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In 2009 media reports carried stories of majorwgation and fraud in the
Companies and Intellectual Property Registratiofic®{ CIPRO). The
agency’s systems had been accessed by internasigmdicates involved in
terrorism (Ncana and Ferreira, 2010), unscrupubussnessmen had hijacked
companies registered with CIPRO (Chelemu and Pri2@#0), and senior
Department of Trade and Industry (DTI) and CIPRxizls were alleged to
be involved in major tender fraud. A 2010 Auditoerteral report detailed
major deviations from the procurement process iardimg a tender for the
Agency’s Enterprise Content Management system tau@eneral South
Africa, 2010). Analysis circulating in the mediaiped to a simple cause:
mismanagement and corruption were as a resulbofysm and affirmative
action.

Based on in-depth interviews with senior DTl an®RO staff, PARI
considered the CIPRO case in the light of a broatiety of the introduction of
the New Public Management in South Africa. The aesle suggests that that
leadership weaknesses and the resultant vulnayatilsystems and processes
were compounded (if not largely produced) by dedlgws in the
organisation’s establishment.

Today, most university scholarship and many padicydies on how to improve
public sector performance focus on ‘leadership’ @aditical will'. Get the
president on board, get the politics right, anddsgierformance will follow
seems to be the new mantra for the public sectet;,. Stpply-side challenges
remain and constitute significant obstacles. Re&rswften find they cannot
make core public institutions ‘work’. Further, sowfehe standard theories out
of organisational economics and public administratall flat. For example, a
lot of theories from organisational economics foongetting incentives
right—on aligning the interests of actors throughfprmance management
systems. Yet research done by the Innovationsdocé&ssful Societies
programme at Princeton University suggest thatoperdnce management
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systems are unworkable in the short or medium eerchneither their presence
nor their design actually accounts for observedhtian in effectiveness across
units.

State bodies are not simply the sum of their persband their administrative
techniques. They are shaped by models of the psétidce, which, in turn, are
informed or undergirded by conceptions of the ségta whole. These
conceptions inform practices that collide and iabewith the histories of
institutions, individuals and groups.

This paper explores these factors via a case stfu@yPRO. An analysis of the
CIPRO experience raises important questions abtmwtdifferent models of the
public service have informed public sector restritiog and what consequences
these reforms have had for public sector performanc

M odels of the Public Service or 1deologies of the State

In 1991, at a hotel-conference venue outside Jasdnumg, a group of public
administration academics and practitioners adopteat they called the ‘Mount
Grace Resolution’. The participants were either-apartheid activists recently
returned from exile or those sympathetic to the algmatic struggle in South
Africa. With the African National Congress (ANC)dather organisations
recently unbanned and the end of apartheid in silgby asked, what would be
the character of a post-apartheid public service.

The resolution they endorsed was more like a mstaifdt called for a break
with the Public Administration of the apartheid ared championed the New
Public Administration associated with the Ameri¢sinnowbrook’ movement
(Fitzgerald, 1995, p.512). At stake was a critiqiiéhe ‘wholly outdated’
principles and methods that made the apartheid@sétvice a ‘bureaucratic,
law-driven, hierarchical, multi-layered, departnadhytfragmented, inward-
oriented, racial Oligarchy’ (Fitzgerald, 1995, p4%1

From the mid-1990s it became the norm to wantorganise government
bureaucracies as autonomous, business-like erditig®r to encourage
development management theory and practice. Wedaae glimpse of the
influence of this moment from the Master’s diss@otaof none other than
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Geraldine Fraser-Moleketi, the former Minister cggartment of Public
Service and Administration (DPSA).

In her dissertation, the task of ‘transforming phblic administration from one
that served the apartheid state’ to one that seavddmocratic and
developmental state’ was interpreted as one of énadation’ (Fraser-
Moleketi, 2006, p.23). At a time when ‘thinking paoblic sector reform
internationally was [...] shift[ing] from the tradainal Weberian approach to
public administration,” writes Fraser-Moleketi, tbleallenge was to ‘modernise
the administration’ according to the most ‘up-tdedthinking [... ] at that
stage’ (Fraser-Moleketi, 2006, p.23).

What was this ‘up-to-date’ thinking? It went undlee banner of the New
Public Managemen{tNPM).

In the crucible of New Public Management thinkiyéat Britain and the
United States in the 1980s) the term was associdtach neo-conservative
critique of welfarism and social democracy. In matar, it was associated with
the valorisation of the private sector (especigllyespect to the provision of
social and economic goods) and an appeal to armailnst’ state—one that
confined its activities to providing security ts titizens while leaving the
market to function ‘freely’.

In South Africa, NPM’s political baggage was expigslisavowed. Fraser-
Moleketi writes: ‘the minimalist, neo-liberal idexgly of NPM [New Public
Management] clashed with the democratic and radiptoaches of the ANC
especially with regard to the “macro” sides of refoBut such an appreciation
could not detract from the potential these toofere to result in greater
efficiencies in state administration’ (Fraser-Ma&k2006, p.62). Hence, in the
DPSA, the NPM came to be regarded as a toolkieratian an ideology. That
it was strange, uncanny even, to pursue a radjgaida with ‘tools’ borrowed
from a movement that had arisen precisely in opjoosto the kind of politics
that the ANC wanted to pursue was not lost on ti@dter. She is at pains to
show in her dissertation that the kernel of NPMhtegues can be separated
from their ideological husk.
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Yet, she never really succeeds. The result is afestmmbivalence to the
NPM. At one point, for example, she suggests tatanguage of the NPM,
‘modernisation’ and ‘best practices’, was simplymarketing tool’ to win
support for organisational change (Fraser-Molel281Q6, p.63). Elsewhere she
argues that reference to the NPM in South Africa mastly rhetorical. ‘It is
undeniable,” she admits, ‘that the White Paper $198n the Transformation of
the Public Service] makes extensive use of defingiand concepts, relating to
the macro organization of the state, which is galheassociated with the
NPM’ (Fraser-Moleketi, 2006, p.88). In particulttre White Paper discussed
three categories of agencigg., government departments and statutory bodies.
These included administrative agencies (the MipistrPublic Service and
Administration is a transversal department whidlersfservices within
government rather than direct services to the pyldervice delivery agencies
(executive agencies in an arms-length arrangeroesgriice delivery
departments such as the Social Security Agency)statutory agencies (such
as the Public Service Commission). Fraser-Molekadis: ‘the reference to
different categories of agencies implies integratba corporatist approach
into the public service and hence emulation ofpthieate sector which is
associated with the New Public Management.’ (2@@8) Yet beyond the use
of some terms the ex-Minister claims these chafdigsiot materialize’
(Fraser-Moleketi, 2006, p.88).

The problem is that the former Minister frequerngipvides evidence that
contradicts her own conclusion above. ‘The depantroéTransport,” she
writes elsewhere, ‘virtually denuded its departrabotganizational structure
and formed a number of public entities that tookrawe bulk of the
departmental functions’ (Fraser-Moleketi, 2006 8).&urthermore, ‘some
human resource and financial management practiees adopted that were
associated with the New Public Management. Thikided the emphasis on
issues of output and outcomes focus under the tdb58lerformance
management” (Fraser-Moleketi, 2006, p.63). We wamtion others too. In
Johannesburg, the municipality hived off severatsomain functions
(electricity, water, roads and parks, urban renguméd stand-alone business
units.

The issue, however, is not whether the NPM wasemphted or not.
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Rather, Geraldine Fraser-Moleketi’'s own ambivagaioout NPM captured a
general mood in government. Consider the followalgjost apologetic,
statement. Referring to the human resource managerhanges mentioned
above she writes: ‘the introduction of these t¢al$ was motivated by the
desire to improve on public service delivery anel téputation of government.
It was not done with the intention to adopt theoldgical notions associated
with the neo-liberal agenda’ (Fraser-Moleketi, 20063).

Uppermost in the minds of Fraser-Moleketi and tiNCAIN general was the
‘transformation of the state’. ‘The situation,’” sivates, ‘compelled a political
effort after the transition to democracy to eswbkontrol over the bureaucracy
and to inculcate a new value system and philosaphyne with the agenda of
the ruling party’ (Fraser-Moleketi, 2006, p.20).n@@l ANC control was made
more acute by the legacy of the apartheid pubheise ‘that created
institutions and personnel that [were] accountédleo-one but their superiors
which constituted an unrepresentative compositidhe South African
population and was very unresponsive to the neette&Gouth African people’
(Fraser-Moleketi, 2006, p.19). Yet the NPM, by wagto balkanise the state
into autonomous agencies, threatened to furtherceethe power of the any
central authority.

This is how we must understand the ‘toolkit’ metapimentioned earlier.
Certain techniques and methods garnered from thé Weuld be implemented
in South Africa without, however, relinquishing fiiglal control of the new
entities.

In the next part of this paper | will consider tlestructuring of the DTI and, in
particular, the establishment of the Companieslatgllectual Property
Registration Office (CIPRO). | want to show how #rmabivalence to NPM
discussed above was encoded on the very geness ot agency.

CIPRO
The ANC came to power in 1994 with a mission to$farm the South African

economy. By the end of the 1990s the conditionsfoiopen, dynamic,
competitive economy’ were understood to be in graexing, industrial sector.
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The DTI was tasked with the development and implaaten of a dynamic,
industrial policy for the country.

‘When we took office,” reports Thsediso Matona, Bieector General of the
DTI in an interview on 28 September 2010, ‘we foandepartment seriously
under-developed'. It was pyramidal in its structurettom heavy with low-
calibre officials—'functionaries, not thinkers’. €department quickly came to
a sharp point, with only a small, senior-managenearn. The organisational
culture, moreover, was hostile to innovation arehtvity. Everyone, Matona
continued, ‘was waiting to be told what to do’.

Alec Irwin, the Minister at the time convened a #irream to reorganise the
department, including the former DG, Alistair Rusteand other consultants.
They concluded that what ailed the department Waisit housed too many
diverse functions. The solution was to differertibetween these functions and
to decide which where core to the department’s ragnand which were
secondary. Units in the department were classifigdrms of a tri-partite
division: policy-making, regulation and implemematoperations.

Policy-making, especially in relation to South A&#fis trade and industrial
policy, were deemed the priority functions. Opemaal units, those that offered
a service to the public and that involved a climae were to be ‘delinked’ from
the department. So were regulatory bodies. Thefilemesre supposed to be
considerable. By shifting these functions out &f department and into
autonomous agencies, the DTl was, in effect, ptatiie new bodies outside
the public service. The idea was to free them fdapartmental ‘red tape’ so
that they could approach their functions in a besslike manner.

More importantly, clearing-up the institutional nale that was DTI would
release senior managers to focus on their key ni@retieveloping industrial
and trade policy.

CIPRO was a product of these strategic changes.

Established on 1 March 2002, the new entity brotggpther two former

directorates of the DTI—the South African Comparegistration Office
(SACRO) and the South African Patents & Trade M&@Ksce (SAPTO). The

PARI Short Essays, Number 2, May 2011 6



Design Flaws in CIPRO: Ambivalence to the New Rulllanagement in South Africa

Cooperatives Registration Unit was incorporatediftbe Department of
Agriculture into CIPRO on 1 April 2005.

On its own terms, the ‘the intent was to estaldigelf-sustaining business
agency, which would increase efficiency in the s&rgition of companies, close
corporations, cooperatives and intellectual propeghts’ (CIPRO,
2004/2006).

Sublime CIPRO

On 21 March 2010The Sunday TimeSouth Africa’s largest circulation
Sunday newspaper, carried the headline ‘Boss Alzse@PRO flounders’.
The report claimed that CIPRO’s Chief Executivei€f had been away from
the office for 45 weeks over the last three yeardsthat during this time the
agency was floundering in a crisis of chaos andugion (Ferreira and
Steinacker, 2010). Then, on 9 May 2010, South Africwoke up to the
headline: ‘Corruption at CIPRO funds “global teftorhe report in question
alleged that a team of Pakistani nationals hadupted CIPRO systems to
register bogus companies with near identical naimesisting, large
corporations. With a set of authentic-looking doemts and with the assistance
of conspirators in SARS, they changed the banketgils of legitimate
companies to those of the bogus enterprise. Thys mdlions of rands in tax
rebates were paid to Pakistani nationals, somelimitk to international
terrorist networks (Chelemu and Prince, 2010).

Events went quickly from the sublime to the ridaus. On 16 Septembdrhe
Sunday Timereported that ‘pirates’ had ‘hijacked’ a companjobging to
Daphne Mashile-Nkosi. Mashile-Nkosi and her brothe founded Kalahari
Resources in 2002. Yet they been erased from tR®QGlrecords and a
prominent South African businessman, Sandile Majadi some of his
colleagues, had been registered as the compamg&alis in their stead. ‘The
persons currently reflected as directors in CIPRftmbase have, through
unlawful activity, sought to seize control of KatahResources,’ said Mashile-
Nkosi in her affidavit. ‘It has resulted in the pesdents unlawfully attempting
to appropriate for themselves control over a hidghtyative company.’ Acting
Judge Fayeza Kathree-Setiloane ‘ordered that timep@nies and Intellectual
Property Registration Office (CIPRO) restore Masihlkosi and Mashile to the
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directors' list on its website,” the newspaper riggob(Chelemu and Prince,
2010).

If there was something audacious in these two ¢casesaic allegations of
tender rigging were also emerging. When Keith Senddecame CEO of the
agency in 2007, the fourth person to hold thistpmsin five years, he
commissioned a new software system. Both the Auteneral’s (AG) office
and the forensic auditors pointed to serious ir@gfies with the awarding of
the contract. Somewhat incredulously, the AG ndlbed ‘the financial position
or sustainability of the service providers wastaen into account during the
evaluation. The successful bidder had registereddsse corporation on 22
June 2005 and had therefore only been in existemd¢eree monthsvhen it
tendered for contract 398 to [CIPRO] (Auditor Geadeof South Africa, 2010;
my emphasis). Keith Sendwe and the Chief Infornrma@dficer, Michael
Twum-Darko were suspended and the DTI subsequeatigelled the contract
altogether. At the end of September, the CEO dieldisnly, without ever
facing charges.

For the Democratic Alliance (DA) the problems irPRIO were evidence of
‘the crippling effects of affirmative action ancbayism on government
entities’ (Van der Westhuizen, 2010). Andricus dan Westhuizen, a DA
Member of Parliament, argued that;

the enormous salaries, exceptional salary increasggrolonged
protection from disciplinary action created an aspieere in which
some senior staff members believed that they wet@ughable. This
contributed to a climate in which fraud was rifein@inals, having
learned of the incompetence of CIPRO, have now guoeoverdrive to
defraud South African companies, such as KalahesoRrces, and
SARS of millions of rands (Van der Westhuizen, 2010

Yet ‘bad leadership’ was a symptom of a more sigaift problem; design
flaws in the very structure of the agency.
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Hybridisation

The establishment of CIPRO betrays precisely thieieaence discussed
earlierviz. the New Public Management. One the one handfftee was
created out of two former departmental ‘directiv@iiector-ships), established
as an ‘agency’ and expected to conduct its afesra business. On the other
hand, government was reluctant to grant it ingtihal autonomy.

This tension was most visible in the structurehef Board of Directors. Despite
appearances the board was not really one. Ordmarboard is created in
terms of a company’s articles of association, aaithe power and duty to
develop strategy, to devise employment policiegpjeoint executive staff, to
determine procedures for hiring and dismissing stadl, broadly, to make sure
that the company is managed in accordance withath@nd the company’s
Own purpose.

In terms of the agency model or what is sometinadled ‘corporatisation’, a
company is established where the majority or saéeeholder remains the
government. In these circumstances the board repiethe government in the
performance of the company.

In the absence of legislation, however, the CIPR@rd had none of these
powers. In fact, the best that can be said of daedwas that it was an
advisorybody.

Instead, typical of an administrative hierarchy tead of CIPRO was not a
Chief Executive Officer (as it is normally undersd) but a departmental
functionary at the level of a director. In this aed), the ‘CEO’ was not
accountable to the board, but to the Director Garadrthe Department of
Trade and Industry. It is hardly surprising, theref that the CIPRO Board and
the CEO were at ‘loggerheads’ right from the begigr{Van der Westhuizen,
2010). The CEO must have felt besieged by a Bdattanted to exercise
authority it did not have.
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Figure 1: CIPRO self-image
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What complicated accountability was that CIPROtheidepartment nor
agency nor company, was expected to run as a lssifibe Public Finance
Management Act (PFMA) envisaged that the ‘parardtjonal department
would not directly interfere in entity operatiosit exercise oversight through
instruments such as the shareholder’'s compact,tororg and evaluation of
agency performance, et cetera. The DTI lacked dpadaty to regulate and
oversee its public entities. In the absence of snebhanisms, could the market
itself function as an accountability mechanism?

What was CIPRQO’s business?

In 2005 the CIPRO executive and 45 managers weay aovdevelop the
organisation’s strategy document, including itsgmse, vision and aim. The
influence of marketing and branding concerns isdiféicult to discern. The
organisation starts soberly with its Purpose, wisdo ‘register businesses and
intellectual property rights, maintain related stges and develop information
for disclosure to stakeholders’ (CIPRO, 2007). dkerall Vision for CIPRO,
the document continues, is ‘Global leadership edfficient registration of
businesses and intellectual property right’, wite &im of ‘deliver[ing] the
ultimate registration experience’ (CIPRO, 2007).atshould we make of this
evocation of fast cars and high-tech machinery?\(BMthe German, luxury,
car manufacturer—markets its cars in South Afrigh whe by-line, ‘the
ultimate driving experience.)

It reflected a basic confusion in the organisasastrategy.

In the planning document for 2008, for examplerehs a discussion of the
environmental factors that the organisation hag$pond to. The section in
question starts matter-of-factly that ‘as a trademgjty within the DTI, CIPRO
Is required to align its strategies and programwiés DTI objectives, and
assist the DTI and government with issues of coangke, policy monitoring
and assistance to the expedited growth initiat{@PRO, 2008a). This sounds
more like the mandate of a government departmenta business. This
impression is further strengthened when the doctigisousses the ‘political
environment’:
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A detailed plan for a national shared growth i@ with the aim of
expedited but long-term sustainability has beerkedout [by the DTI]
and is being driven at the highest level [of goweent]. This clearly
indicates the following sectors as priority biofedgriculture &
agrarian reform, agricultural processing, chemicaisative industries,
downstream & value adding, textiles, furniture,rtenn. It also
identified support to this initiative with specifiocus on cooperation,
integration, information sharing, value adding aaduction of
administrative burden to help create an environmentucive for long
term growth and support to small business (CIPRID83).

At the same time CIPRO must respond to ‘investor @dient demands’:

The needs of our client base play a major rolesteinining the
approach to service delivery by the organizatidnsTh turn is very
closely linked to the place the organization ocespwithin the life
cycle of an organization and also with the rolewatthe ever-changing
global economy and especially in the African cohtExom our
interaction with local clients at various forumsvesll as feedback
received from clients through various avenues anaélized
interaction with stakeholders there is a fair ustirding of the needs
of the client base. This will be further augmenbgdspecific targeted
initiatives (CIPRO, 2008a).

The problem is that CIPRO’s existing and emergirgnts were not
necessarily those intended by the government’sghgrnowth initiative. To the
extent that government’s plans stressed an ina@ustonomy, DTI wanted to
encourage the emergence of new, black-owned coemaspecially in the
biofuels, agricultural processing, chemicals sex;tand in the textiles,
furniture, tourism resources, creative and dowastr& value-adding
industries. Yet black entrepreneurialism in thesaa's, or generally, is low.

‘As a result of black economic empowerment (BEH) Etbour market
affirmative action policies,” writes Stephen Gélimtential black entrepreneurs
are far more likely to opt for managerial or praiesal positions in the
(formerly white) corporate sector with a reasonaagure and substantial
salary, than for the high-risk, low-reward pathléast in the short to medium
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term) of starting a small business and hoping tagt into a medium-size
business’ Gelb, forthcoming).

In catering for its actual clients, therefore, Cl®Ras not necessarily in
accordance with the ‘political environment’. Invelss in responding to the
‘political environment’ CIPRO did not give priority its actual clients. The
term ‘trading entity’ is a fluff for precisely thisstitutional confusion.

As early as the 2008nnual Reporthere are signs that the ‘trading entity’
status of the organisation was creating difficsltim the CEO’s report we hear,
for example, that ‘the independence from the DTé&gd the functioning of
[...] CIPRO. Little operational support was providaad it was largely left to
inexperienced staff. Realising this, and the litiotas of our organisational
structure, our focus strategically shifted to ttensactional or administrative
needs of the organisation’ (CIPRO, 2003/2004, p.34)

Yet, this was not simply a teething problem. Thiéofeing year, the new CEO
complained that CIPRO staff do not understand thedate of the
organisation, nor do they know what role it is eotpd to play (CIPRO,
2003/2004, p.9). The following year we hear thlag ‘umber of vacant posts
and the skills shortage have continued to affextiganisation’s operations
and have adversely affected the service delivegpaady of the entity. The
organisation had to outsource services to condsltarassist with the roll-out
of projects’ (CIPRO, 2004/2005, p.40).

It does not end there, however. Somewhat candi@y2008 strategy document
admits that so far ‘CIPRO has not delivered adezjyain its potential’

(CIPRO, 2009/09, p.5). ‘Though service levels haigaificantly improved,’ it
continues:

external perspectives are still that service leaeds'pathetic’. The
organization is seen as ‘user-unfriendly’, whiclevsdenced by the fact
that it is accessed largely through intermediamdsch adds to users’
costs. Fraud and corruption are known to exist,thack is poor data
security and integrity. Queue jumping and fastkirag of applications,
coupled with totally inadequate and unreliable y$tems, slow the
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processes and result in lengthy delays. The stafémoralized and
frustrated (CIPRO, 2009/09, p.5).

We get a sense of the levels of frustration in GDARY considering vacancy
and turnover rates amongst several key staff camges.

There are erratic, though generally high, vacaatgsrin the senior
management role. When the organisation was egtalli;m 2002, 67% of
management positions were empty, a level only medmly by vacancies
amongst financial clerks and credit controllersvgsi the very high vacancy
rate at this level for the first three years, ih@ be surprising that the AG was
worried about the organisation’s internal financahtrols. Yet the true state of
the organisation’s instability is only apparent whikis graph is considered in
relation to another one.

Consider, for example, the turnover rate at semi@nagement level. It goes
from 38% per annum to zero in the first three y@ad then settles at a fairly
low rate of about between 13% and 14% per annuthidsevidence of an
organisation beginning to settle down? The anssvapi

When the vacancy data shows that between 2005G06@Ieinpty posts
amongst senior positions dropped from 44% to zamnd,that the turnover rate
was a low 14%, it obscures the fact that the senemagement team had been
reduced from 10 to 8 and then from 8 to 4 posititm®ther words, by the
standards of the year before, the zero vacancysatetually one of 37.5 % and
50% respectively. When the vacancy rate suddemnkgspn 2008, moreover,
the organisational structure has changed agais.tirhe the senior
management role has doubled in size, though théeuof people employed
has remained the same. In other words, CIPRO’snaterganisation was
constantly changing.

Regarding the staff complement for the IT functisurprisingly for an
organisation that placed a huge emphasis on itseooapacity, CIPRO never
develops internal strength in this area. CIPRQGesatin consultants in its first
year of existence, which is perhaps understandahliteugh this is noted with
concern in thénnual Reporfor that year (CIPRO, 2002/03, p.40). Yet by
2008 the situation had hardly changed. Only 3 éthe 13 permanent IT posts
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had been filled, the organisation relying on owdstdnsultants and contractors
for the vast majority of its computer expertiseRID, 2008b).

Decentralisation

We will see now that CIPRO sought to overcome thessions through an
ambitious plan to transform its political mandatiits business plan. If the
organisation could stimulate black entreprenewmliespecially in the
preferred industries, it would expand its cliensd@y creating new enterprises
for registration and for financial reporting. Thstthe future of CIPRO as a
businesgay in advancing DTI's goal of developing an inéigsseconomy.

The strategy rested on two, ultimately conflictimgtiatives: decentralisation
and the movement to a fully integrated, web-bassgistration system.

CIPRO’sStrategic Plan for Decentralisatiarecalls the DTI's own vision of
‘growth, employment, equity and building on thd fabtential of persons,
communities and geographical areas’. It continUegrder to advance this
vision for the transformation of the South Africeconomy, the state will
continue to focus omicroeconomic reformstrategies as the majority of the
remedies to the factors limiting accelerated groawil development lie within
the micro-economy. CIPRO supports the viewpointiatehds tamprove
accessibility for formal business creatigamphasis added) (CIPRO, 2008c).

Moreover, decentralisation would assist the orgdiaa resolve its current,
identity crisis by making it more like a busine§ke report notes, for example,
that:

it is understood that to achieve the objectives sfrategy of service
decentralisation defined herein will require a gigant departure from
current, structures, systems and practices. Then@ation culture must
change to incorporate a market orientation minddst. decentralisation
strategy has to address the current business shuortgs by presenting
CIPRO with a regional and local footprint. This hdise the awareness
and profile of the organisation (CIPRO, 2008c).
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For this purpose, CIPRO put into action an agre¢nmeatready had with the
Post Office to ‘disperse’ its services as clospassible to where potential
‘customers’ lived. In other words, South Africanewdd be able to access
CIPRO services from their local post office branch.

The model was informed by an analysis of the défféiated character of the
South African economy. There are a fortunate fethafirst economy, the
report argued, that have access to the Internetamdransact with CIPRO
electronically. ‘The focus of the Decentralisatiaitiative,’ it continued,
‘should be aimed at the relief of the second econoastomer’ (CIPRO,
2008c).

This is why senior officials from CIPRO and fronetBTI are largely sardonic
about criticisms leveled at the organisation asd/arious CEOs. Success or
failure is largely a matter of perspective, thepiyn On CIPRO’s own terms,
the measure of the organisation’s success ligsinl¢égree to which its services
are accessible in every village and in every to@m this score there have been
real achievements. In particular, CIPRO officergpto the real increase in the
number of cooperatives in South Africa as a sigt the organisation is having
a transforming effect on the South African economy.

Yet, decentralisation created unexpected problemthé business model. The
focus on reaching people in every village and iergtown made a virtue of
simplicity in the registration problem. This wag mgproblem in and of itself.
Coupled with the move, however, to a fully IT-baseastomer interface, it
resulted in web-based systems and processes tkatllaroper checks and
balances. In the words of the Director-Generahef@DTI, ‘we went too far in
the direction of simplicity at the expense of iigegrity’. The result was that the
CIPRO system was vulnerable to the kinds of attalcksussed earlier in this
paper.

Conclusion
This paper has shown how the winds of internatitregdds and fashions have

blown through public sector reform practices in tBo@frica. In particular, this
paper has considered the way that the New Publitalglement was received in
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South Africa and the ambivalence that it generateglas welcomed as a
technique of government while its political orignwere explicitly disavowed.

This ambivalence expressed itself in the very desighew public institutions.
In particular, CIPRO was styled as an autonomoes@goperating in a market
of clients. The DTI was, however, reluctant to cpdétical control over its
operations. CIPRO was, in fact, structured as tinrthe administrative
hierarchy of the DTI. The Board had no real powedévise strategy,
employment policies, appoint staff and so on, lingtits ability to hold
employees accountable.

Yet, given its apparent identity as an autonomaenay, it was expected to act
as a business entity. What did this mean, howele?CIPRO business plan
was conceptualised as meeting the DTI's goal ahelusive economy: if the
agency could stimulate black entrepreneurshiputdocrease its client base

Tensions arose between providing the basic, op@@tservices of registering
companies and intellectual property as outlined #05 Purpose statement,
and responding to the demands of DTI's broadetipalivision and policy
objectives of an ‘inclusive economy’. For exampgstems vulnerability
developed as the agency prioritised simplicity egath of registration over
security. In addition, lack of clarity regarding nakate saw constant changes in
the organisation’s structure and operations, weaketapacity.

Fundamentally, CIPRO lacked clarity with regard$h® agency’s core
mandate, and with regards to reporting lines acdw@atability. These two are
interrelated as lack of clarity around CIPRO’s matedurther weakened
accountability. How is the agency’s success thdretpudged?

The problems at CIPRO are writ large across mo#tepublic entities across
the three spheres of government. What the stu@{PRRO highlights is the
manner in which contradictions and tensions inntieelels of public sector
reform adopted play out in practice—significantiytheir impact on service
delivery and public accountability.

Closer attention by researchers of the state todh&adictions and possible
opportunities created by models of public sectonagg@ment and how these
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intersect with questions of capacity, institutionalture and so on may yield
significant insight into the barriers to and pobsidirivers of institutional
performance in South Africa.
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