed performance contracts that are aligned to the new strategy


	Review of the draft Performance Management framework
	· Training of management and staff on the PMS by end of September 2012

· Performance contracts in place by the 10th of October 2012

· First performance assessment by the 10th January 2013

· Second and final performance assessments by the 10th April 2013

· Alignment of employee performance results to the organisational performance

	Staff training
	Development of an organisational skills plan
	Approved Personal Development Plans 
	
	Consolidation of PDPs
Development of an organisational skills plan

	4.3.4 Strategic Objective 4: Create an effective service delivery structure

	Revised IT infrastructure
	Develop an in-house IT infrastructure
	Installed in-house server
	Currently producing specifications for In-house server
	Testing of in-house server will be done in due coarse

	
	
	
	Working hand in hand with BCX to transfer IT data on in-house server
	

	Documented operating procedures
	Develop organisation policies
	Approved completed key policies
	Key policies have been developed
	Continue with development of secondary list policies

	4.3.5 Strategic Objective 5: Create awareness of language use

	Internal communication schedule


	Implement an internal communication program
	Weekly Newsletters

Daily news update 
	Weekly newsletter has been produced
	Continue producing weekly newsletter

	Stakeholder map
	Develop a stakeholder map
	Approved stakeholder map.
	The Corporate Services together with the Manager CEO’s office are currently busy with the mapping of stakeholders. 
	Approval of stakeholder map and publishing it

	Stakeholder engagement 
	Implement a stakeholder engagement schedule
	Approved stakeholder engagement schedule
	Stakeholder schedule to be discussed with the CCEO
	Enact stakeholder engagements;
Continuously assess effectiveness 


5 Stakeholder Engagement and Consultations
Since his appointment the Caretaker CEO has put in a lot of focus and emphasis on consulting and engaging PanSALB stakeholders. 

In the first 30 days activities centred around engaging Head Office staff. The engagement in the following 30 days moved to include provincial leadership form both operational and governance structures. Below is a breakdown of these engagements;
5.1 Head Office Management and Staff Engagement 
· In the first 10 days, the CCEO had one on one meeting with all managers. 
· This was followed by a skills audit process, which incorporated one on one session with all head office staff.

· Head staff meetings were also convened at the end of 30 days to provide all staff with feedback and allow them to give input into the turnaround process.

· A management union meeting was also convened to ensure that labour is kept abreast with the developments.

These sessions provided a clear picture of the functioning of the organisation. They also layed the foundation for developing immediate interventions that  have laid the solid foundation for the turnaround.

5.2 Provincial Management and Structures Engagement
· A strategic workshop was convened on the 01-03 August. This workshop was constituted by all PanSALB structure representatives as follows: NLU Chairpersons, and Editors in Chief, NLB Chairpersons, PLC Chairpersons, Provincial Managers and Head Office Language Mangers and  newly appointed Executives.
· This workshop laid the foundation for integration of PanSALB delivery for achievement of the mandate.

· This workshop also provided input into the Turn Around strategy and 2013 – 2017 Strategy.

5.3 Provincial Visits
During the month of September the CCEO accompanied by the Executive Team will visit all PanSALB Provincial offices. The purpose of these visits is as follows;
· Provide the PanSALB provincial structures and operations with feedback and obtain their input on the Turnaround Strategy and the PanSALB 2013 – 2017 Strategy;

· Present the realigned PanSALB organisational structure;

· Engage all PanSALB provincial stakeholders with a view of bringing them up to date with developments, progress made and future plans.

5.4 Reporting
To date the following reporets have been produced;
· 30 day report detailing organisational analysis findings, recommedations and immidiate implemented actions was developed and presented to DAC;

· 60 day report detailing progress on implementation of some of the 30 day report recommendations and the 12 months Turn around strategy was developed and presented to DAC;

· A forensic report that includes investigation into the Legal Fees has been completed and submitted to DAC;
· The 2012 Annual Report has been completed and submitted to DAC;

· Development of Quartely Reports for the first and second Quarter is underway; and

· The AG financial audit has been completed and PanSALB has averted aa Disclaimer and ended up with a Qualified Audit. The organisation has enjoyed constructive ongoing engagement with the AG wherein even in he finalisation of the Annual Report AG staff provided valuable input and support.

6 Conclusion

PanSALB had not been delivering to its mandate as a result of lack of common understanding and interpretation of its mandate, ineffective strategy, poor management of its finances, lack of controls and governance procedures, focus on corporate support rather than operations, and inadequate people management.

A turnaround strategy intended to build PanSALB readiness to effectively discharge on its mandate as outlined in the long term 2013/14 to 2017/18 strategy. The turnaround strategy (TS) is centred on the implementation of predetermined strategic objectives that are common to the TS and the long term strategy. (2013/14 to 2017/18) this will enable continuity and alignment with National treasury guidelines for strategy implementation. The three phase turnaround process, viz. first sixty days, turnaround, and long term, has commenced. This process has delivered the following benefits i.e. an understanding of the problem, halted unnecessary expenditure, appointment of key personnel and optimised structure. These benefits will be able to bring about the much needed change and continu to turnarounf the organisation.
.
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