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El 
kd EXECUTIVE SUMMARY 

a 
!&i Section I describes the background to the Integrated Justice System (IJS) project and the 

origins of the partnership between Business Against Crime (BAC) and government which has 

b supported the development of the IJS since 1996. It describes the IJS initiative as it first 

b 
emerged, and the role of BAC in growing the programme. 

Section 2 traces the development of the IJS programme and the beginning of an integrated 

justice system operating in SA, including the changes in the role of the IJS Project Office which 

supported the development of the lntegrated Justice System. 

Section 3 follows the implementation of the amended IJS plan in the post-1999 period, and the 

shift of focus to the courts and the Department of Justice and Constitutional Development. 
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Section 4 describes how the responsibility for the IJS projects has been transferred into the 

government departments, the withdrawal of BAC from a central support role and the shift of BAC - 
3 support into the Department of Justice, to focus on the administration of courts. 

3 

R3 Section 5 describes the current status of the IJS initiative and the role of the State Information 

Technology Agency and of the partnership with BAC. It also describes the current budget status 
3 

of the IJS initiative in government. 
L* 

E:A Section 6 lists some of the key achievements of the IJS initiative, in particular the demonstrable 

changes in the criminal justice process to date and the successful introduction of new ways of 

thinking about the criminal justice system as an enterprise. 

ug I-. Section 7 discusses some of the risks inherent in horizontal (multi-agency) mega projects, 

F!3 especially IT projects of this size in public sector environments, and how these risks were 

d managed in the South African case. 

Section 8 looks at the difficulties of measuring the success of partnerships and mega projects . 

@I such as the IJS, and reflects on some of the qualitative indicators of success to date. 

'a 
F 9  Section 9 covers twelve key lessons and success factors to be derived from the experience of 

the government - BAC partnership on the IJS initiative. These include the importance of 9 
leadership by politicians, senior government officials and the BAC staff involved in the project, 

a especially for building a common vision and overcoming the 'silo' effect traditional to government 

3 departments. The unique timing of the IJS, the balance it found between IT and a focus on the 

.3 business processes of criminal justice, and the importance of strong administrative backup are 

La other lessons. 
F 

Section 10 looks at how the model of the government - BAC 

Justice System Programme can be developed and replicated. 

partnership the Integrated 
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1. INTRODUCTION 

Although it is usually not recognised as such, the criminal justice system (CJS) is really a single 

enterprise, where all of the component parts depend on all of the others. A blockage or 

malfunction at any point in the system has an effect throughout the enterprise. Three entities 

flow through the CJS - accused persons, their cases, and information about both. The efficiency 

and effectiveness of the enterprise depend heavily on the efficient flow of accurate and 

reproducible information. 

In 1994, when South Africa's first democratic government took office, the departments which 

constitute and manage the CJS (the SA Police Service, the Department of Justice, the 

Department of Correctional Services and the Department of Social Development - then known 

as the Department of Welfare) operated in silos, with little recognition of their inter-dependence. 

There was poor information flow through the system, and much of the information was 

inaccurate and not reproducible. There was no management information to measure the 

performance of the CJS. In addition, the basic processes inside each department functioned 

poorly. 

This case study recounts the unfinished story of the Integrated Justice System (IJS) programme, 

which is one of the more successful public-private partnerships to have been built in South 

Africa, and which is a best practice example internationally, both for what it tells us about 

building public-private partnerships, and as a example of 'Toined-up" government. The 

programme was based on a partnership between government agencies and Business Against 

Crime. Approximately R30 million has been invested in the partnership by organised business, 

mainly by the Business Trust, but also by Business Against Crime member companies. It will 

become clear in the case study how this investment has provided crucial support for the effic~ent 

spending of over R1.5 billion in public funds by government. 

1.1. HOW THE IJS PROJECT CAME ABOUT 

The new democratic government which took power in South Africa in 1994 inherited a 

bureaucracy which was much more severely broken and dysfunctional than had been expected. 

One of the most problematic areas was the criminal justice system, even though it had appeared 

relatively efficient in combating political opposition. The defects rapidly became obvious after 

1994, when the police and the courts began to do "normal" law enforcement and processing of 

offenders. The weaknesses in the system were aggravated by the unexpected consequences of 
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change: uncertainty about the way in which the Constitution would affect individual rights, the 

merger of thirteen administrations (largely those from the weak former homeland areas), an 

upsurge in crime, the need to extend services to communities which had been largely ignored, 

and the easy availability of firearms. The result was that a huge backlog of cases developed in 

the courts, the proportion of withdrawn cases increased rapidly, and the rate of convictions 

dropped, in a context where more and more cases were being reported to the SA Police Service. 

The problems were aggravated by Departments working in silos, with an almost total lack of 

integration and a lack of technology. 

The classic business problem facing government was therefore 

An upsurge in criminal activity, especially an increase in organised crime syndicates 

The criminal justice system was broken and was not responding to needs 

There was little or no management information 

There was a lack of people skills 

There was a lack of technology 

There was a lack of integration 

One of the problems facing the new Ministers responsible for the criminal justice system was the 

poor quality and paucity of performance information at all stages of the system. Performance 

statistics were collected and analyzed later as part of the IJS programme. Examples of the 

information collected are shown below to illustrate the Government's business problem: 

'I, 1; 
1 ; 
I '  
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1.2. THE NATIONAL CRIME PREVENTION STRATEGY (NCPS) 

In 1995, the Office of the President instructed the Department of Safety and Security to develop 

both immediate and long-term strategies to tackle the growing problems of crime and fear. At the 

same time, a National Growth and Development Strategy was in development, with crime 

identified as one of the key challenges. Work began on a longer-term National Crime Prevention 

Strategy, (which was approved by the Cabinet in 1996) and the SAPS moved immediately into a 

series of tough operations aimed at reducing crime and apprehending suspects. 

Like many of the strategies developed in the early days of the new government, the National 

Crime Prevention Strategy was bold and ambitious. One of its objectives was to improve the 

impact of the CJS in both punishing offenders and deterring those who were contemplating 

criminal acts. The strategy consisted of four 'pillars', the first of which was called "Streamlining 

the Criminal Justice System". This eventually became the Integrated Justice System (IJS) 

programme. 

The National Crime Prevention Strategy was probably some years ahead of its time. The NCPS 

set out to re-engineer the Criminal Justice System by looking at the elements of people, 

technology and processes to achieve specific outcomes. The NCPS wanted to change the ( 
paradigm within which officials worked, change their culture to one which was more strategic 

and cooperative, change business processes to streamline them and recognise the enterprise 

nature of many aspects of the criminal justice system and crime reduction, and introduce 

technology to improve the efficiency and effectiveness of the system and its component 

departments. This comprehensive approach to transformation is one which even private sector 

i 
organizations rarely try - they normally look at people, or culture, or technology, or business 

processes, but not all together. It can be argued that the departments which form the CJS were 

not ready for this, because they had to address basic weaknesses in their own operations. 

However, it can also be argued that the time was right to introduce fairly radical changes, before 

the departments could again become set in their ways. The success of the IJS programme 

indicates that the latter is true, but the success depended on a range of measures which were 

taken to make the transformation of the CJS into the IJS effective. 

1.3. THE INTEGRATED JUSTICE SYSTEM (IJS) INITIATIVE 

Integration became a buzzword in governments around the world in the 1980's and 90s, but its 

meaning and benefits were often unclear. It means different things to different people in different 
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contexts. Too much emphasis on integration has sometimes made government processes very 

cumbersome and unstable. In the context of the South African criminal justice system, 

integration (the creation of an Integrated Justice System) meant the recognition that the criminal 

justice process is an enterprise, the timely and efficient sharing of information between the 

various role players in the system and the development of cooperation to ensure that handovers 

of people and cases were smooth. Integration was intended to deliver: 

lmproved data quality and more consistent, accurate and reliable information available in the 

system 

Reduction of duplication of work (in collecting and entering data) 

lmproved sharing of information by the role-players in the system 

The ability to track cases and accused persons through the system 

lmproved access to information for users 

Reduced bureaucracy and more efficient processes 

Increased efficiency overall 

Reduced costs 

Faster turnaround time for the finalization of criminal cases 

Reduced opportunities for corruption 

lmproved decision support for managers across the system 

Greater transparency about the performance of the system. 

The original Vision Statement of the IJS committed it to contribute towards the reduction of crime 

by providing an accessible, fair, speedy and cost effective system ofjustice which is accountable 

to the public and the State for improved performance in the interests of a safer and more secure 

South Africa. This vision was to be achieved by integrating the management of cases and 

offenders throughout the four departments, setting new standards in service delivery, and 

utilizing the best technology available. The IJS would aim to provide a better service to the public 

by helping to make the administration of justice speedy and cost effective, making the criminal 

justice system more transparent, accessible and accountable to the public and the State, 

creating a better image for the criminal justice system, and improving public confidence. The 

programme aimed to integrate and continuously make innovative changes to the departmental 

systems which compose the CJS and to add value to the services offered by each Department. 

At the heart of the IJS model is the management of a person and his or her associated case 

through the criminal justice system. The IJS aims to track the complete life cycle of a criminal 

case throughout its various stages involving the different government departments, and without 
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r3 
the unnecessary duplication of data collection, data entry or data storage. In the daily 

administration of criminal justice across South Africa, the IJS sought to contribute to 

Greater throughput of cases through the system, thus reducing backlogs 

9 Fewer withdrawals of charges and prosecutions 

Fewer postponements of hearings in courts 
E3 

No lost files 

s! Reduced numbers of prisoners awaiting trial 

2 Higher conviction rates 

a a Better prioritization of cases involving young offenders, sexual offences and priority crimes 

Fewer opportunities for corruption. 

I All of this would support the high-level goals of the NCPS - to produce a more cost effective and 

efficient justice system, which would enjoy improved public confidence and deter potential 

offenders. 

Most government officials were not ready in 1996-1997 for the changes required. People clung 

to old styles of working, and there was a serious lack of the skills necessary for change. In 

respect of technology, the platforms required for integration did not exist. The Department of 

1 Justice had no ICT capacity whatsoever, and Correctional Services and the SAPS had relatively 

little. 

The IJS initiative was therefore a grand-scale project aimed at creating a new way of working 

throughout the criminal justice system in South Africa. It is an immensely complex project, which 

will have a huge impact on South Africa as a whole if it is successful. From an organizational 

development point of view, the IJS is one of the biggest change management projects ever 

attempted. It aims to change behaviour and attitudes and to create new paradigms, processes, 

and entirely new technical systems, in the context of a government administration with all its 

constraints and regulations. 

1 1.4 ORIGINS OF THE IJS PARTNERSHIP BETWEEN GOVERNMENT AND 

BUSINESS AGAINST CRIME 

In 1995 President Mandela, in response to the concern of business and the public about rising 

crime, asked the business community to assist in tackling crime. As a result, Business Against 

Crime (BAC) was established (as a not - for - profit company), and began working with 

government, initially by providing skilled businesspeople to assist government departments. 
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One of BAC's first activities was to provide expertise to assist with diagnosing the problems in 

the CJS, as a first step in the 'streamlining' of the system envisaged in the NCPS. BAC arranged 

for Andersen Consulting (as it was then) to work with the criminal justice departments to analyse - 
the problems. This analysis showed that there were blockages in the flow of cases through the 

system, and most of the blockages occurred at interfaces where cases were handed from one 

department, or part of a department, to another. There was no common database for the 

departments, so each department collected and captured its own information about cases and 

offenders, and the information often differed from department to department. The results of the 

study were summed up in a diagram. 

The study showed that transforming the criminal justice system would be a huge task, and that 

there would be an ongoing need for the kind of expertise that business could provide. - 
The first task was to create a vision for an Integrated Justice System. A senior Government 

official says that if the partnership with Business Against Crime had not been established, the 
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project would have run in circles, because everyone was very busy doing their own departmental 

business and could not spare the time or attention to look at the needs of the system as a whole. 

The IJS may have been achieved in the long run without the partnership, but it was greatly 

facilitated by the role that BAC played. In building up the programme, the partners had to bear in 

mind that any changes which were initiated, and any systems which were created or improved, 

would have to be sustainable after Business Against Crime withdrew. Innovations would have to 

be sustained solely by Government resources, skills, funding, focus and commitment. 

1.5. 

Towards 

INITIAL IJS ESTABLISHMENT 

the end of 1996, Cabinet decided to establish a committee of Ministers to meet monthly \ 

to oversee the implementation of the NCPS. The Ministries which constituted the committee Y 
were Safety and Security (which included the SAPS), Justice, Correctional Services, Welfare, // 
Intelligence and Home Affairs, with SA Revenue Services and the SANDF attending from time to 

time. The Ministers were supported in the Committee by the Directors General of the 

departments. This ensured that the highest political and administrative decision-makers were 

present and could make decisions quickly. 6-d 

Following the example of the UK's Police Information Technology Organisation (PITO), the 

NCPS Ministers Committee appointed a 'User Board' for the lntegrated Justice System 

Programme. The User Board included senior representatives of the key government 

departments (at the level of Deputy Director General). The Board reported directly to the NCPS 

Ministers Committee, which in turn reported directly to the Cabinet. The Board was thus able to 

command the high-level attention and some of the resources of the departments and to ensure 

that decisions were taken collectively and quickly. 

Major IT projects in both the public and private sector are notoriously difficult to control in all 

countries, and there is a very high failure rate. The User Board and the Ministerial Committee 

therefore asked BAC to provide a hiqh-level project manager to assist the Board, who were all 

full-time senior government officials with responsibilities elsewhere. BAC's brief was to provide 

to government a skilled business and IT person who could: 

Help the User Board to conceptualize the IJS project 

Provide project management capacity to support the Board in the strategy development 

and execution process 

Assist the Board draft a tender for the design of an Integrated Justice System 

Help the Board to appoint and manage the successful contractor. 
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Business Against Crime responded by seconding Willie Scholtz, formerly a CEO of IBM in South 

Africa, to support the IJS User Board. To join him, a government project team was then . 
appointed, consisting of IT and content experts from each of the four main criminal justice 

departments (Safety and Security, Justice, Corrections and Welfare). These officials were - 
initially known as departmental IJS facilitators. They had relatively senior status in their own 

-- ~ - 
departments, and direct access to a departmental principal (usually one of the Deputy Directors 

General on the User Board). Most of them were eventually dedicated to the IJS project, although 

this was not initially the case, where some had to continue with their "real" jobs as well. Business 

Against Crime found premises for the team (known as the IJS Project Office), and provided the 

administrative support staff. 

Business Against Crime's approach to helping government was agreed with its counterparts in 

the IJS programme at the outset and is summarized in the diagram below. 
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2 DESIGNING AN INTEGRATED JUSTICE SYSTEM 

By 1997, the User Board, with the support of the Project Office, was in a position to draft a 

tender and to appoint a contractor to deliver the initial design for a new, streamlined criminal 

justice system for the country. In preparation for managing this huge tender process, key 

members of the User Board, with IT staff and the project director seconded by BAC, visited 

similar integrated justice system projects in Canada, the USA and the UK. The visit was 

invaluable in pointing out risks and key success factors, by looking at examples such as the 

failure to manage contractors which led to the demise of the integrated justice system project in 

New Brunswick. 

In 1997, the IJS User Board issued a tender through normal government tender procedure, for 

A study of the business processes and information flow in the criminal justice system 

(known as the "As Is" study), 

The design of an Integrated Justice System (the "To Be" model) and 

The development of a migration plan from where the system was, to where it should be. 

By the end of 1997, the tender procedure was complete, and the User Board appointed the 

Mulweli consortium, consisting of IBM, TRW, eight South African IT companies and the Victoria 

State Police from Australia. The office in the IJS Project Office 
__?_- 

and worked under the supervision of the User Board and together with the Government I BAC 

project team. They were given six months to complete the project, and worked under very tight 

supervision. 

Mulweli delivered a detailed map of all of the business processes in the CJS (making this 

information available for the first time) and a proposal for the establishment of a new enterprise- 

level IT system to replace the existing systems (the "To Be" model). 

2.1 THE WORK OF THE MULWELI CONSORTIUM 

The ''As Is" analysis found the following to be the key features of the criminal justice system: 
The criminal justice system was not effective and not a deterrent t o  crime 
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o High number of undetected cases 

o High rate of "in process" withdrawals 

o Low percentage of cases driven to conclusion 

o Low conviction rate 

o Low public confidence levels 
The criminal justice system was not efficient 

o Slow throughput 

o Lack of appropriate information to facilitate investigation, prosecution and 

adjudication 

o Duplication and waste 
The criminal justice system was running out of capacity 

o Growing case backlog 

o lncreasing time to finalise trials 

o lncreasing population of awaiting trial prisoners 

In a period of two years during and after the Mulweli process, over 1200 government officials 

from the four Justice Cluster Departments participated in 130 interactive work sessions 

facilitated by the IJS Project Office and the departmental facilitators, to study the blockages in 

the criminal justice process and the flow of accused persons, cases and information between the 

four departments. One hundred and forty-six issues and blockages were identified in the "As Is" 

analysis, and information-sharing opportunities and inhibiting legislation or policies were also 

highlighted. The systemic problems were identified as follows: 

s Lack of functional and business integration 

Lack of team work and team training 

No common positive identification system 

No timeous access to the criminal history record 

No timely notification of events within the system 

Poor use of technology. 

Solutions to the blockages were developed, including a proposed Justice Enterprise 

Architecture. The Mulweli consortium, with the IJS Project Team, then costed the solutions as 

projects to form a base for an "IJS modernization budget" proposal. The architecture of the IJS 

in the "To Be" proposal was to be built through six cross-cutting "Enterprise Level" Projects, 

highlighted in yellow below: 

PROPOSED IJS ENTERPRISE-LEVEL ARCHITECTURE 
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2.2 BUILDING AN INTEGRATED JUSTICE SYSTEM 

Few of the proposed improvements in the criminal justice system were possible without the 

provision of a basic IT infrastructure in all of the departments. New funding and implementation 

of that infrastructure had to be one of the first priorities of government, and today this remains 

one of the most obvious impacts of the IJS modernization exercise. 

The proposed 'solution projects' were then developed into a work plan and implementation of the 

proposed 'quick fiic' projects commenced. (About 100 quick fixes were identified. They were 

projects which could be implemented within a few months, at minimal cost and within existing 

rnment budgets). 

At the next level of complexity, a series of Fast Track'Projectswere defined which would reform 

the system both inside and across departments, in a one to three year period. Twenty-six of 

these projects were prioritized, based on their importance and impact, and a detailed business 
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El 
m case was developed for each project. Government provided funds for four of the fast track 

projects in the I99912000 financial year and they were launched on 1 August 1999. 
Ei 
Ea Finally, six long-term enferprise-level solutions aimed to complete the transformation to an 

B integrated criminal justice system. 

@ The IJS Project Office was requested to bring in project management capacity to work with the 

9 project team of government officials and the Project Office director to assist in the execution of 

the quick fix, fast track and enterprise projects. Through BAC, the Project Office hired several 

people who had previously served in government, in the criminal justice and law enforcement 

departments. They were employed by Business Against Crime and seconded to the Project 
Bj Office in order to avoid the delays in employment often experienced in government. 

2.3 A CHANGE OF PLAN 

E!!l The strategy which had been proposed by the Mulweli Consortium for moving from the "As Is" to 

D the "To Be" was based on entirely replacing the inherited IT and information "legacy systems" in 

B the criminal justice departments. The IJS User Board believed this to be too expensive and too 

high-risk, and so decided to modify the proposal to make far more use of the pre-existing 

systems. An alternative proposal was made by the IJS Project Office for the Integrated Justice 

System User Board in October 7998, The proposal included detailed project plans for the IJS. 

b including financial and implementation plans and a new approach to migration to the deslred 

model, including systems transformation of the criminal justice departments. The Ministers' 

Committee accepted the recommendations in February 1999. shortly before the country's 

second elections. 

After the election, with a new set of Ministers in charge of the criminal justice departments, the 

National Treasury (Department of Finance) commissioned a study by independent international 

consultants, who ratified the plans. The Treasury then made provision for funding for the entire 

project in the government's medium term expenditure framework (MTEF), but at a slower rate of 

funding than was originally envisioned. (That funding has been maintained for five years, and is 

scheduled to continue). 

The new approach and the reduced funding generated a second ("implementation") version of 

the IJS model, which was similar to that initially proposed and kept the same architecture, but 

made far more use of legacy systems, and divided the project up into bite-size ("modular") 

pieces. 
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2.4 DEALING WITH CRISES: AWAITING TRIAL PRISONERS 

The early analysis of problems in the criminal justice system had shown that there was an urgent 

need to deal with the tremendous overcrowding of the prisons. The overcrowding resulted from 

all of the inefficiencies inherent in the CJS, which caused a backlog of prisoners awaiting trial, as 

well as from new sentencing policies, which provided for longer mandatory sentences. The cost 

of detaining prisoners and the overcrowding of the Awaiting Trial sections of prisons had 

become a crisis. Prisoners in detention awaiting trial were found to constitute ten percent of the 

total court roll. Accordingly, the new Ministers asked the IJS Project Office to intervene in order 

to reduce the backlog of awaiting trial prisoners (ATPs). 

The ATP project was launched in Port Elizabeth and later in several other sites, where, for most 

of the officials involved, it was the first time the different disciplines had worked together to try to 

solve a systemic problem. The main objective of this project was to reduce the numbers of 

awaiting trial prisoners detained in prison by expediting the cases of those awaiting trial, and 

revisiting the bail conditions of petty offenders who could not afford to pay small amounts. 

Although crisis-driven, the ATP project generated a number of important lessons for the larger 

IJS process (most notably that the courts were the place where the problems in the criminal 

justice system came together to form a major bottleneck) and provided an opportunity for some 

hands-on implementation of the discourse of integration. In 70% of the cases reviewed, a 

positive impact on the number of prisoners awaiting trial was recorded. 

3 IMPLEMENTATION 

3.1 THE "IJS 2.000 PLUS" PROGRAMME 

The IJS project was consolidated during 2009, after the review by the Treasury and after a 

review of the wider NCPS by the new Cabinet. The various IJS projects were reorganised into 

six major programmes, in what then became known as the IJS 2000 Plus plan. This marked the 

end of the canceptual phase and the beginning of the execution phase. It also marked a change 

of leadership nf the Project Office, with Willie Scholfz leaving (but remaining in an advisory 

capacity and as CEO of Business Against Crime] and one of the User Board members leaving 

government's employ and taking over the management of the BAG - funded Preject Office, 
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At this stage, the User Board decided to decentralize the responsibility for the implementation of 

projects to the departments, and changed the role of the Project Office to one of support for the 

departments in the execution of the projects. There was a demand for such support, but the 

departments also resented any "interference" in their implementation of the projects. BAC's 

power to initiate and give strategic advice decreased after the move to the implementation stage. 

In the implementation stage, departments felt more comfortable with the projects and their ability 

to implement, whereas in the earlier planning phase, the key players had recognized the need 

for innovation and that Business Against Crime could provide strategic expertise in areas in 

which government lacked certain expertise. 

Some tensions arose between the IJS Project Office and the government departments making 

up the system as the nature and urgency of government's needs changed. The tensions were 

managed, and the end of the first phase saw the IJS Project Office (which had been supported 

by Business Against Crime) develop into a larger entity called the IJSSP (IJS Support 

Programme), which BAC appealed for the Business Trust to support. This was in line with the 

overall shift of attention to the Court Services Business Unit in the Department of Justice, which 

had become a key locus for system improvement as a result of the identification of courts as the 

central bottleneck in the system. 

The version of the IJS known as IJS 2000 Plus consisted of six sub-programmes: 

IJS ENTERPRISE ARCHITECTURE - an ongoing project to develop standard codes, 

standard IT architecture and a single database for use throughout the IJS. 

The IT INFRASTRUCTURE project aimed to provide users with sufficient infrastructure 

across all of the Departments to support the IJS's transverse systems and each 

Department's own business systems, and to allow basic connectivity within and between the 

Departments. 

The VIRTUAL PRIVATE NETWORK (VPN) will provide a secure and stable electronic 

communication network for the four departments, with sufficient bandwidth for online 

systems. 

IDENTIFICATION SERVICES will provide a common method of identifying and storing 

information relating to persons, exhibits and other key business requirements. The 

identification systems include the Automated Fingerprint ldentification System and the 

National Photographic ldentification System, which will provide an electronic mugshot for 

all accused and convicted offenders. 

O Fanaroff Associates 



Page 20 of 43 IJS CASE STUDY 

The INTEGRATED CASE MANAGEMENT SYSTEM will provide a means of managing 

the flow of dockets and cases through the system. It consists of the Court Process Pilot 

Project, the interoperability Project and the Inmate Tracking System. 

The BUSINESS INTELLIGENCE SYSTEM will assemble and process information from 

all parts of the system to measure and manage the performance of the IJS. This sub- 

programme is critical to the success of the whole programme, but has been the slowest 

to get off the ground. 

Explicit targets were set for the consolidated IJS 2000 Plus, to enable measurement and to 

monitor progress towards the ideal "To Be" situation. These targets were known as Justice with 

EASE: 

Effective justice, measured by conviction rale 

Accessible justice, measured by stakeholder perception 

Swift justice, measured by case cycle time 

Efficient justice, measured by inpuffoutput ratios. 

3.2 SHORT-TERM SOLUTIONS - THE INTEGRATED JUSTICE COURT CENTRE 

PROJECT 

The Justice Department was re-organized into various Business Units. The Unit responsible for 

Court Services recognised the urgency of resolving the bottlenecks in the courts and identified a 

semi-automated interim solution to provide a court with a simple, computer-based case 

management system, together with a different way of organizing the flow of work in the court 

environment. This solution originated from the Awaiting Trial Prisoner Project described earlier, 

and is known as the Integrated Justice Court Centre (IJCC) Project, referred to hereafter as the 

Court Centre Project. 

The concept was piloted at the Witbank and Middleburg Magistrate's Offices from February 2001 

and also found favorable ground in Port Elizabeth, which was where the Awaiting Trial Prisoners 

Project had been piloted, and which became an important implementation centre for the IJCC b 
Project. The National Prosecuting Authority agreed to provide the computers and technical 1 

I 

support to pilot sites, and the Justice Department's Business Unit: Court Services established a I 
national implementation team to conduct data take-on and to train the users. Business Against 

Crime assisted by facilitating project management, both at a national and provincial level, and 

provided hands-on support to the implementation teams. 
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The Court Centre Project (IJCC) focused on the courts and on expediting the finalization of 

cases (prisoners awaiting trial and child suspects are priority streams which receive special 

b attention), The project provided excellent results and has subsequently been implemented at 46 

b district courts. 

The Court Centres are therefore models of the Integrated Justice System in practice, but - 

initially - without the refined technology. The early focus is on re-engineering people and 

processes in courts, and then adding technology. The vision is to manage Courts according to 

h performance measures based on the department's strategic plans. Management information 

m generated by the Court Roll Management System is now being monitored on a monthly basis, to 

Cc measure the objectives of Justice with EASE: efficient, accessible, swift and effective justice. 

3.3 LONG-TERM SOLUTIONS - THE COURT PROCESS SYSTEM 

The Department of Justice and Constitutional Development had for some time recognized the 

need to improve the efficiency of the Courts and, in particular, the efficiency of case 

management. The IJS medium to long-term solution is known as the Court Process System 

(CPS) and the Integrated Case Management System (ICMS). These systems will be fully- 

, automated court and case flow management systems, operating in a nearly-paperless 

environment (although physical dockets will always be available to prosecutors), from the point 

where the case is reported to the police station, through the investigation stage, the preparation 
I of the case for trial, the case adjudication and sentencing. Due to the sophistication of this 

system, the time frame for roll-out to all the courts across the country is 5-10 years. Interim 

solutions such as the Court Centres Project aim to improve the way that the role players in the 

court environment deal with the preparation of cases for adjudication and the flow of cases 

through the system. 

The divergent requirements of the long-term and interim solutions led to a debate - some of the 

government players felt that the interim IJS Court Centres project was a diversion and a waste of 

resources, while others felt that the Court Process project was a good long-term solution, but 

that results were required more rapidly. This resulted in the Court Process Project being moved 

away from the Project Off~ce into a new project office in the Department of Justice, which was 

supported by the State Information Technology Agency (SITA). Direct BAC support was then 

provided only to the IJS Court Centres Project. However, steps have now been taken to merge 

the projects again into the IJS, and, for budgeting purposes, the Treasury regards all these 

projects as part of the IJS. 
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3.4 THE INTEGRATED COURT MANAGEMENT MODEL - RE AGA BOSWA (RAB) 

The Integrated Court Management Model was a further project focusing on Service Delivery 

Improvement in Courts. It separated the function of the adjudicating officers (magistrates or 

judges) and prosecutors from the day-to-day administration of the courts. It freed them to focus 

on their professional functions, whilst leaving the day-to-day management of courts in the hands 

of other Justice Department officials who began to focus on Court Services as a new specialrzed 

management area. The approach resulted in improved collaboration at the local courts, with 

Service Level Agreements instituted between stakeholders to ensure improved court 

performance. The model was piloted In the Johannesburg and Durban Courts and later 

extended to the whole of Kwazulu Natal and Gauteng by means of a Jolnt Programme of the 

Department of Justice with USAlD (the US government donor agency) and BAC. The Project 

was renamed Re Aga Boswa (RAB), meaning "We Rebuild" (our courts) and was formally 

launched in Durban in January 2003. It integrates changed work processes and procedures, 

Court service delivery improvements, and the lessons and best practices being learned from all 

IJS projects, Into an Integrated Court Management framework and model that will be rolled out 

nationally to all courts. 

3.5 INTEGRATION OF THE VARIOUS PROJECTS FOCUSED ON COURTS 

The focus on courts as a key site of intervention for integrating the activities of the IJS has 

evolved since 1999. Since 2000, these various court-focused projects have been seen as 

"modular" building blocks in the IJS 2000 Plus Vision and Plan. The place of these blocks in the 

development of the IJS 2000 Plus vision has been conceptualized as follows: 
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b 
The Re Aga Boswa project now acts as "Integrator" of the various court improvement projects - 

P Court Management Information Services. Court Operation Centres. and Integrated Justice Court 

Centres - into a Service Delivery Improvement Programme (SDIP). Re Aga Boswa is managed 

by the Business Unit: Court Services in the Department of Justice. Its integrating role can be 

illustrated as follows: 
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Business Trust funding for Business Against Crime's IJS Support Programme has been 

dedicated mainly to these different programmes in the Courts. 

4 EMBEDDING THE IJS IN THE DEPARTMENTS - BAC'S WITHDRAWAL 

COMMENCES 

As described above, the consolidation of the IJS 2000 Plus marked the end of the first phase of 

the IJS, and therefore also of the earlier forms of BAC support to the Integrated Justice System 

(IJS) initiative. By then (2000), the IJS was successfully conceptualized and established in the 

budgets and plans of each of the departments. Each department had allocated dedicated 

personnel to the project, and the IJS was reflected as a priority in their strategic plans. 

It was therefore decided to change the IJS governance structures to better reflect the sh~Rrr!g 

locus of project implementation into the departments; and also to deal with BAC's withdrawal 
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phase. Accordingly, an IJS Board, consisting primarily of the systems representatives of the 

different departments, was appointed to direct the IT aspects of the IJS. This committee 

reported to the IJS Development Committee, which is composed of representatives at the level 

of Deputy Directors General (who previously made up the IJS User Board), but whose mandate 

now goes beyond the original IJS project. This body in turn reports to the Committee of Directors 

General which now heads government's interdepartmental anti-crime strategies (the Justice, 

Crime Prevention and Security Cluster). The broadened mandate of the Developnce~t 

Committee in many ways reflects the original wide NCPS mandate of the IJS User Board, and 

this is a tribute to the prestige and momentum of the project. 

The IJS Board focused its attention on the development of the (enterprise-level) system for the 

courts - the Coui-tProcess Project. This project, led by the Department of Justice, has essentially 

become the whole IJS in microcosm. As described above, it was piloted in Durban and 

Johannesburg, commencing in August 2000, and had cost approximately R67 million up to the 

end of 2002, The development of the Court Process system is complex, cosily, and time- 

consuming, and it has therefore absorbed most of the efforts of the IJS Board. Similarly, the 

project placed enormous demands on the Department of Justice, especially its Business Unit for 

Court Services. The Department of Justice could not fulfill its requirements for information, 

integration and the coordination of efforts, and pilot projects to improve service delivery could not 

be accommodated. The Department's Business Unit for Court Services had established the IJS 

Court Centres project as an enhancement of the awaiting trial prisoners project (described 

earlier). However, because the enterprise-wide project to develop IJS Business Intelligence was 

not getting off the ground, there was no management information. There was an immediate need 

not only to provide management information, but also for operations research capacity to mint 

data and find trends, so the Business Unit: Court Services asked BAC with Arivia.kom and the 

CSlR to create a Court Management Information System and a Court Operations Centre. 

The overall IJS programme and the remaining sub-programmes (described in 3.1 above) are 

managed by the IJS Board. Re Aga Boswa, and all the Court-related projects are managed by 

the Department of Justice's Business Unit for Court Services. The IJS Board is now being 

removed, and the functions will revert to the IJS Development Committee. As described above, 

the re-integration of the "mainstream" IJS projects and the court projects is also taking place, 

with the encouragement of the National Treasury. 

In line with its IJS support strategy, BAC will withdraw human resources following the transfer of 

skills into the various government departments and the transfer of project responsibilities. BAC 
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B 
remains involved in support for the various court-related projects managed by the Court Services 

S a  Business Un~t of the Department of Justice; and in other roles within the IJS as part of the 

b institutionalisation of the different projects. In the IJS Business Intelligence project, BAC 

w resource people have succeeded in closing the loop between business processes and 

technology, and paving the way to integrate the Court MIS (management information system) F and the Court Operations Centre into the IJS Business Intelligence system, thereby ensuring 

that the division between a system solution and business solution is eradicated. 

Pl 
h 
Ei 

5 CURRENT STATUS OF THE IJS 

5.1 REVISED APPROACH 2002-2006 

The strategic priorities of the IJS are continually revised, and plans reviewed as progress IS 

made. After a review of the IJS 2000 Plus strategy, priorities for the IJS for the 2002-2006 period 

were identified as: 

Program management 

Architecture 

ICT infrastructure 
I Identification services 

Integrated case management services 

C Business intelligence 

In early 2004, the IJS Board decided that the IJS, for the years 2004 to 2007, would follow four 

main streams: 

Business process alignment 

Building the Durban centre of excellence 

Rollout 

- Business intelligence 

I I I  March 2004 the IJS Development Committee approved a program implementation plan with 

the following goals: 

Goal 1 -Modernizing the Justice System 

o Strategic Objective 1 - to establish proper governance, sufficient capacity, effective 

monitoring systems for the Justice System based on proper review findings 

a Fanaroff Associates 
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B 
9 o Strategic Objective 2 - to integrate and automate the Justice System through the IJS 

program which includes business process alignment, the Durban Centre of 

F Excellence, the rollout of IJS systems after testing the Durban Centre of Excellence, 

% the Business Intelligence System, which will be piloted through the Prisoner 

9 Population Prediction Model and the rollout of GIs capability, program management. 

k? Goal 2 - Effective and Efficient Management of Persons and Cases through the Justice 

System 

I- o Strategic Objective 1 - women, children and vulnerable groups, which includes the 

El Child Justice Program and the Victim Empowerment Program 

E l  o Strategic Objective 3 - Improved court and case administration, by establishing 

B specialist courts, improving case flow management through collective management of 

B 
the flow of cases in the Justice System, establishing IJS Court Centres and video 

arraignments. 

Goal 3 - Effective and efficient cluster co-ordination and co-operation 

b o Strategic Objective 1 -provincial, area and local level co-ordination of IJS structures. 

5.2 BUDGETING FOR THE IJS 

The IJS budget in 200415 is R93 million, excluding the Inmate Tracking System and the Virtual 

Private Network. That R93 million will be used primarily for the Business Intelligence System and 

B the Integrated Case Management System. The development of the IJS Business Intelligence 

system is essential to the success of the IJS. Twenty key questions have now been defined for 

the system, and are being re-worked and elaborated. A pilot project is being developed, and a 

team has been established to predict the prison population in order to facilitate planning to 

reduce overcrowding. The technical team working on this problem reports to the IJS 

Development Committee. The budget will also pay for the rollout of the Fingerprint ldentitif~cation 

System and the National Picture Identification System, for the Enterprise Architecture, and for 

the IT infrastructure rollout. 

5.3 THE STATE INFORMATION TECHNOLOGY AGENCY (SITA) 

Some elements of the IJS have been delayed by the State Information Technology Agency 

(SITA)'s inability to deliver a virtual private network within government departments, and failures 

to deliver on other projects. The SAPS was required to merge its IT capacity and infrastructure 

into SITA when it was established, and some of the other IJS departments followed suit. Major 

aspects of the six programmes were then allocated to SITA for execution. This led to delays in 

the execution of critical projects, because the IJS departments did not have the option of calling 

for proposals or tenders independently, but were dependent on SITA. 
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b SITA's role in respect of the IJS has apparently not been clear to it from the time of its b establishment. Some of those in SITA saw themselves as everything to everybody and having a 

P mandate to do everything which government required, and some seem to have viewed the IJS * Project Office as competition rather than support. Even now, SlTA does not have the capacity to 

P fully support the IJS, and the IJS Development Committee has established a sub-committee to 

look at other procurement options. SlTA is however improving under new management and is 
9 being pushed very hard by SAPS to perform. 

kA 
5.4 BUSINESS AGAINST CRIME'S CURRENT ROLE 

rn 
kd The nature of BAC's support to the IJS has changed from being primarily strategic, to a more 

L A standard project management and capacity support. The intention was for Business Against 

r- 3 Crime (BAC) to withdraw once sustainability had been ensured, and this point has been reacheo 

I= 3 with regards to the six main IJS sub-programmes, hence BAC is withdrawing from its overall 

support role. 

has been institutionalized within government in the form of an IJS 

Programme Director and a support offrce. The sustainability of the IJS has been ensured by the 

k 3  incorporation of the projects into the departmental strategic priorities and budgets, as well as thc 
- 

BAC specialists who have been "redeployed" and are now contracted directly into the 

departments and funded by them. These project managers are remunerated at about the 

b equivalent of Director level (the first management tier in the public service). 

Further support to the IJS by BAC has been refocused through other BAC programmes, to 

ensure integration of the lessons learnt and best practices identified. The partnership 

programme between the Department of Justice, USAlD and BAC which supports the Re Aga 

I3 Boswa programme, utilises the same support strategy to: 

Sustain the best practices which have been developed 

@ Integrate continuous improvement projects 

Create new projects to ensure implementation of projects which support the IJS. 

6 ACHIEVEMENTS 

Some of the achievements of the Integrated Justice System project to date are: 
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Conceptualization and major progress in the implementation of an integrated justice system 

The business requirements of the CJS have been mapped, understood and conf~rmed by all 

of the role players 

Very significant transformation of the business processes and the culture of the criminal 

justice system 

Creation of a reference framework for an "IJS Value Chain" which enables the integration of 

new initiatives, projects and effort to improve service delivery in the "Value Chain" 

Strengthening of processes within individual departments 

Traditional relationships between the role-players in the criminal justice system have begun 

to give way to a recognition of collective responsibility 

Funds have been allocated and prioritized to expedite the execution of the programme and 

thereby to substantially improve service delivery 

The project has been internalized and institutionalized in the departments which constitute 

and manage the criminal justice system 

The programme has funded a Virtual Private Network for Government as a whole 

Departments which had no ICT infrastructure at all now have an adequate infrastructure 

The Inmate Tracking Pilot Project has been initiated 

Electronic data transfer is now possible between SAPS and Department of Correctional 

Services 

The Department of Social Development (formerly Welfare) now has access to the CASlCRlM 

systems, which reduces the time necessary to prepare probationary reports 

The SAPS CRlM system has been decentralized to the local Criminal Records Centres, 

which has paved the way for the roll out of the automated fingerprint ID system (AFIS) 

The automated fingerprint ID system has been implemented at many sites 

The Court Process System for the Criminal Courts has been successfully piloted in Durban 

Improved management of awaiting trial prisoners has been implemented at many centres 

As a spin-off of the IJS, court management has been upgraded and court centres have been 

established to ensure integrated management of the courts 

A focus on results and the management of performance within the IJS Value Chain has 

resulted in the setting of measurable performance indicators. 

An interdepartmental IJS Governance mechanism and structures were created that enables 

Performance Management of the IJS at national, provincial and local levels. 
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7 THE RISKS INHERENT IN HORIZONTAL PROJECTS 

IJS CASE STUDY 

The IJS project has 

government" (in South 

been successful in areas that most horizontal projects of 'Toined u 

Africa and elsewhere) have found extremely problematic, such as: 
t 

Getting departments to move out of their silos and work together on a project which cannot 

be controlled by one department and where no one department can take the credit alone. 

Getting a cross-department programme firmly entrenched in departmental budgets and 

medium-term plans. 

Getting management capacity and management attention seriously focused on the project. 

Maintaining top management focus on the project for a long period of time. 

Creating sustainable solutions. 

Government had a serious shortage of people who could manage large or complex projects, and 

a shortage of people who had sufficient IT expertise to deal on an equal footing with major IT 

companies. IT companies often do projects for government (in South Africa and many other 

countries) effectively unsupervised, and therefore could (and often do) continually expand the 

scope and cost of projects, and push projects in the direction of IT for the sake of IT, and not IT 

as a tool to support business objectives and business processes. This was a major risk facing 

the overall IJS venture. The provision of people with the necessary skills through the partnership 

allowed government to manage this risk. 

The Court Process Project (described on pages 19 and 23), the Integrated Case Managem611 

System into which it will evolve, and the IJS Business Intelligence System, are very elegant an( 

highly-integrated technology solutions to the inefficiency of the courts and the justice system 

and to the need for management information to measure and drive performance. However, they 

are, by their nature, fairly high risk, expensive, and slow to implement. When the Department of 

Justice established its Business Unit for Court Services, it required fast interim solutions to 

inefficiencies in case management, scheduling of court rolls and the absence of management 

information. There was then a need for a concurrent focus on the macro system change, as well 

as the interim solutions. The Business Unit therefore developed a court management model witt - 
the assistance of BAC, which is intended, in part, to create the environment in which the 

electronic case management of the future can be successful. This was a very interesting lesson 

on the tension between a long-term elegant solution and short-term user needs. This tension is 

an inherent risk for mega-projects: the business processes cannot always wait for the full 

implementation of the technology solution in all its logic and elegance. At the same time, it is a 
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L a  very significant risk to divert attention and resources away from the longer-term solution to 

provide for interim solutions, unless these can be made to be compatible with the long-term 
P s  solution and contribute directly to its achievement. The robustness of the vision and of the 

!- governance of the IJS programme, and the high level of trust established, have enabled the risk 

el to be managed without derailing the long-term or short-term projects. 

There are also significant financial risks associated with major IT projects (in both the public and 
?A private sectors internationally). They tend to have a low success rate, and unsuccessful 

L Z 3  government IT projects may consume large amounts of public money for little or no benefit. In 

rs the case of the IJS, the financial risks applied to both government (the client) and to the various 

L 3  contractors and service providers. 

LA Both the Court Process Project (which has become the key IJS project) and the original IJS 

El Mulweli case study were fixed price contracts. In the case of the Court Process Project, the 

k d  
Phambili consortium has lost substantially because of scope creep from the client. (The scope 

did not sufficiently differentiate between proof of concept - the original version of the CPP - and 

the pilot project and then into the extended pilot project into which it grew. It then grew into the 

E l  Court Process System, with no additional money. The system is still available only in Durban, 

and has not been rolled out). The project was budgeted at R34m, but the total cost is likely to be 

I 
closer to R50m. This is still cheap for government, but apparently hurt the company significantly. 

The earlier Mulweli project also cost the Mulweli consortium more than they had forecast in their 
I tender bid. 

I 
From the point of view of the fiscus, however, costs have been carefully controlled and there is 

I 
I clear value for money in the delivery of the transformation and new systems which have been 

I developed. The tight project management which resulted from the support of the partnership ha: 

I allowed government to successfully manage this significant risk. The key success factors herc 

appear to be: 

Good cooperative and transparent governance. 

Linking the programme at all times tightly to the business 

technology to set the direction. 

3 
Good project management capacity linked 

3 tight management of all of the projects. 

the departments 

needs and not allowing IT or 

and the IJS Project Office, and 
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8 MEASURING THE SUCCESS OF THE IJS PARTNERSHIP 

IJS CASE STUDY 

The success of the IJS and of the partnership, and therefore of the Business Trust investment, 

can be assessed by responding to the following questions: 

Would the project have happened without the support of the partnership with Business 

Against Crime? 

Would government funds have been spent on the project? 

Would these funds have been spent as productively? 

Is the project sustainable? Will the IJS fragment when BAC withdraws? 

The answer to the first three questions is "No". The establishment of a transverse system witk 

the full co-operation and buy-in of departments which previously worked in silos is very unlikel) 

to have happened without the partnership. BAG contributed to this process both conceptuallq 

and strategically, and by providing the hands-on project management capacity which helped 

government to spend money productively and to maintain focus. As is often also the case in the 

private sector, it is likely that none of the integration steps could have been taken without 

credible outside partners - in this case, the Safety and Security Secretariat and BAC. 

The partnership was able to bypass potential opposition by simplifying a very complex process 

into simpler bite-sized projects, which achieved buy-in and support by quickly generating both 

a understanding and results. 

3 Some of the most groundbreaking successes of the project are not immediately obvious. For 

C instance, the influence of the project has become-pervasive in the way the Department of 

b Justice, the SA Police Serviceand the Department of Correctional Services think today about -- - * the criminal justice system. - - * 
u n  the question of sustainability, we show in the following section of the report that the 

partnership introduced practices and programmes which have been thoroughly adopted by 

government. The project has been institutionalized in the departments and is supported by the 

National Treasury, which accepted the IJS as a horizontal project early on and funded it as such, 

in a departure from its usual practices at the time. It is managed within the skill base of the 

departments (augmented by specialists), and is therefore far more sustainable than it was at the 

outset in 1996. 
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9 KEY LESSONS AND SUCCESS FACTORS IN THE IJS PARTNERSHIP 

9.1 The people 

It would not have been possible to get results if BAC had seconded a person at the conceptual 

stage who did not have a great depth of expertise, because the credibility and prestige of the 

BAC project director (Scholtz) was essent~al to allow him to quickly earn the trust and respect of 

the key government role players. As a result of his efforts, government representatives feel that 

Business Against Crime was highly committed and put a lot of energy into the project. The 

biggest success seen by them is the facilitation of the inter-departmental cooperation. This 

depended critically on the personalities involved, both in BAC and from the government side. 

Scholtz had the right personality for the job: he was able to combine a deep understanding of 

business and business processes and a very incisive mind with the ability to be unthreatening 

and supportive. Others might not have been able to achieve this. 

$B%C. The teamwork between the senior 

government official in charge of the IJS programme and Scholtz represented an exceptional 

"best practice" lesson for future reference. One interesting feature of this partnership was that 

both of these individuals were newcomers to the public sector, and hence had no vested 

interests in the interdepartmental politics. They were able to break down the tensions between 

individuals and Departments by acting as facilitators and go-betweens. 

Fast-frackhg the acquisition of functional and project management skills to support the original 

IJS User Board was crucial. The business skills and resources that the NCPS leadership needed 

to move ahead with the implementation of the IJS and the NCPS were significantly 

supplemented by the BAC partnership. The government was able to get very good business, 

execution and project management skills from BAC. The overall objective of the IJS had already 

been articulated in the NCPS, but given the limits of Government procurement processes and 

resources, it would not have been possible t a m b ~ l m a t h w ~ I l ~ B s i T W ~ s i n  the 

required t i m e - w i t h ~ C B w s i n e s s " ~ a ~ s i " ~ r i M ~ ~ s " i S t ~ ~ c e .  Had the process of acquiring these 

skills and resources been dragged out over a very long period, it is likely that the strategy would 

have fragmented and it would not have been possible to build up the momentum or buy-in that 

was essential to ensure the success of the project. 

High-level business skills which could link transformation, business processes, efficiency and IT, 

were essential to the way in which the IJS developed and are a furrther key to its success. 

Fanaroff Associates 



Page 34 of 43 IJS CASE STUDY 

Buying in business expertise would have been very expensive, and would not have been 

sustainable. It is unlikely that the depth of business expertise and clarity would have be,-q 

available without the active support of the top business people involved in Business Against 

Crime. The BAC project director seconded to the IJS project did not introduce new issues to the 

strategy, but rather concerned himself with helping to develop and articulate the vision of the IJS 

in terms of business processes and the role of new technology in supporting them, and with 

transforming the vision into reality. His skill in driving the execution of a strategy was a key 

success factor. 

An important group of people were the departmental facilitators appointed in 1996-7 to work on 

the IJS at the outset. The departmental facilitators had relatively senior status in their own 

departments and so had direct access to a departmental principal with whom they could lia~se 

should problems occur or if decisions were required. They were seconded to work on thaA,lS 

project, to ensure that the project had immediate access to the departments, had the benefit of 

their insight and could mentor them to increase their skills. Some of the team members were 

seconded almost full-time, while others had to cope with their "normal" jobs at the same time as 

working on the IJS. (Over time that changed - as the IJS project gained momentum and 
_Z 

credibility, most of them were allowed to work full-time on the IJS projects). The next set of BAC- . - + 
funded project managers appointed in 1999 to assist with managing the variety of IJS activities - - 

also played an important role in driving the projects, together with the departmental appointees 

to the various project teams. A critical success factor for the programme was that the entire IJS 

Project Office team worked together well, and hence was able to achieve a great deal in a 

relatively short time. This is a tribute to the Project Director, to the User Board, to the facilitators 
. f 

and proiect managers, and to the administrative staff 
t 

Other Business Against Crime projects with the SAPS (not related to the IJS) were less 

successful, often because the Business Against Crime personnel, despite having the technical 

skills and enthusiasm, did not develo,pQtK~sa~e:iiiterpersonal relationships.and team ethos with 

their government counterparts, and were less able to work with rather than for the government 

counterparts. A"Key'l~sson"from the IJS partnership thus relates to the .selection of appropriate 

peGplF-to work with la'rge governihent projects and'with senior government officials. 

9.2 Government Leadership and teamwork 

A crucial aspect of the success of the partnership is that it was able to focus the attention of very 

senior players on the project - Ministers, DGs and DDGs. The coherence of the vision and of the 
I - 
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strategic process which has been maintained over the lifetime of the project is remarkable and is 
/--- - 
partly responsible for the ability to maintain this high-level focus and support. 

The governance of the IJS project in the first (conceptual) phase played a major role in its 

success. The recognition by the NCPS Ministers of collective responsibility for the NCPS as a 

whole, and for the IJS in particular, set a crucial example for the departments themselves, and 

played a major role in helping to break down the silo mentality, which had dominated the 

departments (and still does many other departments). 

In addition, the leadership of the IJS User Board was critical in the first phase of the IJS, which 

committed departments to the "big picture". The Board was made up of very senior government 

officials from the criminal justice departments, with the seconded BAC project director. It was 

therefore largely made up of government role players and became a highly technically- 

competent body. The Board had to ensure that commitment was achieved across traditional 

silos both to the Integrated Justice System (IJS) Enterprise and to the functions of each 

department. The IJS became the vehicle which allowed (or forced) departments to look beyond 

their own business processes and appreciate the systemic nature of the processes they were 

involved in. The excellent team spirit and teamwork which characterized the User Board 

throughout its life was a key factor for success. The personal trust which developed between the 

Board members made cooperation possible in an open, transparent and objective way, which 

allowed the needs of the IJS enterprise to take precedence over the narrower needs of individual 

departments. The Board was responsible for the creation of a vision and its articulation in a clear 

and comprehensible form and then for ensuring that the vision was fully adopted by the NCPS 

Ministers and government officials across the four departments. They were also responsible for 

overseeing the development of the IJS implementation strategy and for getting the Heads of the 

Departments to take ownership of the strategy and its execution. The User Board's leadership 

and open attitude, with the support of the NCPS Ministers Committee, made it possible to 

overcome hesitation or reluctance in departments. 

Without the very active involvement and commitment of the Deputy Directors Eeneral (DD@ . 

the second-highest management rank in government) on the IJS User Board, there is no doubt 

that the progress of the project, breaking out of silos and achieving the recognition of the 

collective nature of the IJS enterprise, would have been much more difficult, if not impossible. 

The lesson here is that DDGS are ideal to lead a major transformation project of this sort. They 

are senior enough to be able to access the top decision makers easily and to commit resources, 

but don't have the heavy load of political activity which affects Ministers and DGs 
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9.3 Vision-building skills 
' I .  

The project's drivers (the User Board, the Project Director and the project facilitators and 

managers) developed a coherent vision of the system and communicated it to the CJS 

departments, the Ministers and the Cabinet as a whole. They' succeeded in getting serious 

commitment to the project from a very early stage, despite the failure of a number of earlier 

attempts to reduce fragmentation and improve the efficiency and effectiveness of the CJS. 

9.4 Collective Accountability 

The easy and quick access which the User Board enjoyed to the NCPS Ministers and the 

Directors General in a collective environment was a crucial hallmark of the IJS project. That 

culture allowed and encouraged the User Board to operate collectively and to make collective 

recommendations, rather than have to work entirely within their own departmental decision- 

making structures and then "fight it out" at the Board, armed with inflexible departmental 

mandates. The progress of the project was further facilitated by the open way in which the User 

Board conducted its meetings. Both Business Against Crime and the project team (of 

departmental representatives) were allowed to attend as observers. 

Although the structures governing the IJS have themselves changed in recent years, the 

collective nature of the project appears well entrenched. 

9.5 Staying grounded in government' 

One of the. most important successes of the project has been to create a logical evolutionary 

process grounded in the needs of the individual Departments and of the Criminal Justice System 

as a whole. As we showed earlier, the Business Against Crime support strategy focused on 

providing capacity to government without taking over government's responsibility or creating 

dependence:The strength of the partnership was that it was able to support the development of 

the departments' internal strategic processes and assist in creating an ethos of collective 

responsibility across the previously-fragmented criminal justice system, by creating a forum in 

the IJS User Board in which all of the Government partners were equal, and which could look at 

the requirements of the system as a whole. So the project remained firmly grounded in the 

departments and responsive to the real needs of the departments and the Criminal Justice 

System, rather than being left to the imagination of IT contractors. 

8 -  
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9.6 Balancing IT and a focus on business process 

The high-level business and IT skills provided by BAC to government made it possible to focus 

on the transformation of business processes. The ability to transform strategy into 

implementable projects was crucial, as government had repeatedly demonstrated its ability to 

generate fine strategies, but struggled with implementation. The experience of key BAC actors 

in the relationship between business processes and technology was a key element in the 

development of the strategic approach of the IJS. It is very likely that the project would not have 

gained the conceptual and strategic coherence that it did without this input, and woulc! have 

been at serious risk of fragmenting into isolated technology solutions, as often happens. 

In spite of serious risks, and with BAC's focused support to the Business Process and Solution 

side of the IJS Programme, the partnership avoided the trap which public and private bodies 

around the world have fallen into, of allowing suppliers to drive an IT project which creates its 

own momentum and becomes technology-focused instead of focusing on the needs of the 

business. The IJS project effectively managed the IT suppliers (except for the SITA), which is a 

notoriously difficult thing to do. 

9.7 Budgeting for inter-departmental projects 

Prior to 1994, there had been occasional efforts to improve the co-ordination of the apartheid 

criminal justice system (whose fragmentation was a longstanding problem), but each time these 

3 efforts had collapsed when it came to budgeting for the changes. Each time, the initiative failed 

because representatives from the departments approached the budget process with the 
3 intention of gaining advantage and resources for their department. Things usually went 

3 smoothly until the budget had to be divided up between departments. At that stage, the 

3 departments' own interests prevailed, resulting in the termination of cooperation and the 

3 breakdown of the joint effort to solve common and mutual problems. This history demonstrates 

how significant the commitment to joint budgeting for the IJS was. It was a major breakthrough in 
d 

procedure and culture. 

3 
1 .. 

3 1 The readiness of the private sector (i.e. BAC) to interact positively with government's budgeting 

3 and procurement processes, while at the same time pushing them to move as fast as possible, 

5 was crucial. The partnership recognized that it would only be disruptive to the good relationship 
. . ,, 

and the prospects of success of the project for the private sector partner to express impatience 
9 with the sometimes cumbersome government budget process, which has to take account of a 

FJ very complex set of national priorities. Indeed, it is to the credit of the IJS partnership and its key 
1 
J role players on the User Board that the Treasury accepted the need to budget for the IJS in its 

r 
Y a 
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B 
D entirety, and not, as in the past, for fragmented projects which would have to fight for priority 

within the internal priorities of each department's budget submissions. Again, personalities were 
B important in persuading the Treasury that the coherence and collective nature of this horizontal 

I@ programme would only be maintained if the allocation of resources by the Treasury was also 

I$ horizontally organised. The ability to persuade the Treasury of this fundamental departure from 

its budget procedures was due in no small part to the ability of Business Against Crime to 

provide authoritative documentation with convincing implementation programmes in support of 

the negotiations of the User Board with the NCPS Ministers, with the Treasury and with the 

budget processes of the departments themselves. 

A great deal of credit must be given to the Finance Minister, to the Director General of the 

Treasury at the time and to the head of the Budget Office, who commissioned an external 

evaluation of the proposed IJS and then supported what was a deviation from normal budget 

procedures to allow joint negotiations by the four departments for the resources for the IJS. 

Although the bulk of the funds were allocated through the SAPS budget, they were clearly 

earmarked for the IJS and the allocation to the SAPS was done with the agreement of all of the 

departments. 

b L. 9.8 Timing 

The IJS initiative commenced very soon after South Africa's transition to democracy in 1994. At 

the time, Departments were facing massive transformation agendas, most notably the 

integration of the former apartheid government systems with those of the former homeland 

administrations. The demands of the IJS therefore placed pressure on already-stretched 

departmental management systems. However, although this added to the levels of complexity 

faced by the integration initiative, it meant that the IJS addedmomentum in an already changing 

environment. If the IJS initiative had waited for the departments to stabilize after initial 

restructuring and transformation, it is possible that they would have settled back into the old 

ways of working. 

Timing is seldom within the control of initators of mega-projects such as these, and the 

favourable political environment for change was certainly beyond the control of the architects of 

the IJS. However, the lesson may be that times of transition or change processes that are 

already under way offer opportunities for success and speed with such projects. 
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9.9 Working across departments: Breaking down silos 

Breaking down silos required outside facilitators of the change process who could be seen as 

having real expertise and no vested interests in any particular sector of the system. The 

Departments are unlikely to have broken out of the silos without the assistance of such 

outsiders. People are protective of their own environment and, according to one senior off~cial, 

"everyone was very busy at that time, and didn't have time to do inter-departmental things". The 
I 

IJS may have been achieved in the long run without the BAC partnership, but it was greatli 

facilitated and speeded-up because people in the system put a great deal of responsibility and 

faith in the outsiders. 
d 

9.10 The benefits of using 'outsiders' 

Not only did the 'outsiders' assist in operating across departmental boundaries, and in winning 

confidence from the off~cials in the departments because of their perceived neutrality, but the 

partnership with BAC was able to leverage input from the business sector directly and indirectly 

into the process. Guidance from senior business leaders (such as the BAC Board), and the 

pressure they exerted on government to achieve impact, were critical. While a contracted 

company could have provided project management and administrative capacity, it would not 

have been able to exert pressure on government for impact, nor provide the guidance which 

BAC provided. This advocacy role of BAC is not often recognized within the description of the 

partnership, bOt undoubtedly served to move the process forward, or in particular directions, at 

points where it may have 'got stuck'. BAC always has to balance its support role to government, 

and its advocacy role which may be somewhat critical of government; and this is simply inherent 

to the nature of the organization, as evidenced in the description of its origins on page 8 above. 

9.1 I Administrative Support 

The ability to provide good project management skills quickly was critical. Government tends to 

work fairly slowly - it analyses a problem, makes recommendations for policies, budget and 

posts, and then recruits personnel. This can lead to delays in the availability of administrative 

and support staff. Also, many highly skilled support staff are unwilling to work for relatively low 

government salaries. The approach of business is quite different - businesses appoint a project 

director and tell him 1 her to solve the problem and change the environment. Although this often 

involves policy and budgets, it is not generally sequential, as it is in government. 

partnership was able to successfully combine these two approaches in order to provide good 

skills to the IJS projects fairly quickly, without flouting government procedures. - The 1 
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Higwevel administrative capacity is often underestimated, and was one of the key success 

factors in the IJS process. Lack of effective administrative support can hold back projects, 

because project managers have to spend time on administration, or project documentation may 

not be maintained, and then project management and implementation suffer. The BAC-funded 

IJS Project Office conveyed a sense of order and efficiency, and documentation management 

was efficient. 

The User Board's commitment to the project was greatly facilitated by the expertise provided by 

Business Against Crime, which was able to move the project quickly and which allowed the 

Board's government members to focus on their own role in a productive way, without the delays 

which would have resulted had Board members or their staff been required also to do all the 

support work behind the scenes. 

9.12 Ownership, credit, and measuring the value of partnership 

A key success factor was the acceptance by Business Against Crime thatreredit for successes 

~ u s t  go to government, although this was not without its own problems. In order to sustain its 

support within the business community in South Africa, BAC also needed to claim some credit 

for the IJS successes. This tension was managed by senior business figures who were active in 

BAC and who had credibility in explaining their dilemma to colleagues in the business 

community: also, results from the partnership project were relatively easy to demonstrate. 

The primary opportunity for Business Against Crime to provide strategic advice in respect of the 

IJS process was during the initial design phase. In the implementation stage, departments felt 

more comfortable with the projects and their ability to implement, whereas in the concept phase, 

the key players had recognized the need for innovation and that Business Against Crime could 

provide strategic expertise in areas which government lacked. 

At the end of the first phase, the BAC-supported Project Office was changed into a larger 

support programme, which BAC appealed to the Business Trust to support. Tfe'need was then 

far more for classical project management support. Departments felt that the projects had been 

devolved to them and were therefore their own projects, which should be supported by the BAC 

support programme on their own terms. Although the departments retained their collective 

approach and commitment to the IJS project as a whole, they definitely felt more possessive in 

the later phases about the specific projects for which they were responsible. 
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This created a further difficulty for Business Against Crime. Once BAC had support from the 

Business Trust, it was required to account in new ways for the use of funds. The Trust 

understandably wanted to know what Return on Investment i t  was receiving on the funds 

investing. But the indicators which were set for the IJS support programme were actually 

indicators for the success of the projects themselves - and the projects' success was to be 

credited to government. Perhaps not enough thought was given to indicators which would 

measure the business sector's contribution (such as government spending leveraged by the 

skills and expertise by Business Against Crime). 

Business Trust's support to BAC, or the enhancement of goals and deadlines by the 

Business Against Crime's contribution to the success of the project is in some senses difficult to 

measure, particularly in financial terms. Its role in maintaining the collective governance of the 

IJS project, by encouraging it and providing the support of a secretariat could, however, be 

assessed qualitatively. There was probably too much emphasis on over-ambitious quantita~ive 

target-setting (such as overall reduction in reported crimes and in recidivism, which in any case 

respond to a complex set of factors and are not linearly related only to the IJS). BAC had sold 

these high-level targets to the Business Trust, and then found it difficult to translate them into 

practical output-based (operational) targets which spoke to the daily activities of the partnershin I 
It is essential to recognise this tension in future projects in which the private sector's contribution 

to a partnership is largely in the form of additional skills and expertise. Ftie lesson is in the 

formulation of performance measures for a partnership, where the major activity is a collective 

effort to solve a system problem, and many of the successes are personality, culture, or 

relationship-based. 

10 DEVELOPING AND REPLICATING THE PARTNERSHIP MODEL 

The partnership model which operated between BAC and government in the IJS project is based 

on some basic components. 

Business can help government to identify its needs. 

Business can supply expertise where such expertise is scarce or non-existent in 

government. 

Business skills are very useful if used in the right context and for the right tasks. 

Business must play a supportive role and not expect to get the credit for delivery. 
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Business assistance must support the existing strategic processes of government, rather 

than attempting to change them. 

It is essential to put in the most skilled people at an early stage, to be credible, to help to 

conceptualize and strategize, and to help to prepare the programmes for execution. 

Other successful projects have been built on the model of the IJS partnership and on the 

relationships built between government and BAC in that project. The relationships created in the 

IJS project facilitated the later implementation of BAC's assistance to the transformation of 

financial management and budgeting in the Department of Justice, through the secondment of 

another senior businessperson. Government's acceptance of the seconded manager was built 

on the trust created by Business Against Crime's role in the first phase of the IJS project 

other collaborations, such as that concerning vehicle crime. 

It is worth looking briefly at the success which has been achieved by the BAC-government , 
partnership in the prevention of motor vehicle crime. Growing out of the successful cooperation 

on the IJS, the Monitor Company offered to assist the Department of Safety and Security to 

develop a model of vehicle crime in South Africa, with a view to developing solutions to prevent 

this crime. Monitor's model identified three channels by which stolen and hijacked vehicles are 

converted into cash. As with the IJS, and at the request of government, Business Against Crime 

then seconded skilled project managers to work with the Department to implement solutions to 

block these channels. The activities included (amongst others): 

A project to collect and analyse information on the occurrence, investigation and prosecution 

of vehicle crime. 

A project to strengthen police investigations into vehicle crime. 

A project to link the IT system which circulates stolen vehicle information to the National 

Traffic Information System, and to make both sets of information available to police and 

border control officials. 

Amendment of the Second Hand Goods Act to include motor and parts dealers 

The redesign of the vehicle licensing process to prevent fraud and corruption. 

This initiative was supported by Business Against Crime in the same way as the IJS, by the 

secondment of skilled project managers who assisted across departmental boundaries to 

maintain focus on the activities and to drive implementation. Again, the success of the 

partnership was made possible by the skills, tact and energy of the people involved on both 

sides of the project, and by the excellent relationship which had developed between senior BAC 

and government personnel. The project is ongoing, and continues to be successful. The re- 
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engineering of the licensing system has been implemented in Johannesburg and other towns by 

1 the national Department of Transport, supported by BAG project managers. 

3 I 

The vehicle crime partnership is further evidence that the IJS public-private partnership model is 

3 one which can lead to sustained and sustainable benefits for government and for the country. 
I 
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