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Structure

• What was the problem?

• What did we do?

• Did we have to course correct during the project?

• What was the outcome?

• Did we solve the problem?



1

2

3

5

Little progress with implementation of the February 
2019 State of the Nation Address (SONA) policy 
announcement that the responsibility of ECD centres 
would be migrated from the DSD to the DBE. 

The two Departments were not in active conversation 
and there was no consensus about the interpretation 
of the President's announcement despite the 
establishment of workstreams

ECD Function Shift had by then been removed from 
the NMOG processes that were led by the 
Presidency. There was a stalemate.

What was the Problem? 

(December 2019)



What did we do?

Scope 

Clarification

01 02 03 04 05

Diagnostic 

Analysis

Establishment 

of structures 

and crafting a 

programme of 

action

Implementation
support

Handover 

support



01 Initial meetings

• With each of the two Departments separately

• Joint meetings with two departments to present our 

approach

• Meetings with National Treasury officials

02
Establishment of 

National 

Structures

• National Inter-Departmental Project Management Team 

Co-chaired by DDGs

• Inter-departmental functional technical teams: Legal, HR, 

Finance, M&E, Infrastructure, Communication & Programme

• National Inter-Departmental Project Steering Committee 

Co-chaired by DGs

Clarification

(February-March 

2020)

Purpose
To achieve consensus on the aspects of the ECD function that 

is being migrated to DBE



Purpose
To gain a clearer understanding of what the function entails, which will 

assist to clarify which aspects of the function needs to be transferred 

and how.

02

Diagnosis 

validation & 

Approval

• One on one presentations to officials of all the Provincial Departments of Social 

Development

• Presentations to officials of the National Department of Social Development

• Approval obtained via the National Project Management Team only in March 2021 

Diagnostic Analysis

(March 2020- March 

2021)

01
Information 

gathering 

• Aspects of the diagnosis: 1. Legislation & Policy, 2. Human Resources & Labour Relations, 3. 

Budgets and Finance, 4. Data & Systems, 5. Assets (movable & immovable) and 6. Communication 

• Data sources: Legislation (Children’s Act), Annual Reports, Strategic Plans, Annual Performance 

Plans, ECD Policies, BAS and Persal.

• Draft report ready by end August 2020 (Relevant chapters & sections of Children's Act, Level 

and number of staff, COE budget, Capital and goods & services, NPI transfers  budgets, 

Conditional Grant allocations, ECD provision statistics, approach to infrastructure management, 

a communication strategy.



Purpose

• To establish Inter-departments Project Management Teams and 

functional teams across all the provinces

• To finalise a workplan towards the function shift effectiveness date of 1 

April 2022

02
Finalisation of an 

implementation 

plan

• Developed an implementation plan with time-lines for all the areas which 

was adopted by the  National PMT & discussed with Provinces

• Developed a standard reporting template to track progress across all the 

areas of work

Establishment of Structures & Developing a Programme of Action

(March  2021)

01
Establishment of 

Provincial 

Structures

• All provinces established Project Management Teams Co-Chaired by 

DDGs (Bi-weekly meetings)

• All provinces established inter-departmental functional technical 

teams chaired by senior managers (Weekly meetings)

• Each GTAC technical advisor with a dual role of supporting two 

provinces & a specific functional area 



Purpose
• To support all provincial and national departments of Social 

Development and Education with the implementation of the 

programme of action

• To trouble shoot and provide technical advice 

Implementation Support

April 2021-March 2022

01
Critical 

milestones

• HR: Consensus on human resources to be transferred, development of 

organisational structures; ensuring the process gets a greenlight from 

the Bargaining Council; identification of warm bodies and consultation 

with staff.

• Legal: Signing of NMOG and PMOG joint submissions

• Finance: Consensus on budgets to be transferred & including the shift 

in the 2022/23-2024/25 MTEF budget process

• M&E: Inclusion of ECD indicators in DBE APPs for 2022/23

• Infrastructure: Confirming centres earmarked for upgrades & 

maintenance

• Communication: Stakeholder communications & addressing frequently 

asked questions



Purpose
To support the process of ensuring a smooth hand-over of the function from 

Departments of Social Development to Departments of Education

02 Closeout report

• Drafted a closeout report which also included some lessons learnt and 

recommendations to the client from GTAC

Handover Support

(March 2022)

01
Preparation for 

handover

• Developed a reporting template to be populated towards the compilation of a 

handover report

• Consolidating a handover report on the function shift summarising the status of 

the process on the 31 March 2022 (Day before the gazzetted function shift 

effectiveness date)

• The handover report included an outline of 1. outstanding matters and how they 

are being addressed, 2. risks and mitigations 3. Any transitional arrangements 

between the two departments. 



02

Lessons from  

how the problem 

was solved 

• Pre-existing trust based relationships with both departments

• Improved working relationship between the two departments by creating structures 

for ongoing engagement

• Separating function transfer discussions from those directed at function improvement

• Bringing clarity on what the function entails assisted to know what needed to be done

• Stepping back and allowing the two departments to take charge once consensus on the 

scope of the function to be shifted & what action are needed to achieve the shift by 

the deadline. 

• Policy implementation, should not be rushed & must follow a systematic process

What was the outcome & did we solve the problem?

01 Function 

transfer

• All provinces and national proclamations confirming the function shift date of 1 April 

2022 were gazzetted during 2021 

• The budget transfer was announced by the Minister of Finance in the MTBPS in 

November 2021

• From 1 April 2022, the responsibility for ECD lies with the Department of Education  



QUESTIONS


