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Abstract

For over 15 years of democracy, South Africa has developed and adopted a series of
policies which govemment strives to address divergent societal problems and at the same
time enhance the wellbeing of all South Africans. Monitoring and evaluation (M&E) was
introduced in the Presidency to increase importance in management functions that are
interactive and mutuaily supportive in govemment at all levels (The Presidency, 2010b). The
Outcome Based Approach is a strategy used to institutionalise the Perfarmance Monitoring
and Evaluation (PME) system, and it is the fundamental management control of ensuring
that activities and processes on how things are done by govemment are completed in a way
that leads to the attainment of its goals. In the Free State, the introduction and
implementation of OBP approach began in 2011 following the guide to the Outcomes
Appreach from the Presidency that describes the government's PME system.

This study sought to determine how the investments in Performance Monitoring and
Evaluation System are paying off through implementation focused on the intergovernmental
implications. The study investigated the improvement the OBP approach has had on
intergovemmental implications rather than an individual focus by departments in quality
basic education, and the changing behaviour and attitudes of participants in implementing
the full delivery chain.

Data for the study was collected using the exploratory design method te gain insight into a
situatior, and a grounded theory was applied to develop a hypothesis.

The PME system is beneficial to govemment, as it improves how departments conduct the
monitoring of their programmes. However, the approach needs additional support for more
effective planning and monitoring of Outcome Based Priorities to take place, as well as
further institutionalising the approach to all lines of work done in departments. There was
also recognition that M&E was not fully implemented within the departments and the
establishment of connections with managers amongst one another has managed to assist
M&E managers to work together and communicate with one another.

The main purpose was to identify the challenges in the PME system in order to find possible
solutions observed from the OBP approach implementation.
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CHAPTER 1: INTRODUCTION AND RATIONALE
1.1 Introduction

Monitoring and evaluation (M&E) has taken on increasing importance in
management functions that are interactive and mutually supportive. In South Africa,
a Performance Monitoring and Evaluation (PME) cabinet was introduced in the
Presidency to serve as a monitor for the performance of government at all levels
(The Presidency, 2010b). The government has faced a continuing struggle to
demonstrate progress made toward service delivery, with PME proposed as a
solution to many of the dilemmas faced by the country. Outcome Based Priorities
(OBP) approach is used for managing the performance of government planning thus
improving the focus on outcomes for the whole country, as well as for the improved
provision of basic services.

The process of monitoring activities in government interventions is to ensure that
they are being accomplished as planned and of correcting any significant deviation
from intended achievements (Robbins & Decenzo, 2004). The introduction of
Outcome Based Approach is the fundamental management control of ensuring that
activities and processes on how things are done by government are completed in a
way that leads to the attainment of its goals. Performance Monitoring and Evaluation
(PME) guides the process of Outcome Based Approach, mainly through the
implementation process, reviewing the overall performance in terms of input use,

progress of programmes and outputs.

1.2 Background of the research

In the Free State, the introduction and implementation of OBP approach began in
2011 following the guide to the Outcomes Approach from the Presidency that
describes the government's PME system. The Outcomes Based Priorities (OBP)
approach is a new approach in government and the following are proposed as aimed
at improving government (The Presidency, 2009: 15). The creation of focus on
sectors rather than on departments and the intergovernmental implications; the

measure of politically designated outcomes for accountability; priorities given to a



few sectors; and an emphasis on accountability throughout the service delivery

chain.

Following this new approach of performance monitering and evaluation management
in government, the study seeks to conduct an overview on the PME system through
assessing
¢ how OBP approach is being used;
+ how the PME system has improved Quality Basic Education management;
and

» the barriers and challenges to using OBP approach.

The institutionalisation of Performance Monitoring and Evaluation (PME) in the South
African Government is a 2010 intervention necessitated by the need to counteract
the legacy of poor performance in public service institutions. Monitoring and
Evaluation (M&E) has become an increasingly important factor in the development
process of government (Lahey, 2010: 17). The enforcement of PME in the South
African Government was introduced by the Presidency and it is applied in the
implementation of five key priority areas, one of them being Quality Basic Education.
Education has been seen as a catalyst to be focused on in order to improve the
futures for a number of children competing for better opportunities, such as those of
good employment (The Presidency, 2009: 12).

Since 2004, the public sector has performed well in implementing government
programmes, initiatives and services which were found to have improved, particularly
for citizens whose quality of life was neglected under apartheid. However, the
government has not performed optimally in relation to public perceptions and
expectations (The Presidency, 2009: 4). Post-1994, the all-inclusive South African
Government inherited one of the most unequal societies in the world and has since
been working to reverse the unjust situation to create a country that is better for all
who live in it (Jansen & Taylor, 2003: 11).

In 2009, the South African government was affected by service delivery protests

which forced the newly appointed President, Jacob Zuma, to create a new
10



administration on entering his term of office (Hamill, 2009: 34). Failure to produce
what the South African president called 'visible and tangible socio-economic
development' within a relatively short time frame led to new governmental
machinery, namely a Performance Monitoring and Evaluation Unit to enhance co-
ordination, and ultimately to facilitate delivery and improved governance at all levels
(Hamill, 2009: 35).

To create a government that was more effective in its actions and efficient in its
activities, the Outcome Based Priorittes (OBP) was introduced and the
implementation thereof focused on the strategic objectives derived from the 5-year
electoral mandate period. The following areas were prioritised: Education, Health,
Jobs, Rural Development and Safety (The Presidency, 2009: 12). Applying the OBP
approach in government was needed to make it compulsory for attention to be given
to the Full Delivery Chain, namely: Inputs; Activities; Outputs and Outcomes; and the

need to do ordinary things well.

1.3 Problem Statement

Monitoring and Evaluation of government interventions is seen as vital for the control
of projects that are transparent, resourceful, and perform well. The Free State
provincial government M&E system of electronic web-based design started during
2004, before the national process of the Government-Wide Monitoring & Evaluation
(GWMEE) system framework was developed, but the fundamentals were the same
(The Presidency, 2007). The monitoring and evaluation practices in the province

could be easily adapted in line with the national process.

The performance measurement efforts in government are highly administratively
focused, particularly concerning planning, programming, and budgeting. Appraisals
of government performance are concerned primarily with assessing the relationship
of inputs to costs and the value of cost-reduction activities in these systems,
adapting techniques from the larger field of management science (Heinrich, 2002:
712).
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The Free State provincial government M&E system was focused on those

administrative activities, namely: time, money and management activities. The
system was created to systematise departments' planning and working together.
Despite the huge number of resources invested in this system to manage the
integration of the province’s programmes implemented, working and planning in

isolation amongst the departments still existed.

1.4 Research Objectives

The objectives of this study are therefore to:

* Determine how the investments in Performance Monitoring and Evaluation System
are paying off through implementation focused on the intergovernmental
implications.

* Determine how the investments in PME System are paying off through changed
behaviour on implementing the full delivery chain.

* Outline the best practices in Performance Monitoring and Evaluation systems
during OBP 1 implementation, in order to guide and inform processes of other
OBPs implemented in the province.

* Identify the best practices in Performance Monitoring and Evaluation systems in
government from the literature.

* Make recommendations in order to lessen challenges faced in Performance
Monitoring and Evaluation system.

1.5 Rationale and Justification of the study

Outcome Based Approach in government is introduced, among other things, to instil
good management practices required to improve the efficiency on how government
plans, works and implements its programmes. The study is conducted to assess how
the investrnents, made in the Performance Monitoring and Evaluation System, are
paying off through assessing the improvements the OBP approach has made in
Quality Basic Education (OBP 1) management. Since its implementation in 20089,

12



there is the requirement to conduct an assessment on the approach as to how it has

paid off through changing behaviour on implementing the full delivery chain; and to
make recommendations which will lessen previously experienced challenges which

can be considered for improvement in the next electoral cycle (2014-2019).

1.6 Limitations of the study

The OBP approach was used to address 12 outcomes in the country focused on
Quality Basic Education, Health, Rural Development, Job creation and Safety. This
study is focused only on the implementation of OBP 1 - Quality Basic Education in
the Free State, the finding and experiences of which may not be recommendable to
all other Outcomes applied.

1.7 Key words and concepts

Key words: Monitoring and Evaluation, Performance Monitoring and Evaluation,

Outcome Based Priorities, Quality, Basic Education

1.8 Chapter Outline
The dissertation summary is presently arranged under the following chapters:
Chapter 1: Introduction and Rationale

it describes the problem and its background, the purpose and significance of the
study, and the research design methodology, as well as providing the key words.

Chapter 2: Literature Review and Background

It discusses the literature review for the study. The literature review is compiled
through the collection of relevant publications, books, legislation, documents, files,
reports, and speeches that explore government management, the impact of
monitoring and evaluation and various techniques on management employed in
different countries, and the OBP approach.

13



Chapter 3: Research Design

This chapter describes the research design and methodology of the study. It
describes and justifies the methods and processes that were employed to collect
data that were used in answering the research questions. The chosen exploratory

research method was chosen for the study.

Chapter 4: Data collection and analysis

This chapter presents the findings of the study. It describes the research study by
highlighting the survey's outcomes, and discusses the findings of the surveys. Prior
to the presentation of the findings of each investigative question, the criterion for

data analysis and interpretation is set.

Chapter 5: Findings and Recommendations

This chapter presents the findings of the research study and the recommendations
on how to mitigate the challenges faced during the OBP approach to manage Quality
Basic Education (OBP 1).

The structure of the dissertation is summarised in Figure 1.1

Chapter 1 hapter 2 hapter 3 Chapter 4 Chapter 5
Introduction and iterature Review and  |Research Design Data Collection |04 clusion and
Rationale Background land Analysis
Recommendations
Introduction, I iterature Survey Research design and The main study [Discussions and
Rcs.earch Objectives, methodology L onducted. Reviewfrecommendations
Rationale and
Justification of the and summary of
Study evidence
Rt
\

!
< Duration of literature survey

L
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Change behaviour, and  |Q4 If approach brought any changes
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our overall work. (ii)

Q5 How the investments in PME System
paid off in changing your behaviour, and
attitudes on implementing the full

delivery chain. (ii}

Q6 Requirements to imnprove the OBP

approach. (i)

focus on a few priority  |Q1 Changes in how you manage basic

Evidence and
Results

-

[Results of the
[study
recommended
for the OBP
improvements

_Figure 1.1 Structure of the dissertation (source: Own)

Structure of the dissertation

Figure 1.1 illustrates the link of the contextual research, the analysis of the current

situation in implementing OBP 1 to the period of refining the methodology. The

literature review runs concurrently with the creation of the research tool and the

period of collating the research data. The evidence from the research is used to

guide the next planning and implementation of OBP 1.
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CHAPTER 2: LITERATURE REVIEW AND BACKGROUND

2.1 Introduction

The literature review presented is collected from relevant publications, books,
legislation, documents, files, reports, and speeches that explore the related literature
on government management processes. It also reviews the literature on the impact
of the monitoring and evaluation techniques on management employed in different

countries.

The sections to be presented are as follows: History of the education system in
South Africa; Free State Province Strategic Plan; Monitoring and Evaluation in the
Free State government; critical view on government non-delivery performance; and

Introduction of Performance Monitoring and Evaluation (PME).

2.2 The education system history in South Africa

Prior to 1994, South Africa experienced decades of social and economic
discrimination against black South Africans that left a legacy of inequality along racial
lines. The Bantu Education Act of 1952 ensured that blacks received an education
that would limit educational potential and relegate them to the working-class. This
further affected the content of leaming to racial inequalities by preventing access to
further education (Ocampo, 2004).

The education system in South Africa has been a central part of the country's
reconstruction and development, post-1994. Projects took place focusing on two
areas: firstly, to overcome the devastation of apartheid by providing a system of
education that builds democracy, human dignity, equality and social justice. The
second was to have a system of lifelong learning that enabled South Africans of all
races to respond to the enormous economic and social challenges (Steyn, 2001:
332). The South African government needed to provide ali South Africans with basic
education. This, according to the Bill of Rights in the Constitution of the country, is an
obligation the state had, through reasonable measures, to progressively make
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education available and accessible (SA Constitution, 1986: 10). With the population
roughly 78 percent black, 10 percent white, 9 percent coloured, and less than 3
percent Indian (Jansen & Taylor, 2003: 15), access to public education was limited
and quality was poor. Black people were provided with substandard education
(National Planning Commission, 2011: 14).

2.2.1 The Education management system in South Africa

The South African education structure consists of the National Department and
Provincial Departments. While the National Department of Education is responsible
for preparing government policy on education and training, the Provincial
Departments of Education are guided by these policies when setting their own
priorities and implementation programmes (Education Strategic Plan, 2010). The
Provincial Departments of Education promote the translation of the education and
training policies of the Government and the provisions of the Constitution into a
national framework. The creation of a single National Department of Education that
replaced the nineteen racially, ethnically, and regionally divided “departments of
education” was an accomplishment in the early years (Jansen & Taylor, 2003: 12).

The National Department of Education is the overseer of the education system of the
Republic of South Africa and it took this role in the first five years of educational
reconstruction which focused on systemic reform geared to dismantling apartheid-
created structures and procedures (SAinfo Material, 2013). The first phase began on
working on integrating formerly divided bureaucracies into a new system, without a
breakdown in service delivery. One national and nine provincial education
departments were established (Education in SA, 2001: 5). With nine provincial
departments (each from the 9 provinces), there was a need to focus on their nature
and role. Once the first phase of education reform was finished in replacing minerity
rule, there was a need to improve the organisational cultures of working together in
the altered system to mould the new government in its procedures to improve
performance and outcomes, teamwork and customer-focused service (Education in
SA, 2001: 7).
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After five years of systemic transformation through the development of policies, the

focus of the government shifted to policy implementation. Makinde (2005; 63) states
that policy implementation in developing countries can be halted by factors, such as
social, political, economic and administrative variables in policy formulation.
Furthermore, corruption, a lack of continuity in government policies, inadequate
human and material resources can also lead to problems in policy implementation.

The next phase for the South African government after the development of policies
on education reform was set, was to urgently increase an educated and skilled
population (Education in SA, 2001: 5). This phase entailed policy implementation
dealing with the challenges in previously disadvantaged schools. “Tirisano” was
launched to create a focus on nine priorites which were addressed in five
programmes (Steyn, 2001: 336). Programme 5, which deals with organisational
effectiveness, is outlined as: Organisational effectiveness of national and provincial
systems. The programme had one priority: We must make our provincial systems
work by making co-operative governance work (Implementation Plan for Tirisano,
2004: 21). Four projects were proposed to achieve these priorities:

* Project: 1 Integrated planning and budgeting processes - Strategic Objective
was to develop planning tools to support the policy and budget processes
through the alignment of National and Provincial plans and budgeting
(Implementation Plan for Tirisano, 2004: 21).

s Project: 2 Monitoring, evaluation and accountability - To establish monitoring
and evaluation mechanisms that enable the assessment of the performance
of the education and training system, including the impact of implementation
plans and strategies (Implementation Plan for Tirisano, 2004: 22).

*» Project: 3 Systems Development and Co-ordination - To ensure that
integrated and functional administrative and management systems are
established to support the policy, planning, budget and implementation
process (Implementation Plan for Tirisano, 2004: 22). The principle of co-
operative governance came about also in mid-1998, and this was for the

National Department of Education to actively intervene in key transformation
18



initiatives by reviewing mechanisms to strengthen intergovernmental relations
(Education in SA Achievements, 2001: 15). The strengthening of

intergovernmental relations was to create a better information flow between
the national and provincial departments, and regular monitoring and
evaluation of provincial activities and the submission of a quarterly report to
the President.

e Project: 4 Organisational Restructuring and Human Resource Development
Strategy - To ensure the development of appropriate organisational and
human resource capacities in the national and provincial departments in the
context of co-operative governance (Implementation Plan for Tirisano, 2004:
22).

In 2009, the National Department of Education was split into two ministries: Basic
Education; and Higher Education and Training. OBP 1 which is focused on Basic
Education focuses on primary and secondary education, as well as early childhood
development centres (SAinfo Material, 2013).

2.2.2 Education expenditure in South Africa

Expenditure on education in South Africa (SA) is an area which the government
focuses on to improve gquality basic education. Education is one of the most
significant long-term investments a country can make and South Africa compared
with most other countries, gives it a very large slice of the public pie — around 20% of
total state expenditure (National Planning Commission, 2011: 14). After 1994, there
was a significant increase in education expenditure under the democratic
government but more money is still needed to address the huge backlogs left by 40
years of apartheid education (SAinfo Material, 2013).

Education expenditure in South Africa accounts for almost 6 percent of the GDP
(over 1 billion rand), and this falls within one of the highest rates of government
investment, with South Africa’s teachers among the highest paid in the world
(National Planning Commission, 2011: 14).
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In the study by Jansen and Taylor (2003: 19) they argue that the increment in the

budget allocation has brought significant improvement in the education system.
Equality in schools’ improvements (e.g. in infrastructure and basic services) are seen

as a crucial requirement for improving education in the country.

2.3 Free State Province Strategic Plan

This literature review covers the Free State strategic plans’ approach and their
implementation, and further discusses the intergovernmental coordination plan. The
Free State Provincial Government used the strategic document called the Free State
Growth and Development Strategy (FSGDS) from 2005 to 2009 as a framework for
both public and private sector investment, indicating areas of opportunities and
development priorities. The FSGDS is a document that took into consideration the
provincial, national, and external stakeholders’ plans for the province through being
aligned with the National Strategic Development Plan (NSDP). Furthermore, it was
responsible for plans on creating, promoting and supporting the environment,
institutions and mechanisms crucial for shared growth and development (Provincial
Growth Development Strategy [PGDS], 2005: 13). It was developed for addressing
the legacies of the apartheid spatial economy; for promoting integrated and
sustainable development in order to turn the tide against poverty; and create

employment opportunities.

Mew Grewth Path/IPAP 2

S+2Prisritics/Outceme Based Apreach
20m 11

SOURCE: Mefola, Department of the Pramier. 2012
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Figure 2: Organogram showing the development strategic policies in South Africa

The FSGDS post-dated many other government interventions formed at national
level. The following outlined policy in Figure 2.1 provides an indication of how the
policy imperative has evolved and embedded integrated planning. The figure reflects
the evolved policy changes from 1994 to the introduction of the 2009 policy on the
Outcome Based Approach. In 2011, the National Development Plan (NDP) was
adopted by government and it has a 20-year horizon time span. The development
plan is broken down into five-year deliverables through the Medium Term Strategic
Framework (MTSF) consisting of Outcome Based Priorities of government to deliver
on the NDP towards the 20-year horizon.

During 2014, the current government has come towards the end of the electoral
cycle. As soon as the new administration is inaugurated, it is expected that that the
new MTSF will be adopted by the new Cabinet for implementation across all levels of
government.

The Free State Growth and Development Strategy (FSGDS) harnessed the
government endeavours and created a common development vision and direction for
the province. It addressed the key social, economic, environmental and spatial
imperatives in the province, to be followed by all spheres of government to effectively
use scarce resources within the province, whilst addressing the real causes of

development challenges.

The FSGDS identified many investment opportunities and provided a platform to
promote intergovernmental coordination between the three spheres of government
(PGDS, 2005: 4). The intergovernmental coordination was maintained by a
monitoring and evaluation process which was conducted through an electronic
system. Achievements on the FSGDS' progress was managed and implemented
through the use of this electronic system that ensured an outcomes-based focus
against set milestones for the FSGDS (PGDS, 2005: 18).
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The Reconstruction and Development Policy (RDP) was established to integrate

growth, development, redistribution and reconciliation during a period of significant
institutional transformation and the introduction of new policies aligned with the new
democratic constitution. This was a period which laid the foundations for delivery in
all three spheres of government through a contract with the people. The period
2004-2009 was a time of building on the foundations laid previously, with accelerated
and shared economic growth and development and an emphasis on job creation,
infrastructure investments, poverty reduction and skills development. The current
electoral cycle, 2008-2014, is a period of strengthening government coordination,
planning and monitoring.

2.4 Monitoring and Evaluation in the Free State Province

Through the development of the FSGDS, the Free State Province set out to
contribute to the vision of “a unified, prosperous Free State that fulfils the needs of all
its people” (PGDS, 2005: 5). The province developed an M&E system which was
website-based to be able to support project initiatives and manage the information
system for the FSGDS initiative. Cimdins and Skinkis (2011: 14) state that the
development of policy on monitoring instruments need to promote applicable and
effective policy implementation and decision making, which is based on the regular
and systematic verification of resources, actions and results. The Free State M&E
system provided regular and time-specific reporting on the progress of projects and
readily available and reliable information. As a pre-requisite for an effective and
efficient public sector, the M&E system was introduced to improve the achievement
of the desired results of economic growth, social development, and poverty
alleviation (Kusek & Rist, 2011; 2).

Goldman and Nel (2005: 5) define monitoring as the routine checking of information
on progress, so as to confirm that progress occurs in the defined direction. The M&E
system monitored the performance indicators defined in respect of the provincial
priorities, strategies and objectives. Such a function was performed by the use of
traffic lights that were operational within the system to indicate progress. The
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separate departmental subsystems updated the overall provincial M&E system
(PGDS, 2005: 170).

The Monitoring and Evaluation system was required to ensure that an outcomes-
based focus against set milestones for the FSGDS was obtained; however, such
movement towards a result-based appreach in the public sector management did not
sufficiently exist. The provided information was unable to expand information
systems to go beyond the traditional reporting on inputs, activities and outputs so as
to including outcomes and impacts (Kusek & Rist, 2011: 1). A lack of focus on
programme management created a breach in determining whether government
interventions brought the desired outcomes at community level. The monitoring and
evaluation system provided a data analysis component for use on all administrative
levels (national, provincial, and local) but unfortunately, the elaboration of solutions
on the development planning information system could not be completed.

2.5 Introduction of Performance Monitoring and Evaluation

South Africa is the first country in the world to put monitoring and evaluation at
cabinet level; this was a major step to institutionalise M&E, rather than its remaining
an inspiration (Hamill, 2009: 4). The introduction of Performance Monitoring and
Evaluation took place in the South African govemment to make it compulsory for
government to give attention to the full delivery chain, namely Inputs, Activities,
Outputs and Qutcomes. Performance Monitoring and Evaluation was needed to
support

» budget decision-making;

. performance-based budgeting;

. national, sectorial and subnational planning;

. designing of new policies and programmes;

. assisting governments in their management; and

. strengthening accountability relationships {Mackay, 2006: 9).

Monitoring was needed to complete procedures, including the fixing of changes,
evaluation, decision-making and implementation control (Cimdins and Skinkis, 2011:
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15). The introduction of PME is focused on addressing the fundamentals of good

governance, namely public sector accountability and transparency, government
performance, and leadership and management (Seemela & Mkhonto, 2007: 1). The
Performance Monitoring and Evaluation system is used to implement the 12
outcomes that collectively address the main strategic priorities of government (Guide
to Outcomes Approach, 2010).

2.5.1 Outcome Based Priorities (OBP) approach used in
PME system

The use of the Outcome Based Priorities {(OBP) management approach is introduced
to increase performance-evaluation activities at all government levels. Following the
above-mentioned insufficiency of government services and delivery in the literature
review, the Presidency saw the approach of doing things differently as a way to
increase the impact of government interventions. The South African government
identified 25 to 30 outcomes, which relate to the five priority areas. The proposed
Outcome Based Priorities (OBP) approach as an implementer of PME in the country
is not only to measure outcomes and outputs but to guide the direction of policy
implementation (The Presidency, 2009: 7). The introduction and application of fewer
outcomes to be addressed through the OBP approach was to create a focus on key
areas expected to make a significant change in government implemented

programmes.

The introduction of Outcome Based Priorities (OBPs) management gives attention to
the Full Delivery Chain and the approach follows a four-step process (Guide to
Outcomes Approach, 2010).

Step 1: Adaptation of a set of key strategic outcomes with measurable outputs and

key activities.

In the Free State, work on identifying each department’s strategic objective aligned
to the OBP document produced at national level, commenced in 2009. This process
formed part of step 1, which is the adaptation of key strategic outcomes. Heads of
Departments (HODs), as well as some senior executives in the provincial

24



departments worked together to develop a provincial OBP document. The OBP

approach created planning for the province to function in a reverse manner, by first
allowing the determination of how best the outcome could be achieved, only after it
had been identified (Guide to Outcomes Approach, 2010: 10). Furthermore, the OBP
approach prescribed the horizontal working together in government to take place; all
the departments that served or contributed towards the achievement of Quality Basic
Education worked together to address this outcome. The OBP approach provides
sectorial planning and an operational character of state administration which is an
obstacle in the implementation of development documents (Cimdins and Skinkis,
2011: 16). The work in step 1 preconditioned good govemance through bringing
strategy-focused leadership that supports and strategises employee participation in

policy planning and implementation (Mothae and Sindane, 2007: 2).

Step 2: Performance agreements between the President and Ministers which outline

high level outputs, metrics and key activities for each outcome.

One key point in the implementation of the OBP approach is to improve the
accountability of ministers and other executives in the outcomes for which they are
responsible. Accountability has traditionally focused mainly cn compliance with
regulations and less frequently on service delivery outputs; this performance
management operated at the departmental and individual levels (The Presidency,
2009: 18). The accountability concept as explained by Sindane (2009: 4), is used to
obtain answerability for the ministers’ actions and behaviour, to the extent they are
legally required to answer for their actions. The proposed new regime shifts the locus
of accountability towards outcomes, politically and administratively.

Step 3: Convert the high level outputs and metrics into a detailed Delivery
Agreement with the key partners who need to work together to achieve the outputs.
As previously explained, the main activity in policy implementation is planning and
programming (Mothae and Sindane, 2007: 11). Step 3 of the OBP approach work
entailed a process of appropriate individuais drafting a detailed action plan and time
frames for the OBP plan. These selected individuals formed a working group named
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the Technical Working Group (TWG) which worked on the level of the outputs and

metrics alignment and the response to outcomes.

Step 4: The establishment of effective coordination structures that would allow the
partners to the Delivery Agreement to work together for the next four years in
coordinating the implementation of the outcomes, reviewing progress and deciding

on interventions when required.

An implementation forum as explained in the Guide Outcomes approach (2009: 10)
needed to be formed to coordinate working towards achieving each OBP and these
implementation forums were referred to as the Technical Working group (TWG) in
the Free State. The TWGs consisted of a facilitator (Department of the Premier
manager); a coordinator in leading the department (Education for OBP 1), and
supporting departments (Sports, Arts, Culture and Recreation, and Social
Development for OBP 1). The central objective of the TWG was to determine, for
each outcome, whether interventions were relevant and effective, as well as to
recommend alternatives which would ensure better results (Terms of Reference
[TOR] for Technical Working Group, 2011: 3).

2.5.2 Implementation and management through OBP
approach

The TWGs facilitated an integrated approach to the performance management,
monitoring and evaluation of each OBP. The processes of the implementation of
OBP commenced with all programme managers in the departments that served in
OBP 1, linking the strategic objectives and measures to the identified outputs. Work
took place refining the national targets to provincial targets and refining the outputs,
sub-outputs and metrics, on which the departments were expected to provide
progress feedback.

The laws in the OBP approach regulate the necessity of the monitoring and
evaluation of development pelicies on all administrative levels as the PME system
aims at reporting progress, identifying lessons, and making improvements during the

time frame of the government interventions.
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During the OBP approach planning, an operation of development planning and

glaboration, implementation monitoring and coordination of state level development
planning documents took place. The approach worked out a unified methodology for
the elaboration of development programmes for provincial level, further giving
recommendations on the process of elaboration and the structure of development

documents, as well as the order of implementation and monitoring.

Focus on the Free State OBP 1. Quality Basic Education: Departments of Education,
Police, Roads and Transport, Human Settlement, Corporate Governance and
Traditional Affairs, Sports, Arts, Culture and Recreation, Social Development, and
Public Works initially were determined as the departments that needed to work
together to convert the high-level outputs and metrics into achievable metrics that
wouid address the provincial need. The following Outputs were focused on:

1 Improve the quality of teaching and learning;

2  Undertake regular assessment to track progress;

3  Improve Early Childhood Development; and

4  Ensure a credible outcome-focused, planning and accountability system.

Amongst all the departments that were identified as supporting departments for OBP
1, only Social Development, and Sports, Arts, Culture and Recreation remained the
supporting departments for OBP 1. The other departments identified could not be
linked as role players in the outputs in OBP 1. The other departments could not be
directly linked to the indicators required to be responded on in OBP 1. Although 11
OBPs were implemented in the pfovince, this study focused only on OBP 1.

2.6 Conclusion

South Africa has come a long way in determining and implementing policies to
improve the quality and accessibility of basic education in the country. From 1994,
policies developed have given a clear direction as to where the country is heading in
its decisions around improving education. The main focus since 2002 has been on
improving policy implementation through the introduced Outcome Based Approach.
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The used and sourced literature review provides information mainly on what has
been previously planned to improve basic education.
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CHAPTER 3: RESEARCH DESIGN

3.1 Introduction

The research design of the study describes and justifies the methods and processes
that were employed to collect data that were used in answering the research
question. In pursuit of answering the research questions, which is: How successful is
the Performance Monitoring and Evaluation (PME) system in improving Quality Basic
Education management through the OBP approach?, the researcher was required to
obtain appropriate information from the study questions asked to the research
participants. The research conducted followed an exploratory study to acquire
knowledge on the OBP approach implemented, so as to determine if it has improved
the management of quality basic education in the Free State. The exploratory
designh method is designed to gain insight into a situation of which little is known or if
the interest is in developing a hypothesis that would probably be tested in another
research study (Diem, 2002). In conducting this study, the researcher sought to
develop concepts more clearly on what has been improved and establish priorities
on how the management of the OBP approach could be further improved (Blumberg,
2005: 201).

The methodology employed for the design of the study was the classification
framework of design types used by Mouton (2011: 146). The classification assisted
in providing direction on how the research would be conducted. Below, the different
types of research under the respective dimensions are highlighted:
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Table 3.1: Classification of framework design types

Dimension Type

Dimension 1 - Ranging from empirical to | Empirical

non-empirical {conceptual) Non-empirical

Dimension 2 - Primary or new data | Primary
collection versus analysing existing data | Existing Data
Hybrid

Dimension 3 — Type of data, ranging | Numeric
from numeric to textual Textual
Combination

Dimension 4 - Degree of control or | High

structure in design Medium
Low

Source: Own

Dimension 1

In this study, empirical research was applied and this method is defined as making
new factual discoveries or confirming the existence of previously hypothesised
phenomena (Mouton, 2011: 113). The researcher used this method to gain
knowledge on how the use of the OBP approach has improved the management of
quality basic education by means of direct observation or experience.

Dimension 2

The study also made use of hybrid data. Hybrid data mean that the researcher used
both primary data, which refers to the data which the researcher collects her/
himself, and secondary data which are data that already exist (Mouton, 2011: 69).
The researcher collected information from the participants to obtain direct
information on how the OBP approach has improved their ways of working when
managing quality basic education. The secondary data were used to provide
interpretation on the primary data, as well as providing other opinions on the OBP
approach.

Dimension 3
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The researcher used the textual method to conduct a subjective assessment of the
participants’ experiences, attitudes, opinions and their behaviours. The textual
method, scientifically known as the qualitative method, emphasises words rather
than quantification in the collection and analysis of data (Bryman, 2008: 697).

Dimension 4

The degree of the study design had low control. The research was conducted using
individual interviews, in an environment in which the respondents were allowed to
respond freely to the topic of discussion. There was no control over the response
provided and no questions to limit their responses (open-ended questions). A cross-
sectional research type was conducted and this method looked at what was
happening at a moment in time; is comparable to taking a snapshot at a particular
time; and is representative of what is happening at the time when the research is
carried out (Bailey et al., 2005: 43). To assess the success of the OBP approach in
improving the OBP 1 management, the researcher viewed a realistic picture of what
was going on at a particular point in time and compared it to any changes brought
through the introduction of PME. This method was selected by the researcher due to
the advantages it offers, such as low cost in performance; less time taken to

respond; and a relatively short time it taken to gather data (Bailey et. al., 2005: 43).

Using the cross sectional study, the researcher was aware that data collected may
have been outdated as it may have been overtaken by events, and it may also have
drawn an artificial picture of what was going on at a particular point in time (Bailey et
al., 2005: 43),

The logic of this research followed the inductive generalisation process which is
defined as applying inferences from specific observations (e.g. sample of cases) to a
theoretical population (Mouton, 2011: 117). Muzinda (2007: 84) further explains
inductive method as making careful observations, conducting experiments,
rigorously analysing the data obtained, and producing new discoveries or theories to
explain what is happening. The researcher collected data about the OBP approach
to explain how the current PME system had improved the management of quality
basic education. The inductive research process was favoured over the deductive
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research method because the researcher did not seek to inquire into the specific
expectations of a hypothesis developed on the basis of the general principles of data
collected to prove or disprove it; as is required in a deductive study (Neuman, 20086).

Grounded theory was the inductive method of choice in developing inductive theories
that are grounded in systematically gathered and analysed data. A theory from which
hypotheses are deducted was not developed by the researcher, but with a field of
study or a research question. What is relevant to this question is allowed to emerge

during the research process.

3.2 Sampling

A population is the universe of units from which a sample is to be drawn (Bryman,
2008: 697). From the population of managers applying and using the OBP approach
to manage OBP 1, the researcher selected a sample using a probability strategy.

A probability strategy is defined as one that has the concept of random selection,
with a controlled procedure which ensures that each population is given a non-zero
chance of selection (Blumberg, Cooper & Schindler, 2005: 235). The use of these
sampling techniques is to remove sampling bias which occurs in non-probability
sampling, where a study can be conducted in a population whose elements are

unknown.

Bryman (2008: 697) defines sampling strategy as gathering data on a small part of
the whole parent population or sampling frame, and is used to inform what the whole
picture is like. In this study, the researcher used a stratified sampling strategy.
Researchers usually cannot make direct observations of every individual in the
population; thus, in this study, observations to make inferences about the entire
population was conducted through this method. The total population of managers
participating in the management of OBP 1 - quality basic education were all part of
the Technical Working Group (TWG). The facilitation of OBP is managed by the
Department of Education, with the other supporting departments being those of the
Premier; Social Development (DSD); and Sport, Art, Culture and Recreation (SACR).
Of all the members (24) in OBP 1 TWG, only 10 formed part of the research
respondents and were stratified according to the departments to which they
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belonged. The 10 participants (6 Education, 1 DSD, 1 SACR, and 2 Premier)
selected are the participants that are responsible for managing the planning and

implementation of OBP 1 and are tasked biannually to provide feedback on their

progress. The constituted sample was chosen for the following reasons:

) It was convenient for the researcher because the sample was reachable for
conducting interviews and the size adequate for following up in order to

increase the response rate for the study.

The information on TWG comes from the Department of Edudation as the facilitator
of OBP 1 in the province. They have information on all key stakeholders taking part
in the OBP and they are responsible for facilitating, monitoring and evaluating all the
plans and activities taking place in OBP 1.

3.3 Data Collection Strategy

The data collection strategy highlights the techniques used in the study:

The use of the qualitative method in this study applied an in-depth interview that was
unstructured and conducted through individual interviews. According to Bryman
(2008: 473) the individual interview is a formal discussion between the interviewer
and a person chosen specifically for the discussion. The goal is not to represent the
population as a whole, but rather to gather diverse points of view. Individual
interviews give an opportunity for respondents to share their understanding of the
OBP approach; the ideas and behavioural changes it brings to their work; provide

motivations for applying it; and its strengths and weaknesses, among other aspects.

The reasons for the use of the individual interview are as follows (Bryman, 2008:

475):

. The researcher was interested in gaining access to mental representations as
well as practices that are deeply ingrained in the people’s minds and that can
only rarely be expressed via a questionnaire or in a group setting. The
research sought to know, per respondent, their general view on the OBP
approach, as well as how it has enhanced their ways of doing things.
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. A greater number of subjects can be explored in an interview as the
participants participate more freely without worrying about the sensitivity of
the information that they provide. The open-ended questions allow the

respondent to answer freely.

There are different methods that can be used to collect qualitative data from
participants. Grounded theory was considered in this study, through open-ended
questions used to guide the conversation. Thus, what is relevant to these questions
is allowed to emerge during the research process. Intensive interviewing is another
qualitative data method long been used to gather data in various types of qualitative
research. It permits an in-depth exploration of a particular topic or experience;
therefore, it is a useful method for interpretive inquiry. An in-depth intensive interview
fosters the elicitation of each participant's interpretation of his or her experience
(Charmaz, 2006: 25). In an in-depth interview one listens, observes with sensitivity,
and encourages the person to respond, with most of the talking being done by the
participant. The intensive interview was not the choice for this initial study because it
is a method used when a researcher is highly experienced and informed about the
topic being researched.

The individual interview was set with each respondent, according to the departments
participating in OBP1, and the time for each meeting was scheduled for an hour. The
individual interview for this study was the best option because many of the
respondents who were taking part in the OBP were senior managers and some
executives. Any form of interview that required having the interviews in the form of a
group would not have been appropriate as the research would have experienced a
low attendance. The individual interviews took place amongst the stratified
participants, and the researcher conducted the interview herself, choosing a data
recorder to pick up on the statements made. Bryman (2008: 476) states that the use
of tape recordings allows the researcher to easily obtain key points expressed by the
participants and therefore, prevents any difficulty experienced when writing them
down.

Mitigations to deal with the individual interviews' shortcomings were as follows:
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e Qualitative data collected from interviews take longer to transcribe and
analyse than a survey, checklist, or test data. The researcher mitigates this
problem through allocating enough time to analysing the data received from
the study conducted.

e Although the same questions may be presented in the same manner during
individual interviews, interviewees may not interpret them in the same way,
and thus may respond quite differently to the questions. During the response
time of the interview, the researcher developed probing questions that
assisted in elaborating the question and answer further, without trying to

manipulate the interviewee’s response.

3.4 Questions for the individual interviews

As mentioned in The Presidency (2009: 15), the Outcomes Based Approach is
aimed at improvements in government performance though a focus on a sector
rather than on a department and the intergovernmental implications of changing
behaviour and attitudes, The measurement is of politically designated outcomes for
accountability; giving priority to a few sectors; and an emphasis on accountability
throughout the service delivery chain. The study assessed: (i) the improvement the
OBP approach had on intergovernmental implications, rather than an individual focus
on departments in quality basic education; and (i) the changing behaviour and
attitudes of the participant.

According to Krueger and Casey (2009: 7), the questions in the interviews are
carefully determined and sequenced to make it easy for respondents to understand.
In answering the research question: ‘How successfui is the Performance Monitoring
and Evaluation (PME) system in improving Quality Basic Education management
through OBP approach?’ the moderator led an interview for an hour focusing on the
following questions:

Table 3.2: Summary of the research design highlighting the research questions
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Methodology

evaluation
officials

Investigative Questions Type of Location of the Data Collection | Data Analysis
data data Instrument
required

Q1 Has there been any Responses | Responses from Recording Collating and
changes in how you manage monitoring and Device description of
basic education work / or evaluation best practices
work contributing to basic officials
education? (i)
Q2 Has the PME system Responses | Responses from Recording
created focus on monitoring and Device
intergovernmental evaluation
arrangement between the officials
departments’ contribution in
OBP 17 (i)
Q3 Has this changed the Responses | Responses from Recording
culture in how you plan and moenitoring Device
manage basic education
applied in your overall and evaluation
management officials
responsibilities? (i)
Q4 (i) Has this approach Responses | Responses from Recording
brought any positive changes monitoring Device
on how you do your overall
work? (ii) and evaluation

officials
Q5 How has the investments | Responses | Responses from Recording
in the PME system paid off in monitoring Device
changing your behaviour on
implementing the full and evaluation
delivery chain (ii) officials
Q6 How can the OBP Responses | Responses from Recording
approach be improved? (i) monitoring and Device

Source: Mzunda (2007: 98)
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Table 3.2 is a summary of the research design highlighting the research questions
and the subsequent investigative questions showing the source of data for each

investigative question and means of analysis.

The sub-questions guided the research and were derived from the research problem.
Responses to these questions answered the research question from which they are
derived.

3.6 Limitations

12 OBP which focused on Basic Education, Health, Rural Development, Job creation
and Safety were implemented during the first years of the Performance Monitoring
and Evaluation implementation in the country. This study is focused only on the
implementation of OBP 1 - Quality Basic Education in the Free State, the findings
and experiences of which may not be recommendable to all other Outcomes applied.

The data for the study were collected through the qualitative method and through this
approach of responding and asking questions to participants, may have led to the
response the researcher wanted, thus posing major limitations to this study. The
qualitative method of data collection and analysis incorporates a wide range of
different techniques and epistemological assumptions; thus, the careful selection of
the appropriate qualitative method is important (Griffin, nd: 2007). The study also has
a relatively small number of participants and this can lead to the likelihood of its not

being taken seriously by academic researchers or by policy makers.

3.7 Ethical Considerations

With the study using the qualitative approach, the following ethical issues were
identified:

By using the qualitative technique in the study, the participants need to be clearly
informed about the purpose of the study. The introduction of Performance Monitoring
and Evaluation (M&E) in the province is perceived negatively by many government
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officials as a form of ‘policing’ what do in their work. A brief explanation of this study
should also entail an explanation of the benefits of M&E. The honesty and non-
biased responses should be motivated by explaining the benefits of the impact of the
research on their organisation. Owing to some information that could be found to be
private about the organisation’s work or consideration of the approach, the
participant's protection from harm comes first. The right to anonymity through the
use of either numbers or alphabetical letters was used during the interviews in the
research study. Confidentiality of where the information being provided originated
was maintained through the non-disclosure of data sub-sets, and the restriction of

instruments that would have provided information on participants in the study.

3.8 Conclusion

There are various methods and tools used to gather data; the method proposed in
this study was carefully considered by the researcher through conducting an
extensive analysis on existing methods. At this point, the chapter described the
relationship between the literature review, methodology and design in accordance
with Figure 1.1 that illustrates the hierarchy of study. Following the determined
research method, the researcher followed the approach of developing a
questionnaire which responded to the research topic.
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CHAPTER 4: DATA COLLECTION AND ANALYSIS

4.1 Introduction

This chapter presents the data collection and analysis of the information obtained
during the research study. Data analysis usually begins when data collection begins.
To better understand how the Performance Monitoring and Evaluation System was
paying off in the quality basic education management approach, a qualitative method
of inquiry was utilised because the researcher's intent was to uncover rich and
descriptive “meaning” (Bogdan & Biklen, 1992). Data analysis is conducted to
reduce, organise and give meaning to the data. Researchers using grounded theory
attempt to generate a theory that is closely related to the context of that which is
being studied (Strauss & Corbin, 1990).

The collection of the information is presented under the following themes, namely:
the response profile and response rate of each of the investigative questions that the

guiding questionnaire sought to answer.

4.2 Response profile and rate

Individual interview appointments were made with ten (10) participating members in
OBP 1 Technical Working Group, and these appointments consisted of participants
who were strategically identified. All four (4) initially targeted departments, namely:
Education, Social Development, Sports Arts Culture and Recreation, and Premier
were interviewed. The profiles of the respondents consisted of six (6) participants
from Education, one (1) Social Development, one (1) Sports Arts Culture and
Recreation, and two (2) Premier.

There were four key features intended to be obtained through the use of the
grounded theory method in this study (Urquhart, Lehmann & Myers, 2010): (1) theory
building; (2) allow researcher prior knowledge and not to take him/her to pre-
formulated hypotheses and not hinder observations based solely on data; (3)

analysis and conceptuaiisation entangling through the core process of joint data
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4.3.1 Criteria of analysis

The conceptual codes which were created from the responses were used by the
researcher to respond to the research questions which sought to determine how the
investments in the Performance Monitoring and Evaluation System were paying off.
In this section, the researcher states the criteria of analysis for the data that were

used to answer the investigation question.

For each question, the researcher analysed the respondent’s responses using the
rating in Table 4.2 to show the scoring criteria, namely: Positive response, Negative

response, and Not Applicable.

Table 4.2: Interpretation Criteria

Rating Iinterpretation

Positive response | improvement of OBP approach on intergovernmental implications and changed
> other rating behaviour, and attitudes

Negative No improvement of OBP approach on intergovernmental implications and

response > other | changed behaviour, and attitudes
rating

Not  applicable/ | No improvement of OBP approach on intergovernmental implications and
Not familiar changed behaviour, and attitudes

Source: Own

A high rating in positive response per question demonstrates the improvement the
OBP approach has had on intergovernmental implications and changed behaviour,
and the attitudes of managers in M&E. Negative responses indicate the lack of
improvement the OBP approach has had on intergovernmental implications and
changed behaviour, and the attitudes of managers in M&E. A high score in Not
applicable or Not familiar response also indicates the lack of improvement the OBP
approach has had on intergovernmental implications and changed behaviour, and
the attitudes of managers in M&E.

Foliowing defining the criteria for the analysis of questions: the findings are shown

below under the following sections:
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» Improvement the OBP approach has had on infergovernmental implications

rather than an individual focus by departments in quality basic education.

o The changing behaviour and affitudes of participants in implementing the fulf

delivery chain.

4.3.1.1. Improvement the OBP approach has had on intergovernmental implications

rather than an individual focus by departments in quality basic education

This section shows the findings to the questions that sought to respond to the

improvement the OBP approach has had on intergovernmental implications rather

than an individual focus by departments in quality basic education. The section is
divided into three (3) sub-sections i.e.: Q1 Changes in the management of basic
education work; Q2 Created focus on intergovernmental arrangement; and Q3

Changed culture in planning and managing basic education in management

responsibilities. The rating to each of the questions is discussed in the next table.

Table 4.3: Rating on the improvement the OBP approach has had on

intergovernmental implications rather than an individual focus

Research Positive Negative Not Appiicable Interpretation

Question Response Response

Q1 6 3 1 Improvement of OBP approach
on intergovernmental
implications

Q2 7 3 - Improvement of OBP approach
on intergovernmental
implications

Q3 5 4 1 Improvement of OBP approach
on intergovernmental
implications

Source: Own
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The table illustrates the score given on each question following the analysis of data
collected through the interview. The result depicts improved intergovernmental

implications through the OBP approach.

In Q1 which enquired about changes in how departments manage basic education
work / or work confributing to basic education, the question sought to determine any
changes in the managers’ behaviour; and attitudes in how they conduct their work
and manage basic education inputs since experiencing the Monitoring and
Evaluation system prior to the introduction of PME in 2010 and after its

implementation.

The following statements indicate the response of positive changes in managing

basic education:

* Plans are being identified and facilitated in key areas of impact.

e Improvement in the quality of information that was received on basic
education as the Department no longer focused on outputs but also received
evidence for verification and validation.

» The PME process facilitated the OBP indicators derived from the Action Plan
2014 of the minister (Education) to be aligned with the departmental plan.

+ Performance Monitoring and Evaluation has enabled the department of the
Premier as a strategic leading department to focus on critical aspects of

government.

The key fundamental changes in how departments manage basic education work
were mentioned through the improvement in plans developed to address key areas
of .impact, planning information, streamlining and information received on the
delivered outputs validated. There was an emphasis on how assessing the ekpected
change in departmental plans, and the monitoring of outputs was brought about.

Although many of the respondents identified the positive changes experienced, a few
respondents indicated that there has not been any change in how they manage their
work or contribution towards basic education since the introduction of PME. The

follow reason was outlined:
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» Lack of allocation in funding to strengthen systems in PME and the
consolidation of plans required to create focus on key areas of impact
identified.

The allocation of funding to strengthen development systems is supported by
Cimdins and Skinkis (2011), where in their study on Development Policy Monitoring
Issues — Regional and Local experiences in the Riga Region, they observed the link
between development priorities and budget planning as an essential precondition for
the implementation of development policies. No resource allocations or the
determination of the actual costs of implementing the outcomes-based assessment
often go uncalculated (Bresciani, 2006: 6). It is evident that an attempt to determine
the actual costs of engaging in outcomes-based planning and assessment be
identified as a requirement for the departments to improve their management of

basic education.

Q2 Whether the PME system created a focus on the intergovermmental arrangement
between the departments’ contribution in OBP 1 sought to make an inquiry into
whether the OBP approach has brought working together towards improving basic
education amongst the contributing departments in basic education. A high number
of respondents indicated a positive response to the approach; thus indicating that a
form of working together amongst the contributing departments towards education

had improved.

A positive score from 6 participants was obtained. They evidently responded to the
focus created on intergovernmental arrangements between departments contributing

to OBP 1. Their responses outlined the following:

* Good relationship in departments delivering on similar work was created
through the outcomes interaction.
¢ Continuous interaction amongst the departments has been improved because

it used never to often take place previously.
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The improvement in intergovemmental arrangement amongst the departments
delivering similar work implies that scarce resources were allocated; thus, having to
do more with less and doing it on time (The Presidency, 2009: 4). The departments
were able to work according to plan and avoided compromising with limited
resources when doing what other departments were already doing.

The following negative responses were said to be the cause of a lack of

intergovernmental arrangements being improved:

« Budget allocation in departments is insufficient as it has not capacitated the
departments to operate in an outcomes manner; planning is short-lived and
cannot be focused on in the long term.

» Intergovernmental relations between some departments were not well
established through the TWG's group interaction, as such interaction involved
only a few indicators.

e Planning TWG takes place at a high level and this process takes no

consideration of plans made in some programme units in departments.

The insufficient budget allocation in departments towards long-term plans (5-year
strategic plan) maintains a short-lived focus which was on collective administrative
data and outputs, rather than outcomes or impacts over a longer period (Heinrich,
2002: 716). Planning in the TWG which was considered high level, consisted of
indicators that some programmes in departments were required to contribute to
quality basic education and were not directly linked. Kravchuk and Schack (1996:
356) state that differing data definitions can complicate the interpretation of
performance requirements of higher-level government departments when data
definitions and collection methods change rapidly and in unanticipated ways.
Problems can arise especially where the definitions of programme effectiveness (or
success) diverge widely. In a bureaucratic environment, distance from the individual
programme [evel to the highest level in decision making is increased. The links
between individual programme and organisational outcomes and performance grow
more complex when the implemented programme efforts are not ultimately aimed at

influencing performance at the highest level of the organisation.
47



Q3 Has this changed the culture in how you plan and manage basic education as

applied lo your overall management responsibilities?

In Q3, the researcher sought to determine if there has been any change in
improvements or a lack thereof, since the introduction of OBP. The following
responses were outlined to reflect on the change in improvements since the
introduction of OBP:

e To perform at an optimum level, the education sector was viewed in the
province at an outcomes level by contributing departments. All M&E
practitioners of contributing departments came together to analyse how they
have been doing things to guide change how they would start doing them
differently.

e Monitoring was approved because at the beginning of doing things, a
manager and his down-line staff agreed on the measures to take, regarding
what they had planned and intended to deliver in a particular year.

e The same approach was applied in department of Education, i.e. the
directorates that contribute towards improving education ensured that they
delivered a credible report, as well as holding continuous bilateral meetings

with the M&E in order to reach a common understanding.

It is evident that there have been benefits to departments in how they manage their
work through a changed culture in how they plan and manage basic education in
their overall management responsibilities. As stated by Heinrich (2002: 716), the
outcomes-based performance standards system, creates focus management and
attention on those ends deemed most important, such as an emphasis on impacts

over output goals.

The following responses outlined by the respondents reflect on the lack of

improvement since the introduction of OBP:

e The manner in which government plans and reports still focuses on
responding to the needs and expectations of the executives, and not
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necessarily on the provincial impact and such focus is on outputs and
measurableftangible deliverables per department, rather than focusing on the
what the province should look like.

e Government culture is predominately driven by a silo mentality; when OBP 1
was introduced it was looked at on its own, without an attempt to try to instil
and institutionalise the approach as part of a way of working.

¢ The introduction of all programmes proposed for the implementation of the
PME system are many and have been allocated to one manager to facilitate.

Support and human resource are required to assist in its implementation.

it has not been that all respondents have experienced improvement since the
introduction of OBP and to some, it has felt as if the system has brought them more
work. Heinrich (2002: 712) suggests that the requirements for specific performance
goals, plans, and results have increased administrative constraints, and elevated

conflict among multiple levels of programme management.

4.3.1.2. The changing behaviour and attitudes of participants in implementing the full
delivery chain.

The introduction of the outcomes based approach was not only to develop a skilled
and well-motivated public service but one that is proud of what it does and receives
full recognition for delivering better quality services (The Presidency, 2009: 4). This
section shows the findings to the questions that sought to determine if the
respondents had changed their behaviour and attitudes in implementing the full
delivery chain. It is divided into two (2} sub-sections: Q4 Positive change brought in
how overall work is done; and Q5 Investments in the PME system are paying off in
changing behaviour on implementing the full delivery chain. The rating to each of the
guestions is discussed in the next table.

Table 4.4: Ratings in improvement in the OBP approach has on changing behaviour

and attitudes of participants in implementing the full delivery chain.
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Saurce: Own

Research | Positive Negative Non-Applicable | Interpretation

Question | Response Response

Q4 6 4 Improvement in changed
behaviour, and attitudes

Q5 5 2 3 Improvement in changed
behaviour, and attitudes

aw

The observation made from Table 4.4 indicates that the rating on the improvement of

the OBP approach on changing behaviour and attitudes of the participants in
implementing the full delivery chain has increased. The respondents were asked the

following two questions in which their responses are explained.

Q4 Has this approach brought any positive changes to how you do your overall

work?

The question asked was if participants are implementing the culture of performance

monitoring and evaluation in all other management activities they do in government.

The response to how their work was changed positively, in how they do their overall

work was:

» Positive changes have been seen in the past 2 years since the introduction of

PME in the department and a clean audit obtained.

» The approach has brought a change to how the departments work because

they have been forced to talk to one another.

o Departments have been forced to focus on critical issues of government

because they had to align with and report on them.

» Positive change was seen in the Department of Education where they have

embraced the technique and started to capacitate the programme managers

on why data sourced for M&E was important. Issues and findings by managers

was also shared in executive meetings.

The following responses were outlined by respondents as to how the approach has

brought no changes to how they do their overall work:
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+ Identification of impact programmes needs to have prioritisation in finance as

the departmental budget is used for operational activities.

s The level of discussions held in TWG on outcomes needs to be clearly
communicated to departmental managers in order not to overlook the planning
arrangements already taking place amongst the departments. People
paricipating in the structure do not implement and follow up on their
discussions; they cannot communicate plans properly to the people
responsible for the work.

e Beyond the OBP TWG, there are other intergovernmental structures which
build working together amongst the departments. TWG in Education consists
of 99% of the indicators coming from the department alone. Addressing these
indicators in TWG was not necessary, as an operational plan to address them

already existed.

Cimdins and Skinkis (2011) state that on different policy development ievels
exists a varied approach of structures for defining specific aims and the use of
policy monitoring measures. To some respondents, the TWG required
implementing the PME system in OBP 1, and it was felt that it was a repeat of
some structures already existing or taking place in departments.

Q5 How has the investment in the PME System paid off in changing your

behaviour on implementing the full delivery chain?

The researcher sought to determine any changes in managers’ behaviour on
implementing the full delivery chain. The following responses were outlined by
respondents to indicate the PME system pay-off:

¢+ OBP inculcated a focus to all stakeholders that is not inward focused but
province focused, and sector focused. Sector focuses embraced and entailed
all the stakeholders in delivering all activities in one sector.

* We look at the outcome because what we do in departments needs to reflect
what is required to achieve a high impact in education.
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s There is a link to focusing on a full delivery chain through plans that are

aligned with the outcomes on which they are focused.

Although the system received some positive comments to its paying off, to
changes in managers’ behaviour on implementing the full delivery chain, the
following comments were received to indicate that the system was not paying off:

*« Focus is still placed on outputs and measurable/tangible deliverables per
department, rather than focusing on the outcome of results and the impact on
the province as a whole. The focus of TWG needs to be elevated to focus on
outcomes.

» Department of Education is succeeding in using the approach on outcome
focus internally, but externally, through working with other departments to
deliver on the same outcome improvement is required. Through TWG, the
departments contributing to education need to be measured and be

accountable for the contribution they require to play in improving education.

4.4 Axial Coding

Axial coding consists of identifying relationships among the open codes. Axial cading
follows the development of a major category, although it may be in an early stage of
development. Its purpose is to sort, synthesise and organise large amounts of data
and reassemble them in new ways after open coding (Charmaz, 2006: 60). Axial
cading in the study involved the act of constantly comparing words and meanings in
order to formulate some common themes across the data which were used in the
Conceptual Category.

The purpose of axial coding is to identify categories or conditions that may be
contributing to the subjects’ inability to engage in the outcomes-based approach and
to identify specific strategies, conditions, and contexts. The interpretations of the
theory are validated and refined through theoretical integration, which consists of
relating the resulting theory to other existing theories to generate confirmations, and

even formalisations.
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Similarly, communication amongst the participating members from different

departments in TWG was initially a ‘challenge’. Communication is defined as the
articulation of the organization’s strategy and translate into simpler and actionable
strategic objectives provide clarity on what the organization intends to achieve
(Sindane, 2009: 07). Continuous ‘interaction’ amongst the departments has
‘improved’ communication on how contribution to quality basic education is achieved.
The outcome of results in TWG needs to be communicated to department executives

to create awareness of those ends deemed most important.

In the resource, category, 'Financial detachment’ and the ‘reduction’ of finance in key
programmes was identified as a problem for the implementation of the PME system.
Funding support on improving focus on outcomes by departments, as well as budget
allocation for high impact programmes in prioritised sectors was found to be crucial.

The Planning Approach in Government category, ‘Planning’ before the introduction
of PME was done according to Treasury regulations and guidelines, wherein the
focus on the development of Annual Performance Plans was on outputs. For ‘Future
Planning’, joint planning within the departments was needed, particularly in

departments working on contributing to one outcome.

Capacity Building is defined as planned development of (or increase in) knowledge,
output rate, management, skills, and other capabilities of an organization through
acquisition, incentives, technology, and/or training (businessdictionary.com). In the

capacity building category, the following aspects were identified as key to enabling

the departments to fully operate in an outcome orientated manner: the allocation of
funds for departments to perform their functions; technology supporting systems for
PME management; skills development training; and the allocation of Human

Resources for overloaded managers in M&E due to increased responsibilities.

In_the Innovation category, the outcome-based approach brought an initiative which

allowed government to be ‘innovative’ but government officials’ thinking and how

they operate has not changed or shifted.
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In the monitoring functionality category, it was recognised that ‘Performance

Measure’ on identified key areas of impact were essential and to allow ‘Monitoring’ of
these areas of impact, Office of the Premier requires having a team of 4-5 people
dedicated to monitoring them. M&E advocacy is needed so that managers are aware
of what needs to be done to conduct monitoring and evaluation. A ‘Good practice’ on
using the information for M&E was also realised and this could be obtained through
demystifying M&E which would prevent resistance to its implementation. ‘Levels of
managers in M&E' was seen as a contributing factor to getting other people to listen
to the message of M&E. All departments contributing to OBP should take full
accountability and such ‘Responsibility in OBP’ lies with the accounting officer (HOD)
of particular departments.

4.5 Selective Coding

The selective coding technique was applied to extract the respondents’ points of
view about the PME system through the implementation of the Qutcomes approach.
Selective coding is defined as a process of choosing one category to be the core
category, and relating all other categories to that category (Strauss & Corbin, 1990).
In developing a single storyline around everything else covered, a theory is
developed to help decide on analytic grounds for the next stage of

recommendations.

Thus, the categories of Strategic Direction; Focus Divergence; Integration on
Specific Sector; Communication; Resources; Planning Approach in
Government; Capacity Building; Innovation; and Monitoring Functionality can
be interpreted as essential to the success of improving the approach and the
satisfaction gained from the use of these by the respondents. All categories form part
of the process that is incomplete without any one of them. The term for the category
or driver is a conceptual idea under which all categories are included. | conclude that
the resulting main category is 'Means to support Planning and Monitoring and

Evaluation for Qutcome Based Priorities'.

4.6 Conclusion
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It is evident that there have been beneficial changes to how departments manage
basic education through the OBP approach. The notional coding technique has
provided a view on what the respondents considered important so as to improve the
approach. Thus, the categories: Strategic Direction; Focus Divergence; Integration
on Specific Sector; Communication; Resources; Planning Approach in Govemment;
Capacity Building; Innovation; and Monitoring Functionality can be interpreted as
essential to the success of the approach and the satisfaction of the respondents’ use
thereof. The main category namely, means to support Planning and Monitoring and
Evaluation for Outcome Based Periorities, will help to interrogate and build the

findings and recommendations in the next chapter.
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CHAPTER 5: DISCUSSION AND RECOMMENDATIONS

5.1 Introduction

This chapter presents the discussions on the findings in the research and
recommends how support for the planning and monitoring of Outcome Based

Pricrities Quality Basic Education {(OBP 1) can take place.

5.2 Discussion and Recommendations

It is important that the findings of the study are briefly reiterated before
recommendations are made. The following were the research findings:

The PME system is beneficial to government, as it improves how departments
conduct the monitoring of their programmes. As a respondent stated “There was an
improvement in the quality of information on basic education because the
department no longer focused on the outputs count but also worked on receiving
evidence for verification and validation as required”. However, the approach needs
additional support for more effective planning and monitoring of Outcome Based
Priorities to take place, as well as further institutionalising the approach to all lines of
work done in departments. As another respondent declared "When OBP 1 was
introduced we looked at it in isolation and did not really try to incorporate it into our
ways of working." This statement can be attested to by the responses of those
working with and responsible for M&E in the departments, stating that they apply the
approach but managers responsible for programmes other than M&E still did not
apply it. It must also be highlighted that the intention of the approach was not to
improve how government applied the monitoring of their programmes but to improve

focus on where planning should be a priority.

One other aspect which respondents declared in the capacity building area was that
of skills equipping, supporting systems and procedures, as well as the provision of
resources, both human and financial. Regarding the strengthening of the
coordination and integration of OBP, a respondent summed up: “Essential to the
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centrality of the approach, is the need to strengthen coordination and facilitation in
terms of being consistent. It is difficult as a lead department to organise the
supporting departments’ participation in these structures”. There was also
recognition that M&E was not fully implemented within the departments and the
establishment of connections with managers amongst cne another has managed to

assist M&E managers to work together and communicate with one another.

Through my observations on managers’ contribution to indicators in OBP, | found
that they were very concerned about the performance standards contained in the
OBP documents as this information was not linked with the established targets set
out in their annual performance plans. The absence of strong coalitions supporting a
results orientation; measures that were not well linked to goals or consequences;
and employee concerns that their responsibility is not commensurate with their
authority, was a concern.

The researcher makes the following recommendations to address some of the key

findings of the study.

¢ Strategic Direction

It is imperative for leadership in the PME system to hold the ability, process and
action that involves development and communication of a vision to be realised.
Leadership should alsc influence, inspire and mobilise others within various
departments contributing to OBP for collective action towards the realisation of its
vision. Leadership involves leaders and followers who are distinguished by different
but complementary roles that are undertaken collectively for a common purpose.
Therefore, systems and structures need to strategically steer and gear efforts

towards the execution and attainment of public policies (Mothae & Sindane, 2007: 2).

The champions of the PME system should also give guidance on how political
principals (MECs) can measure their departments and instigate the necessary
changes in outputs and measurable deliverables which impact on how the Free State

Province is progressing.
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¢ Focus Divergence

There are many igsues causing a focus divergence in planning activities in
government which are noticeable once the OBP approach is implemented. Where
organisational goals and performance measures diverge, concerted bureaucratic
effort across all levels of government level should be considered. It is necessary to
explore the relationship between alternative measures and strengthening the link
between delivered outputs and measured performance. Following the link created,
empirical measures of performance should not continue to be based on the earning

levels of participants but rather on the improvement in outcomes by departments.

+ Integration on specific sectors

The Outcome Based Approach was introduced to strengthen government’s ability to
co-operate across the three levels of government and work as a single delivery
operation. In order to achieve this, related tasks to attaining an outcome were
grouped together as subsystems (Kravchuk & Schack, 1996: 353). The integration of
Performance Measurement (through a Technical Working Group) in the context of
intersectoral relationships was problematic. Perceptions as to the intended goals and
benefits of particular programmes varied at each level of government, where
individual work was well coordinated in coherent subunits, and in accordance with
each departmental objective standard operating procedure. This process reflected
the closeness of each department to the actual delivery of their service. In improving
the integration amongst the departments contributing to an outcome, there is a need
for the approach to take into consideration how performance measurement for each
department can be built into the system. To some degree, there is the maintenance
of homeostasis which respects the planning environment in departments, but the
OBP approach requires the achievement of a satisfactory and acceptable level of
integration and performance measuring that management can maintain at a
reasonable level (Kravchuk & Schack, 1996: 353).

The Technical Working Group (TWG) needs to focus closely on building the
outcome-based approach which considers the existing structures amongst the
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departments so as to avoid ‘reinventing the wheel. As some respondents have

indicated, there are existing structures with signed MOUs to guide departments on
how they work together. The system-wide decisions made through the TWG
management structure, which pursues the overall goals should also preserve the
advantages of the composed structures as set out below (Kravchuk & Schack, 1996:
353).

Within the hierarchic arrangements in the OBP approach, interactions and
interrelationships among departments' proposed programmes should be maximised
through creating a complementary relationship to increase the effects for an outcome
delivery. For example, the Department of Education should not keep children in
classrooms during all hours of the school week, but allocate some time for sport
activities. It should be mandatory for this relationship to take place in order to
complement the use of resources and facilities provided by the Department of Sport,
Arts and Culture,

¢ Planning approach in government

The OBP approach should be aligned with government planning that consists of a
clear, coherent Mission Strategy and Objectives. The Performance Measurement of
all levels within the result-based chain shouid begin with a clear understanding of the
policy objectives of the programme, or of multi-programme systems in departments
(Kravchuk & Schack, 1996: 350). The daily operations of the officials (individually
and collectively) in departments should contribute to the implementation and
accomplishment of planning outputs clearly linked to outcomes (Mothae & Sindane,
2007: 03). The OBP approach should be used effectively as a policy measuring tool
for increasing governmental accountability.

Accountability is defined as answerability for one's actions or behaviour, thus
denoting a superior-subordinate relationship (Sindane, 2009: 04). Such
accountability in the OBP approach can be created first by building of standards. The
standards are created from what the executives, namely, the Members of the
Executive Councii (MEC) in the Free State Province identify as a priority, in line with
what exists in the National Development Plan (NDP). The OBP approach is a
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strategy implemented on a 5-year basis to deliver on targets set out in the NDP; it is
therefore required for departmental 5-year plans to be linked to OBP.

There is need for the OBP approach to involve all the programme managers in the
planning of the inputs for the PME system. The active involvement of the managers
will mitigate the problems of collecting, monitoring and evaluating data from them.
Some managers did not understand the basis of the indicators which they were
required to report on and their participation would have the added advantage of
demonstrating accountability and strategy support (Muzinda, 2007. 145). Thus,
standards set to measure monthly, quarterly or even half-yearly performances and
the comparison of the actual as against set standards requires a collaborative effort
(Sindane, 2009: 07).

The OBP approach also requires having a political champion who will advocate for
its implementation in the province. While the office of the Premier plays a crucial role
as the coordinator of the PME system, a political executive should be identified to

influence decisions taken and impiemented in the province.
¢ Resources

There is a need to allocate resources for the implementation of outcomes. Resource
allocation and management actions at different organisational levels have the
potential to influence not only programme outcomes, but also the specific types of

performance-management policies adopted (Heinrich, 2002: 717).

The following are barriers identified by Bresciani (2006: 6) as reasons for the
outcomes-based assessment programme not being ubiquitously practised and
should be taken into consideration:

(a) Time

(b) Resources

(a) Time
Time allocation to tasks and activities at work are based on what is valued as a

priority or what managers are told to value by those responsible for evaluating
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department performance (Bresciani, 2006: 6). There needs to be sufficient time
aliocated to activities and performance measuring in the Performance Monitoring
and Evaluation system in order for all people to be given the same amount of time to
focus on priorities or the level of responsibilities pressing upon their time. Time
should be well invested in the establishment of result-based planning, namely; the
activities in planning should be linked to the outcome performance of each
department. This measure will reduce work that is burdensome due to multiple

focuses required for different activities.

(b} Resources

The following resource, namely: funds, enabling tools for performance measures (IT
system) and Human Resources needs to be allocated to the PME system to allow
easier application of the results-based method in the OBP approach. The following
costs need to be allocated to promote engagement between managers in outcomes-
based assessment:

» Professional development of managers in order for them to learn how to

engage in quality outcomes-based assessment; and
+ Managers to be able to reflect on what the outcomes-based assessment data

are telling them about their programme.

While departments are considering costs to improve the PME system's
administrative process, they should also look into educating managers on how to
implement effective, efficient, and enduring outcomes-based assessment (Bresciani,
2006: 6).

There is also the requirement for departments to be offered support through the
allocation of an electronic system or other PME tools which can be used in

outcomes-based assessment.

With regard to human resource allocation, there is the requirement for departments
to review their organisational structure to determine if more personnel are required
for the institutionalisation of the PME system. Budget allocation should also be made
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for performance on the basis of positive quantifiable changes in the outcome

performance indicators.

Managers should be enabled to understand assessment as it is one of the key
requirements for monitoring and evaluation. It was indicated that M&E was applied
duplicitously wherein managers would not give objective results which would not be
embraced by the executives as they did not give information which reflected
positively towards their programmes’ performance. Even so, there were other
managers who did not believe that the PME system added any value to their day-to-
day management duties. Careful consideration of financial resources should be
made towards the capacity building of officials to further understand M&E as a sound

management practice.

¢ Communication

Communication was improved between some departments working together towards
delivering the same mandate. Programme Managers, as a whole, should
continuously be informed or made aware of the implications of their daily duties on
the successful implementation and accomplishment of the PME system and other
public policies (Sindane, 2007: 3). It is important to develop an effective
communication strategy in the OBP approach that would involve all managers
responsible for its implementation. Furthermore, the dissemination of information
emanating from the PME system should ailso be included in the communication

strategy.

» Capacity Building

The findings identified a need to address lack of expertise in the monitoring and
evaluation of governmental programmes. Some managers expressed the need for
training in the aspect of monitoring and evaluation. The intervention should institute
programmes to address not only M&E managers but also programme managers. It is
imperative that the implementers of government programmes possess skills in

monitoring and evaluation so as to enhance the understanding of M&E as a

64



management practice rather than as a function, as well as being able to expand the
capacity to all staff managers to reduce the burden of activities occurring for M&E
managers (Muzinda, 2007: 141).

To reduce the perception that the OBP approach management strategy increases
the complexity of modern government, departments have to allow for organisational
learning though the outgrowth of systems-analysis literature. This information should
emphasise performance measurement as a way to help organisations better
understand their processes and outcomes, allowing for a holistic, integrated analysis
of the organisation’s mission, goals and objectives in relation to its current
performance (Kravchuk & Schack, 1996: 349).

e Innovation

The OBP approach implementation was perceived as unique and brought innovation
to how departments assessed their programmes. There is the requirement for the
office of the Premier to continuously seek ways to meaningfully engage in an
outcomes-based assessment programme review in order to find ways to improve

managers’ learning and development.

¢ Monitoring Functionality

With planning and some function of M&E already existing in the organisational
functions of departments, the OBP approach was introduced to further create a focus
on outcomes. As suggested by Heinrich (2002: 716), it is required that the monitoring
functionality of the OBP approach be elevated to a focus-centred performance which

measures programme outcomes.

Just as structures already exist for "performance auditing," which is aimed at pointing
out breakdowns in operational controls and the implementation of functional
responsibilities and areas for cost reduction and operating improvements and so
forth, the OBP approach needs to operate at a level in which a system is designed to
focus management attention (at all levels) on the central organisational objectives (or

programme outcomes) and lessen the government's need for costly processes and
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compliance monitoring (Heinrich, 2002: 712). Learning may be accelerated through
low-level individual and team efforts in operational controls. The strategic
coordination, integration, and application of what is learnt throughout the
organisation and an understanding of the pit-falls in the design, reporting, and
analysis of performance measures, as well as the place of performance measures in
the managerial armoury should take pricrity in the OBP approach (Kravchuk &
Schack, 1996: 349).

5.3 Conclusion

The findings on the implementation of the OBP approach have uncovered vast areas
which need to be considered when working on improving the approach. Recognition
of all other existing operational structures prior to the development of the OBP

approach should work in a complementary manner.

In addition, it is to be expected that a change in the ways in which we do things will
occur, particularly in how we plan and monitor, towards creating a focus on the
outcomes. Such change can be brought about only through improving capacity in
M&E practice, as well as enforcing accountability in the manner in which it was
proposed in the recommendations. The main activity required for building the
system is the broadening of the government's efforts to realign the focus of
government accountability and performance analysis away from activities and
process measures, toward results or outcomes (Heinrich, 2002: 712). The
requirement of programme performance reports focus on the outcome through the
TWG structure which will provide political accountability for results and the

opportunity for increased responsiveness to programme managers.

5.4 Recommendations for Future Studies

The research study was limited to comparing the monitoring and evaluation practices
of the PMS system with the best practices or other best performing departments in
order to determine how effectively the approach can be used to improve monitoring
and evaluation. It is hoped that this study will constitute only the first step towards

further investigation as there are areas of understanding the approach
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implementation that are still lacking. It has not been long since the approach was
introduced and an extensive study on other possible ways of improving the PME

system in government should be considered.

5.5 Final Conclusions

Outcomes Based Priorities performance management is for increasing performance
activities at all government levels (Heinrich, 200: 712). While the intention of the
study was to identify how much the PME system has improved the approach on
managing basic education and giving recommendations, a theory has emerged as to

why the system is not pervasive in all departments.

The findings of the study show an improvement the OBP approach has had on
intergovernmental implications, rather than an individual focus by departments
participating in quality basic education, as well as the changed behaviour and
attitudes of participants in implementing the full delivery chain.

For full participation in the system and to build public accountability, departments
need to implement the approach in order to influence the behaviour of all individuals
in the organisation. By emphasising the empowerment of all managers in the
process of organisational learning, performance-improvement efforts will be
sustained (Heinrich, 2002: 713).

Nonetheless, the study does not unequivocally state that outcomes-based,
performance-management systems are more effective than traditional approaches to
bureaucratic control (that is, accountability for inputs and processes), but it creates a
focus on all levels of the results-based chain. What is needed then, is a framework
for system-wide performance measurement that acknowledges the diversity of
governmental goals, while providing information on aggregate efficiency and
effectiveness. Ideally, this framework should measure inputs, processes, outputs,
and outcomes, as well as beneficiaries’ satisfaction. Moreover, the system should
serve the purposes of both continual performance assessment and long-term
evaluation (Kravchuk & Schack, 1996: 349).
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In the light of these limitations, the most useful feedback that programme managers
might receive from a performance-management system would be those measures
put in place to increase their understanding of how their own policy and programme

decisions are linked to the programme outcomes.
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Appendix: 1 Questionnaire

Each of these questions is illustrated below:

Q1 Has there been any changes in how you manage basic education work / or work
contributing to basic education? (i)

{The researcher sought to determine any changes in managers’ behaviour and attitudes in
how they conduct their work and manage basic education)

Q1.1 How did you experience the ME system prior to the introduction of PME in 20107

Q1.2 What is your experience of the PME system currently (since its implementation in
2010)7

Q1.3 Do you think there has been a change in the PME system over a period of time?

Q1.4 If there was change in the PME system, did it benefit the education system and
specifically the OBP approach?

Q2 Has the PME system created a focus on intergovernmental arrangements between
the departments’ contribution in OBP 17 (i)

(The question inquires as to whether the OBP approach has brought working together
towards improving basic education ameongst the contributing departments in basic
education.)

Q3 Has this changed the culture in how you plan and manage hasic education as
applied in your overall management responsibilities? (i)

(The researcher sought to determine if there has been any change in improvements or a
lack thereof, since the introduction of OBP.)

Q4 (i) Has this approach brought any positive changes to how you do your overall
work? (if)

(The question asked aims to investigate if participants are implementing the culture of
performance monitoring and evaluation in all other management activities in govemment.)

@5 How has the investment in the PME System paid off in changing your behaviour
on implementing the full delivery chain? (i)

(The researcher sought to determine any changes in managers' attitudes in how they
conduct their work and manage basic education.)

Q6 How can the OBP approach be improved? (i)

(The participant was asked this question in order for the researcher to obtain information on
how improvements could be made in the OBP approach to improve negative experiences.)
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