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Abstract 

 

The purpose of this study was to explore monitoring and evaluation (M&E) of the public sector 

and to determine whether local economic development (LED) projects can be monitored and 

evaluated using project control techniques such as earned value management method (EVM).  

This study provides insight into institutionalization of monitoring and evaluation (M&E) within 

the context of assessing public sector development programmes and projects. Based on the 

deductive reasoning from international experience, EVM is critical for periodic monitoring of a 

project or programme to generate adequate information for assessment of performance of an 

organization.  The government is the main role player in local economic development, especially 

local government. The study was exploratory and employed qualitative methods to elicit 

information from the respondents whom were mainly the public sectors employees.  The 

purposive sampling technique was employed to undertake In-depth interviews with the selected 

respondents from different spheres of government in KwaZulu Natal. The study found that an 

effective monitoring and evaluation system was paramount to assess if the government was 

achieving its strategic goal. The study also found that the public sector has challenges of 

monitoring and evaluation. There was no system of M&E and it was undertaken haphazardly 

and poorly coordinated. LED was found to be poorly conceptualized or understood with no LED 

M&E plans at municipal level. A conclusion is that EVM is effective for monitoring and 

evaluating development projects including LED projects.   
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CHAPTER 1: INTRODUCTION 

 

1.0 Introduction 

 

A Theory of Change provides for better understanding of why monitoring and evaluation 

(M&E) is critical in development programmes. A theory of change explains the logic of 

interlinkages of strategies, goals, outcomes and activities. The fundamental principle is 

that a theory of change defines why strategies and actions must achieve a change. A 

change can be illustrated in a logical model which is an ingredient or element of M&E. 

Depending on the area of emphasis, a theory of change can be used interchangeably with 

a programme theory as they both explain the logical framework (Rogers, 2008). 

 

A Logical Model or Logical Framework defines the relationship between inputs, outputs, 

and outcomes of a development programme or project. M&E is a very essential process 

in the public sector because it provides for performance measurement of the public 

sector, its programmes and projects. It provides the wider stakeholders with performance 

information with regards to the interrelationship between inputs, outputs and outcomes. A 

measure of change of inputs, outputs and outcomes is a performance indicator (PI).  

 

The public sector by its nature must be accountable to the tax payers. It must explain to 

the tax payers and other interested stakeholders whether it has delivered promised 

programme activities according to plan. Therefore the public sector has a responsibility to 

develop strategic plans and action plans to implement programmes or projects in order to 

achieve its developmental goals.  

 

There are three main phases of a programme or project, namely, planning, execution and 

control. In terms of the theory of change and the logical model, planning is related to 

inputs which must be converted into outputs during the implementation process, and the 

control function is related to conversion of outputs to outcomes. Therefore, from a theory 

of change perspective, inputs must be processed into outputs and outputs be converted 

into outcomes. Outcomes can either be short-term or long-term and the long-term 
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outcome is an impact. An impact is a measure of the effectiveness of a project or 

programme of the public sector institution (Roger, 2008).  

 

According to Binns and Nel (1999), public sector institutions are required to promote 

development. This entails development of programmes and projects as a strategy to 

execute these development programmes and projects successfully. Nowadays, 

governments are under growing pressure to promote Local Economic Development 

(LED) as part of their development strategy. This means that government is the main 

actor of development and LED initiatives because of its responsibility to improve the 

quality of life of the people. According to Blakely (1989), LED is a process by which the 

public sector, local communities, the private sector and local government work in a 

partnership to create a suitable environment for local economic capacity and employment 

opportunities. The goal of local economic development is to enhance the value of local 

communities, their economic opportunities, and provision of quality jobs. According to 

Nel (2001), the ultimate long-term goal of LED is to improve the standard of living of the 

local people. In the early days of LED evolution, the focus was on growth and expansion 

of firms. The focus has shifted to LED which has a potential to benefit local communities 

through decent jobs and income opportunities. It is thus the responsibility of the 

government in collaboration with the private sector, local organizations, and local 

communities to create new economic opportunities which can be achieved through the 

process of LED (Blakely, 1989; Hindson & Vicente, 2005; Nel, 2001). 

 

Monitoring and evaluation is very important for economic development programmes 

such as LED. A monitoring and evaluation process is critical to assess if the desired local 

economic development outcomes, planned actions or projects have been achieved. 

Henderson and Bond (1966) settled the notion of whether monitoring and evaluation of 

economic development programmes was important. They define evaluation of economic 

development programme as the process of collecting information to make judgements 

about the changes and drawing conclusions about whether a set of planned activities 

contributed towards the desired outcomes. “The fact that objective information can help 

avoid ill-planned, poorly conducted development programmes means that there will 
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continue to be a place for evaluation” (Henderson & Bond, 1966:235). The availability of 

relevant information to track progress of LED is also critical for monitoring and 

evaluation (Bartik, 2002). In this study the LED projects are a platform to illustrate the 

main research problem, which critiques the issue of how the added value consequence of 

LED projects and monitoring and evaluation are measured (Gibb & Goldman, 2006). 

 

Added value consequence is better explained by means of earned value management 

(EVM). EVM explains the relationship between planned tasks and completed tasks on the 

premise that when a planned task is performed, it earns value. This study seeks to clarify 

further that EVM is a monitoring and evaluation tool which defines value both in terms of 

efficiency and effectiveness. In this study the LED definition by Blakely is adopted with 

an emphasis on the strategic economic development perspective and on public-private 

partnerships. Furthermore, the desired LED must empower local communities to 

participate in sustainable local economic growth. Given the broad objective to underpin 

success in social welfare and economic development, it is important to ensure that local 

economic development projects are effectively managed and controlled (Nel, 2001; Kim 

et al., 2003). 

 

This study develops a theoretical framework for understanding the various dimensions of 

added value that result from successful developmental projects and, for the sake of 

contextual application, locates the study within the field of LED. This study is primarily 

an exploration of the relationship between three ingredients: substance (LED), tool 

(monitoring and evaluation (M&E)), and method (EVM)). The first of these is the reason 

why the project control function exists, and the other two are part of the project 

management regime that should ensure a successful project implementation. This study 

also seeks to determine how public sector organizations such as local governments 

manage their LED initiatives in an environment full of inequality (ILO, 2008). For this 

task, a monitoring and evaluation perspective is utilised, because performance 

information is required to determine the successes and failures of LED (Bartik, 2002; 

Gibb & Goldman, 2006). 
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1.1 Overview of Local Economic Development (LED) 

 

Theories of economic development such as economic base theory, neoclassical base 

theory, entrepreneurship theories and location base theory to name a few, provide insight 

into the evolution of LED (Blakely & Leigh, 2010). In this study, LED is discussed in the 

context of it being a development strategy of the public service sector where local 

communities are in control of the external economic factors shaping them. Local 

communities are regarded as being the main role players during planning of local 

economic development. Since the main goal of LED is to improve the minimum living 

standard of local communities, LED is expected to translate into sustainable job creation 

for local communities as well as promotion of sustainable local economic growth 

(Helmsing, 2001; Meyer-Stamer, 2006). There is no single approach to LED but all 

approaches share a focus on strengthening the local economy (Slabbert, 2004; Simon, 

2000). 

 

In first world economies such as the United States the emphasis is on the free market 

system and building a state which is internationally competitive. In most developing 

economies such as South Africa, economic development is still evolving. Planning for 

LED found its base from the Republic of South Africa (RSA) Constitution (1996) and the 

White Paper on Local Government (1998). These policy frameworks mandate local 

government to be engaged in various economic development programmes at both 

provincial and national government levels.  

 

In South Africa LED policy went through a difficult process in the initial stages. Most 

municipalities concentrated on community development projects. Most of these 

community development projects were not economically viable (Bond, 2002). They did 

not achieve the desired developmental goal of improving the communities‟ quality of life. 

This became an additional challenge for the government as it struggled to deal with 

increasing unemployment and poverty. In response to this challenge, the government 

formulated a national LED framework with guidelines to implement LED (Bartik, 2002; 

ILO, 2008). South Africa is currently looking at how LED is contributing to building 
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local economies (Khanya-aicdd 2006; Rogerson, 1997). LED is relatively new and 

evolving in South Africa and its monitoring and evaluation processes are yet to be 

understood (Davis, 2005). 

 

The ultimate aim of LED is to achieve sustainable economic benefits as well as economic 

growth. Therefore the key success factor or measure of LED is its ability to meet the 

needs of local communities (Bond, 2002). In South Africa, LED also faces challenges 

such as lack of a clear strategy, poor stakeholder participation, and capacity constraints to 

name a few (DPLG, 2007; Khanya-aicdd, 2006). This has a very undesirable effect on the 

goals of LED which is to improve the quality of life of communities. Thus the importance 

of monitoring and evaluation of LED projects is critical to track performance and impact 

(Henderson & Bond, 1966; Goldman, 2005).  

 

1.2. The Problem Statement  

 

Institutionalization of a monitoring and evaluation system is best explained by looking at 

the role of government in promoting development. Development programmes and 

projects are executed by the government with the ultimate goal being to improve the 

quality of life of the people. To implement these development programmes and projects, 

the government uses limited resources such as financial resources. To ensure that these 

limited resources are used effectively, a monitoring and evaluation framework is crucial. 

The monitoring and evaluation framework has different tools, techniques and methods. 

The terms monitoring and evaluation tools, techniques and methods are often used 

interchangeably. There is a need to develop an understanding of how to develop and 

apply rigorous tools of monitoring and evaluation to determine the value adds that 

projects bring to intended beneficiaries. According to Baber and Miley (2002:3) “Earned 

Value is an evaluation tool monitoring the financial and timely progress of actual 

outcomes of any project”. Furthermore projects are directly linked to success of the 

organization executing them. Shenhar et al. (2001:700) state that “projects are part of the 

strategic management of organizations”.  
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Periodic monitoring of a project or programme is fundamental to generating adequate 

information. A performance indicator which measures if a performance target is achieved 

is a key factor in measuring the performance of a development programme or project. 

Performance information gives government management an indication of the direction of 

progress of a project or programme. A monitoring and evaluation process is therefore a 

key ingredient for accountability because it provides management with a decision making 

tool to control the development programme or projects. Through the feedback 

mechanism, a monitoring and evaluation process gives an indication of what and where a 

project‟s progress went wrong in terms of inputs, outputs and outcomes (Moeti, 2000).  

 

Most projects often fail to complete due to poor planning of resources and poor 

application of monitoring and evaluation methods or tools. Other reasons for porjects 

failures are poor estimation of goals and objectives (PMI, 2004). Of critical importance to 

monitoring and evaluating projects or programmes is availability of accurate, reliable and 

relevant information. Most literature on why projects fail has been on IT and construction 

projects. According to Shenhar et al. (2003), success factors for projects‟ performance are 

effectiveness, efficiency and the satisfaction of participants. Efficiency is a dimension 

which measures if a project meets both budget and task schedule goals. Effectiveness is a 

dimension which measures if a project has made a positive impact. The satisfaction of 

participants is a dimension which measures if customers‟ needs are met.  

 

This research study is contextualized within LED as a development approach to address 

the limitations of grand or centralized economic development, which over the years has 

failed to sustain development at local level. Furthermore LED is a development approach 

led by government to improve the quality of life of communities. In developing countries, 

there are huge distortions in economic development resulting in a low standard of living 

for the majority of communities, and a high unemployment rate. The success of socio-

economic development therefore hinges on the successful execution of LED projects at 

local level. LED is a strategy of government to address job creation through development 

programmes and projects (Bond, 2002).  
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Notwithstanding the fact that LED is a still evolving concept and somehow not well 

understood by LED practitioners in developing countries (Tomlinson, 2003), in South 

Africa the government has realized the importance of stimulating growth through LED 

projects. As Bond (2002:10) states, “Municipalities have engaged in research to identify 

the particular economic strengths of their locality”. Accordingly, these LED projects 

should be monitored and evaluated. Therefore the importance of monitoring and 

evaluation process in LED is explicitly critical. In essence, the success of LED projects is 

fundamentally a determinant of an optimal government performance. The question then 

arises as to how the success factors such as effectiveness can be tracked and measured to 

assess LED projects and value for money spent. It is in this context that a monitoring tool 

such as EVM is thought to be appropriate for LED projects. LED exists either as a 

process, a strategy and projects or programmes which makes tracking of progress of LED 

through M&E critical (Van der Waldt, 2004).  

 

1.3 Main Objective of the Study  

 

The main objective of this study is to provide insight as to why the public sector needs to 

control its development projects and to explore whether a monitoring and evaluation tool 

such as EVM is appropriate for development projects such as LED projects. After 

exploring LED and monitoring and evaluation, the study brings to light issues that need 

to be considered in the monitoring and evaluation of LED projects.  

 

Thus the Specific Objectives are as follows: 

 To determine whether EVM as an M&E tool can be a useful in LED 

projects/programmes.  

 Through assessment of some LED projects in KwaZulu-Natal, to explore their 

monitoring and evaluation systems. 

 To create a theoretical framework and approach to measuring value add within LED 

projects. 

 To explore monitoring and evaluation systems at provincial and local government 

level in order to determine their effectiveness. 
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1.4 Overview of Monitoring and Evaluation and Earned Value Management  

 

In order to provide an insight into the institutionalization of monitoring and evaluation 

(M&E) within the context of assessing public sector development programmes and 

projects it is important to explain what monitoring and evaluation is and its ability to 

assess public sector development programmes and projects. Monitoring and evaluation is 

part of the strategic management process, yet it is often overlooked. It should be noted 

that while there are many monitoring and evaluation tools, the focus here is on the earned 

value management method (EVM). Many authors such as Marshall (2006), Christensen 

(1998) and Warhoe (2004), to name a few, praise EVM as an excellent tool critical for 

managing and controlling projects and programmes of different kinds. Monitoring and 

evaluation which is a control dimension of project management, is important to monitor 

performance information of programmes and projects. Monitoring does not aim to punish 

defaulters but it is part of an evaluation process to determine if the performance has been 

according to plan for achieving the anticipated outcome (Uitto, 2004).  

 

Khan (2003) states that one of the shortcomings of development programmes in the 

public sector is the absence of an effective M&E system. Effectiveness is emphasized in 

this study mainly because M&E is about determining the effectiveness of development 

programmes as explained in programme theory. Roger (2008) explores the concept of 

programme theory and draws attention to three main concept frameworks for evaluation 

of an intervention. Roger (2008) states that the relationship between cause and effect can 

be explained by a simple logic model, a complex logic model, and a complicated logic 

model. A simple logic model is where the relationship between inputs, activities, outputs, 

outcomes and impact is linear.  

 

Monitoring is a continuous or on-going process of tracking the progress of projects or 

programme activities. It is a fundamental ingredient for collecting adequate information 

to track the progress of a development programme‟s planned activities, resources, 

outputs, outcomes and impact. The information collected through a monitoring process is 



9 
 

important for designing an appropriate action to correct deviation from the plan. 

Monitoring process is regarded as an early warning system which decision makers use to 

detect deviation from the plan in order to take corrective action (Khan, 2003).  

 

Evaluation is also a process within M&E, and is concerned with assessment of the impact 

of the programme or project as an intervention for achievement of specific objectives and 

outcomes. To distinguish between monitoring and evaluation does not imply 

disintegrating them, as they are strongly interlinked and complementary. Both monitoring 

and evaluation processes have the ability to collectively provide the basis for 

performance assessment of the public sector and its development programmes and 

projects (World Bank, 2006).  

 

It is important to briefly describe EVM, which is one of the tools and techniques to 

monitor and evaluate programmes and projects. Originally, EVM was mainly used to 

measure the physical (financial) progress of a project or programme. Over time EVM 

developed beyond assessing physical progress. Rose (2005) describes it as a powerful 

technique for measuring project performance and projecting final results or outcomes. 

Rose‟s description of EVM suggests that EVM and monitoring and evaluation are very 

interdependent. Tactically, EVM has the ability to provide for the integration of scope, 

schedule, and resources in order to measure project performance (Henderson, 2005). 

 

Technically, earned value is a result of completed tasks or activities and it is a ratio 

expressed as the percentage of the original budget of the project earned divided by the 

actual work completed (Stratton, 2007; Gray & Larson, 2003; Burke, 1999). An EVM 

system supports the strategic management process. It enables assessment of the actual 

project performance against a project baseline plan (Gray & Larson, 2003). The concept 

of earned value tests for value in the context of the resources and energies put into 

development against its impact, but raises the question: Is it the physical side of the 

project that reflects earned value or is it what beneficiaries gain from the project?  
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Earned value management parameters to measure project performance are planned value 

(PV), actual cost (AC), and earned value (EV). Planned value (PV) is an element 

representing the value of the planned tasks to be completed. The earned value (EV) 

element represents the value of completed tasks. In other words, when planned tasks are 

executed and completed they contribute to the project‟s performance. Actual cost (AC) is 

the actual costs incurred when executing these planned tasks (Stratton, 2007).  

 

No tool is a panacea for all problems of development and performance. Thus EVM offers 

more in terms of monitoring development projects than evaluation of development 

projects. This is based on the fact that evaluation goes beyond the assessment of the 

physical progress of the project or input-output relationship. Evaluation is mainly about 

assessing the outcomes and impact of development projects. An impact is an assessment 

of the long-term effect of the development programme on the beneficiaries or users of the 

projects. This poses a question regarding the suitability of EVM to LED, which has both 

qualitative and quantitative aspects (Lipke & Henderson, 2006)  

 

1.5  The Critique of Project Management  

 

Organizations rely on project management to help them to design and complete projects 

according to plan and within the limited available resources. Project management has 

been criticised as a discourse which lacks an empirical or theoretical perspective. Koskela 

and Howell (2002:293) state: “in prior literature, it has been generally seen that there is 

no explicit theory of project management”. However they point out that there are 

theoretical foundations of project management. These theoretical foundations are theory 

of project and theory of management. Jugdev (2004:15) supports this view and states that 

“Evolving disciplines, such as project management often lack a fully developed 

theoretical base and tend to draw from more established fields”. Project management has 

several tools and methods that are set to monitor and evaluate development projects 

(Koskela & Howell, 2002). One such tool is earned value management (EVM), which 

authors such as Dimitrova (2005), Warhoe (2004) and Brownsword and Smith (2005) 
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describe as the best tool to manage and control projects and programmes of different 

kinds.  

 

The Project Management Body of Knowledge (PMBOK) provides basic definitions of 

project management and its tools and techniques. Hyvari (2007) defines project 

management as the application of knowledge, tools and techniques to project activities in 

order to satisfy or exceed stakeholders‟ needs in a project. Project management 

effectiveness is also a measure of the quality of attainment of project objectives and an 

organization‟s performance. Koskela and Howell (2002) critique the theory of project 

management. They conclude that a new pragmatic approach to project management is 

required to create and bridge the divide between theory and practice in project 

management. In terms of a theory of project control, Koskela and Howell (2002) state 

that financial performance data is important in confirming how much work has been 

performed and providing information to be used for future projects. Their critique 

provides reasons to puzzle over whether monitoring of project specifics such as financial 

performance corresponds with performance on overall project objectives. Hence, this 

study seeks to examine whether EVM is a useful tool to monitor and evaluate 

development projects such as LED.  

 

Multiple project management tools and techniques exist and are available for project 

managers. However, it is a question of which ones suit an organization‟s objectives 

(Dimitrova, 2005). Hyvari (2007) states that earned value is one of these project 

management tools, which he defines as a quantitative approach that evaluates the true 

performance of the project. Sumara and Goodpasture (1997) describe the practical 

application of EVM to commercial projects. Amevor and Borizikowsky (2005) built a 

business case for EVM in the private sector. There is rich literature dealing with EVM 

and project management, including the studies cited by Marshall (2006), Fleming and 

Koppelman (2004), Christensen (1998), Anbari 2003, and PMBOK (2004) to name but a 

few. 
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While this literature treats projects as if they have universal characteristics, it needs to be 

asked whether this is a safe assumption. Local economic development (LED), for 

example, is unique for two reasons: first, it is intended for the public as beneficiaries and 

secondly, it is located within the public sector. Cost control and scheduled activities are a 

public and political matter, unlike in the private sector. Furthermore these are mainly 

quantitative attributes and LED also has qualitative aspects, which require a special 

monitoring and evaluation consideration. For instance LED must create a positive impact 

on the quality of life of society but there are other many interventions or variables which 

contribute to improvement of the quality of life of society (Christensen, 1998; Tomlinson 

2003). 

 

Chan (2001) introduces another angle to project management when he develops a 

framework for measuring project success in the construction industry. He argues that 

project success means different things to different people. This is further qualified by 

Westney cited in Dimitrova (2005) who notes that for a project to be successful, it is very 

important to keep its costs and budget under control. Directly linked to this, are 

Marshall‟s (2006) findings that EVM is a significant predictor of project success because 

it makes it possible to assess project performance at any point in time.  

 

Chan and Chan (2004) state that the public sector has a challenge to bring radical change 

in the way public projects are managed, planned, monitored and evaluated. They argue 

that public sector projects often overshoot their budget (cost) and timeframe (schedule). 

This poses a challenge to the public sector globally “to improve its ability to successfully 

complete projects” on time and within budget (Chan & Chan, 2004:2). To assess whether 

a development project is successfully completed there is a need to employ an effective 

monitoring and evaluation system in the public sector (Mbeya & Musyoka, 2005).  

 

PSC (2007) finds that there is a lack of a project and programme monitoring and 

evaluation system in the public sector in South Africa. This is confirmed by Cloete 

(2005) who finds that by and large project performance monitoring systems are an area of 

weakness for the public sector in South Africa. This is a continuous challenge despite 
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assertions by monitoring specialists such as Kusak and Rist (2001) who maintain that it is 

essential to improve government programmes‟ performance by designing a performance 

based monitoring and evaluation system to monitor results. On the other hand it can be 

argued that systems exist but are not used. Systems may not measure the right things by 

themselves and monitoring and evaluation should perhaps involve an element of 

continuous qualitative assessment. It is from this perspective that this study was 

conceptualized and a decision was taken to focus on LED projects as a case study of 

public sector projects that require monitoring and evaluation of both project efficiency 

and project impact. Impact requires reflection on what the measures of success are in 

LED. According to Shenhar et al. (2001:700) “No matter what the motivation for the 

project, the question of project success is strongly linked to an organization‟s 

effectiveness and to its success in the long run”.  

 

1.5 Strategic Management for Local Economic Development  

 

The importance of strategic considerarion in development programmes is underpinned by 

both the theory of strategic management and institutional theory.  According to Brown 

(1993) there is a need for institutional arrangements which catalyse effective use of 

problem solving talent and sustainable use of resources by different sectors. Hoskisson et 

al. (2000:249) also stated “Private and public enterprises have had to develop unique 

strategies to cope with the broad and rapidity of economic and political changes in 

emerging economies. It is in this context that strategic management of LED is reviewed. 

In emerging economies, LED and its monitoring and evaluation processes are mainly a 

local government responsibility. It stands to reason that strategic planning is a very 

crucial element in achieving a sustainable developmental outcome. Poister and Streib 

(2005) assert that an organization must have a systematic process such as strategic 

planning, which should be the starting point for any organization dealing with 

development programmes such as LED. Bryson (1995) defines strategic planning as a 

process of integrated planning to produce fundamental decisions on resources 

management, budget allocation and performance measures. Poister and Streib (2005) 

further state that strategic planning is not an end in itself, as there are other interrelated 



14 
 

elements of a strategic management process such as implementation and monitoring and 

evaluation.  

 

Strategic planning is critical for the strategic management of an organization. An 

organization needs to develop a vision of what it wants to achieve and how this will be 

achieved. Any organization without effective and efficient strategic direction lacks a 

vision or a strategy to improve its performance and to achieve its development goals. 

Although strategic planning contributes positively to the organization‟s good 

performance, it nevertheless depends on good planning practices and appropriate 

implementation and controlling frameworks. Strategic planning is useful only if it is 

carefully linked with other strategic management functions such as implementation and 

control (Du Plessis & Steyn, 2005).  

 

It is important not to confuse the management of resources with fulfilment of overall 

project objectives. There is always a risk of confusing the two, especially in projects like 

LED, which are controlled both by strategic planning and by finance legislation in the 

public sector. In South Africa, as a strategic management exercise, the public sector is 

required to prepare strategic plans for a period of three years. These strategic plans at 

local government level are called integrated development plans (IDP). All LED 

programmes and projects are located within IDPs. It is essential to determine whether 

there is an effective monitoring and evaluation system in place for development 

programmes and projects such as LED, as is provided for in the public finance 

management legislation and other policy frameworks.  

 

1.6 Overview of Research Methodology  

 

The main purpose of this study is to explore the underlying challenges of the public 

sector in terms of monitoring and evaluation of its development programmes. This study 

also seeks to explore EVM as a tool for monitoring and evaluation and if it is relevant for 

LED projects. Since this study is exploratory in nature, the relevant research 

methodology is one that will explore these challenges. The most prominent approaches in 
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research are qualitative and quantitative approaches. This study will lean towards a 

qualitative approach. The reason that the study is biased towards a qualitative approach is 

that LED is a developmental initiative which on its own requires in-depth qualitative 

analysis. Furthermore, exploring M&E requires in-depth analysis of qualitative 

information from the public sector. The case study method will also be used because 

within the case different research qualitative methods can be employed.  

 

The main respondents are practitioners of M&E and LED from the Provincial 

Departments and Municipalities in KwaZulu Natal. They were selected through a 

purposive sampling method. The respondents were interviewed to elicit information 

about their M&E systems and LED strategies and projects. The case study is a qualitative 

tool and is appropriate to collect in-depth information about M&E and LED of these two 

spheres of government. In-depth case studies involve collecting in-depth information 

from provincial government Departments such as the Department of Cooperative 

Governance and Traditional Affairs and the Department of Economic Development and 

Tourism. The local government municipalities included in the case study are eThekwini 

Metro, UMgungundlovu District Municipality and uMkhambathini Local Municipality. 

The reason for selecting these institutions is that they have operational LED components. 

The Provincial government departments have officials who are programme managers for 

monitoring and evaluation units. The LED practitioners from the municipalities and the 

programme managers from the provincial government department were selected as the 

respondents to be interviewed.  

 

The basis for opting for a qualitative research approach is that it enables the collection of 

in-depth information about M&E and LED projects. A qualitative approach allows the 

researcher to explore ideas, attitudes, behaviour, and needs. Newman (1994) states that a 

quantitative approach is also important where information to be collected is quantifiable. 

However, these two approaches are both useful and can be used simultaneously. As a 

result, a new paradigm or approach known as the multi-method approach has emerged. 

This new approach confirms that more than one approach can be used during the research 

process. 
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This paradigm shift towards a new research approach is supported by Esteves and Pastor 

(2004), who note that a multi-method approach can improve the research process and 

findings especially where there are series of projects and problems to be solved. Thus a 

multi-method approach provides a richer and clearer picture of what is going on with 

projects and stakeholders. In some cases the term mixed methods, instead of multi-

methods, is used as an umbrella term for a combined use of both qualitative and 

quantitative approaches. The research questions for this study will be better solved by a 

research design that is primarily exploratory. Thus this study has an option to employ the 

mixed or multi-method, but qualitative methods will be used (Martins et al., 2005)  

 

1.7 Limitations of the Study  

 

One of the main limitations of this study was that some municipalities consulted during 

the study did not have fully functional LED units. This resulted in the study employing a 

purposive sampling technique. The provincial government monitoring and evaluation 

units were also new and this posed a challenge in terms of assessing the impact of these 

units on the development agenda. A lack of human resources responsible for LED 

projects caused modifications to the original research plan and group discussions were 

subsequently cancelled.  

 

The time frames of the study were also limiting in terms of gaining access to all the 

necessary documents. Documents such as LED strategies and the IDP in some cases were 

not available at the time of the interviews. The Municipalities were also reluctant to 

release information they perceived to be sensitive, despite the fact that the information 

was related to their LED projects. One of the LED managers was new and she could not 

provide substantial qualitative information on their previous LED projects. 

 

As a consequence of the above limitations, Umsunduzi Municipality was dropped as part 

of the study. The project documents regarded as confidential were not given out by the 

practitioners as planned. This limited the ability of the researcher to display evidence of 
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the information collected from the projects. Nevertheless the project reports were 

reviewed in the offices and returned back immediately.   
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CHAPTER 2: LITERATURE REVIEW 

 

2.0 Introduction  

 

According to Roger (2008:29) “life is not simple but many of the logic models used in 

programme theory evaluations are”. Many approaches focus on linear models to build 

logic models while some are exploring non-linear models to manage their programmes 

and evaluation processes. A linear model seeks to solve straight forward programme and 

project problems. A non-linear model perceives that some programmes‟ problems are 

complicated and thus require complicated interventions. An invention can be simple, 

complicated and complex. A complex intervention poses the greatest challenge to 

monitoring and evaluation because the path to success is so variable it is hard to know the 

causal processes. One of the examples of a logical model was developed by the Kellog 

Foundation and has a linear causal path of input (resources), activity, output and outcome 

(impact). This model proposes that the results of a programme are dependent on a good 

plan of work to achieve the intended results (Roger, 2008).  

 

Building on this logic model, which Roger (2008) believes encapsulates a simple theory 

of change, is the issue of monitoring and evaluation of development programmes. This 

study focuses on the public sector and monitoring and evaluation of development 

programmes and projects such as LED projects. This chapter looks at three major 

processes or concepts believed to be pertinent to performance assessment of development 

programmes or projects in the public sector. These three major processes are: local 

economic development (LED); monitoring and evaluation (M&E); and, earned value 

management methods (EVM). 

 

Tomlinson (2003) argues that there is a narrow conception of the role of LED in South 

Africa. Tomlinson (2003:113) further argues that “LED is increasingly being used by 

central government to shift to local government some of the responsibility for dealing 

with unemployment and poverty”. LED is viewed in this study as a development 

approach, critical to address socio-economic problems such as unemployment and high 
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levels of poverty, while at the same promoting urban and rural development and business 

development. LED is also viewed as a process or a strategy to expand local economic 

activities in order to benefit the majority of local communities (Nel & Humphrys, 1999). 

In order to expand local economic activities, Mitchell (2002) states that LED strategies 

must be designed to empower local communities to achieve local economic solutions.  

 

A point of departure is to explore LED in the context of being one of strategies in the 

development agenda. The purpose of LED is to build the economic capacity of local 

communities in order to improve their quality of life. However, there is no consensus on 

the goals and purpose of LED and how it can be managed and monitored effectively 

(Isaacs, 2006). There is no concrete agreement on how to develop an LED policy, its 

strategy and projects (Hindson & Vicente, 2005). In South Africa and other Sub-Saharan 

countries serious economic challenges exist such as unemployment and poverty. Over the 

years, LED has emerged as a means to address these challenges. Therefore “the 

development strategy of local economic development or LED” (Nel, 2001:1003) is 

viewed as a means to improve economic growth and employment. However, there is a 

lack of emphasis on how this development strategy must be managed effectively in terms 

of planning, implementation, and control (monitoring and evaluation).  

 

Furthermore, Tomlinson (2003) concludes that LED has serious institutional challenges 

in South Africa. Tomlinson (2003:120) states that “The way in which LED is positioned 

within the country‟s economic policy agenda has led to its increasing irrelevance”. LED 

has not been effective if compared to other restructuring forces. Thus promoting 

evaluation and monitoring of LED projects is critical to achieving sustainable local 

economic development in South Africa. In order to enrich debate on the linkages of LED 

with other disciplines such as project management, community economic development 

and rural development, it is important to explore LED strategies and implementation of 

LED projects by different organizations or stakeholders at different levels. These 

organizations must have a partnership in order to achieve the desire outcomes of LED 

(Tomlinson, 2003).  
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It is not adequate to develop and execute development programmes and projects without 

considering their effectiveness . The focus has turned to outcomes and impacts of 

development programmes and projects (Uitto, 2004). “M&E is a tool that can help both 

proponents to ensure that their development actions are moving in the right direction to 

achieve the objectives” (Uitto 2004:10). M&E in this study is brought in to provide a 

broader context for assessing the effectiveness of development programmes or projects. 

The purpose is to explore its importance in the public sector as well its value as a tool for 

measuring the effectiveness of development projects and programmes (Courtney, 2008).  

 

Monitoring is the process of tracking the progress of a development programme in terms 

of inputs, outputs, outcomes and impact at national, provincial and local government 

levels. Evaluation is the process of objectively assessing programme performance 

indicators to determine if they measure development outcomes and if planned impacts are 

achieved (Mbeya & Musyoka, 2005). M&E is a control or final stage of the programme 

management process utilises several tools, including EVM. These tools determine or 

measure changes from the planning side (input) to the results side (outcomes).  

 

There is a substantial amount of literature on the earned value management methodology 

or system (EVM) (e.g. Warhoe, 2004; Anbari, 2003; Marshal et al., 2006; Chen,1991; 

Liptke et al., 2008; Kim et al., 2003; Vandervoorde & Vanhoucke, 2006). Brownsword 

and Smith (2005) assert that EVM is a monitoring and evaluation tool to track the actual 

progress of a project, including the actual cost, against the project plan. Anbari (2003) 

concurrs that EVM is a method that integrates three critical elements of project 

management. These elements are scope management, cost management, and time 

management. This view is also supported by Alvarado et al. (2004:95) who argue that 

“the fact that a project is spending its funding does not necessarily mean” the project is 

effective in achieving its objectives, and that costs or budget must be integrated with 

other elements such as time and quality. 

 

There is no question that EVM is a technique for programme control and that it has the 

ability to monitor the progress of programmes and projects of different kinds and sizes. 
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The question is whether these different programmes implicitly or explicitly include LED 

programmes and projects (Lipke et al., 2008). To address this question, LED is explored 

in much more detail in this study. EVM is also explored in the context of being a project 

management control technique that can enable organizations to monitor and evaluate their 

development programmes. Kim et al. (2003) asserts that EVM is a methodology to 

improve a development programme‟s performance in different types of organizations 

(public and private). It is the combination of these interconnections and other pertinent 

issues relating to monitoring and evaluation that this study aimed to explore with a 

specific focus on the public sector‟s development programmes and projects.  

 

It is also important to state that despite the fact that EVM is regarded as an excellent tool 

for programme management control, it is not a panacea and there are other methods of 

programme/project management control. Other programme/project control tools include 

the Programme Evaluation and Results Technique (PERT), the Critical Path Method 

(CPM) and the Log-frame, to name but a few. However, the starting point is to review 

LED and its fundamentals (Tomasetti et al., 2005). 

 

2.2 The Fundamentals of Economic Development  

 

Globalization has changed the rules that govern the world‟s economies, and this has 

forced many countries to adopt an LED approach (ILO, 2007). The critics of 

globalization feel that it does not necessarily address job creation, poverty alleviation and 

income inequality at the local level, especially in developing countries. They note that 

over the years, absolute poverty has increased dramatically in developing countries due to 

globalization. On the other hand, according to the ILO (2008), LED involves the 

participation of local people. It is a means to support the creation of decent work and 

poverty alleviation at the local level. Helmsing (2001) defines LED in the same way and 

includes management of local resources and promotion of economic growth. ILO (2007) 

describes LED as a participatory development process that encourages partnerships 

between role players and enables the implementation of a common development strategy.  
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It is important to explore LED in depth to determine what it is and why it is so important 

in the development agenda. The ILO (2007) states that LED is a strategy that provides 

and reinforces linkages between national and local levels. The ILO (2001) also states that 

LED is important and capable of creating suitable conditions for sustainable employment, 

the creation of small and medium enterprises and economic growth. This explicitly 

confirms that LED has three distinct elements – local, economic and development. 

 

To further elaborate on these elements, „local‟ denotes that all development processes 

must be undertaken at local level. The ILO (2008) contend that LED initiatives always 

take place within a specific territory or boundary, which is contrary to a general 

development strategy that is sector bound e.g. community development. „Economic‟ in 

LED reflects the importance of economic growth, employment generation and enterprise 

or business development at local level. In a nutshell the origin of this element lies in 

development theories. „Development‟, which is the last element of LED, explains the 

importance of the participation of all local stakeholders. Therefore LED must be always a 

participatory process involving all local stakeholders or their representatives in order to 

strengthen social cohesion, skills development, institutional capacity building and an 

improved standard of living (ILO, 2008). 

 

LED has a specific objective, which is to mitigate economic changes to satisfy local 

communities‟ needs effectively and sustainably. In order to achieve this objective, LED 

processes must allow local people to participate fully and increase their socio-economic 

status and decision-making powers to improve economic growth. LED must also act as a 

bridge that connects local, national and international economic development agendas 

(Bond, 2002; ILO, 2008; Khanya-aicdd, 2006). According to the ILO (2001), it is a 

challenge to connect to that bridge, because it is often difficult to integrate local 

development strategies into national, provincial, and local policies, as sectoral approaches 

to development still persist. The fact that there are several actors and/or stakeholders in 

LED makes assessment and coordination of LED a further challenge.  
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According to Helmsing (2001) the LED actors are community organizations, local 

producers and associations, and local government institutions. Meyer-Stamer (2006) 

identified the LED actors as the private sector, the public sector and the community or 

workers. Meyer-Stamer (2006) further identified three types of companies as the main 

targets of LED initiatives: external investors, local companies, and start-up companies. 

Local government is often regarded as the main actor. It is held that LED processes such 

as local economic analysis, and the development of a local economic plan and local 

economic development programme must be undertaken by local government, and their 

execution must be undertaken in broad consultation with the local community (Meyer-

Stamer, 2006).  

 

These assertions about the LED actors need further exploration to determine why 

coordination of LED is a continuous problem in developing countries. In the case of 

South Africa there are three spheres of government: national, provincial and local 

(Simon, 2000). According to Davis (2006) these spheres are important LED actors 

collectively, but they have different roles and responsibilities. He asserts that at the 

national and provincial levels, the governments‟ roles and responsibility are supposed to 

be more strategic than operational. In a nutshell, it is at national and provincial 

government levels that the outcomes of development need to be monitored and evaluated. 

One example of such development is LED.  

 

While the outcomes are strategically determined at both national and provincial 

government levels, the outputs are better determined, monitored and evaluated at the 

local government level. With regards to LED, local government must be concerned with 

LED planning, LED programmes and project execution, and LED monitoring and 

evaluation. Helmsing (2001) asserts that local government must provide an enabling 

environment to coordinate the participation of all LED actors at local level and to involve 

them in planning, execution, and monitoring and evaluation of the programmes.  

 

The general consensus is that LED is a new concept, especially in developing countries. 

According to Binns and Nel (1999:392) “the concept of LED should be used generically 
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to characterise a broad category of locally based and controlled development”. Davis‟s 

(2006) assertion that the concept of LED in South Africa is fairly new supports this view. 

There are many challenges facing LED, including the lack of a clear strategy, lack of 

coordination, lack of stakeholders‟ participation, and capacity constraints, to name but a 

few (Department of Provincial and Local Government (DPLG), 2006; Khanya-aicdd, 

2006). Meyer-Stemar (2006) states that LED is still an emerging discipline, especially in 

developing countries like South Africa. Davis (2006) also states that LED is relatively 

new and its impacts are not clearly understood. This makes monitoring and evaluation of 

LED even more difficult. Meyer-Stemar (2006) reiterates that LED is a pervasive 

practice, which lacks an academic conceptual consideration. 

 

Institutions like the World Bank and the developed countries provide very interesting 

lessons regarding LED. South Africa as a developing country engaged in LED must learn 

from these established institutions. The challenge is that many countries approach LED 

differently. Hindson and Vicente (2005) asserts that this is because the circumstances in 

different communities differ. The bulk of LED strategies, programmes and projects are 

currently implemented at the local government level, i.e. municipalities. Nel and 

Rogerson, cited in Davis (2006), state that in South Africa most of the larger 

municipalities regard their LED strategies as pro-growth, rather than as pro-poor. 

However, this view is contrary to Nel‟s (2005) view that government policies must 

support and encourage pro-poor LED in South Africa.  

 

It is important to undertake an analysis of LED in South Africa with a special focus on 

government policies. Nel (2005) notes that the government‟s policy to deal with LED, 

pragmatically entitled „Policy Guidelines for implementing LED in South Africa‟ aimed 

to close the gap between what was termed the formal (First) and informal (Second) 

economy. Nel (2005) further justified why LED in South Africa must be pro-poor. The 

government assigns obligations and development powers to local government to address 

the needs and requirements of poor communities such as poverty reduction. The Local 

Government White Paper of 1998 was another policy document intended to empower 

local government with the responsibilities to achieve LED and to enhance employment 
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creation as well as the development of small or micro business enterprises. Unfortunately 

there is no evidence to conclude that the desired outcomes have been achieved (Nel, 

2005). 

 

The benefits of LED are that it enables a more people-centered approach, enhances 

economic growth and reduces poverty, which in turn promotes economic development in 

all areas. In South Africa there is evidence to suggest that LED has achieved this 

outcome. According to Rodriguez-Pose and Tijmstra (2005), through LED local 

institutions such as local government have become interactive and flexible by engaging 

with other local economic and social sectors. Previously these local institutions were 

operating in a remote environment without any participation and input from local actors. 

The other benefit is that LED aims to integrate the objectives of creating sustainable 

growth and building a stronger local society while creating high quality employment 

opportunities for local people. However for these benefits to be achieved and to be 

sustainable depends on sound LED policies being implemented, monitored and evaluated 

(Rodriguez-Pose & Tijmstra, 2005).  

 

Meyer-Stemar (2006) developed a conceptual framework he called „the Hexagon of 

Local Economic Development‟. This framework intended to organize the key issues, 

which have been missing from the LED concept. In this instance, the hexagon shape is 

made up of six angles along which it is possible to organize concepts and instruments of 

LED. The Hexagon is made up of the target group of LED, location factors, synergies, 

sustainable development, governance, and process management. Meyer-Stamer (2005) 

further asserts that the Hexagon conceptual framework helps LED practitioners to 

understand the perspective and complexity of LED. For example, it is important to 

consult LED stakeholders, since economic development is only sustainable through the 

efforts of different organizations. Furthermore, these organizations should not operate in 

„silos‟ but they must form a synergy or synergies (Meyer-Stemar, 2006). 
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2.2  Putting LED and other Developmental Agendas Together 

 

Many advocates of LED such as Binns and Nel (1999), Blakely (1989), and Tomlinson 

(2003) emphasize that LED is a process or strategy to improve local economic growth 

and job creation involving a number of local actors. These advocates also believe that 

LED is more than only economic development because it can play a critical role in the 

social upliftment of the local people, and poverty alleviation (Isaacs, 2006). However 

Human (2007) argues that it is a contradiction to link LED with poverty alleviation 

because this could have a negative impact on LED.  

 

Analysing the differences between LED and other development strategies, Rodriguez-

Pose and Tijmstra (2005) state that there should be successful coordination between LED 

and other development strategies such as agricultural development, tourism development, 

infrastructural development and housing development. To elaborate on this point it is 

important to explore a few of these development sectors and explore their interlinkages 

with LED (Isaacs, 2006).  

 

2.2.1 Local Economic Development and Agriculture 

 

In the early stage of social and economic development, agricultural development appears 

to be the main driver. Local economic growth at an early stage of development relies 

heavily on primary agriculture. In developing countries like South Africa, rural areas are 

predominantly dependent on the agricultural sector. Many poor people live in rural areas, 

and it is critical to balance rural development with urban development. The most 

integrated development strategy or approach is LED (Isaacs, 2006). It is important to note 

that agricultural development not only benefits local economic growth, but promotes 

sustainable livelihoods for the people in a rural community (Manona, 2005).  

 

Exploration of LED in relation to agriculture is important in order to reflect on the role of 

an LED approach to rural communities. Human (2007) found that agricultural projects 

were put forward as examples of LED projects in many municipalities. The sustainability 
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of LED projects or initiatives as reflected in the IDPs of these municipalities was 

questionable. The projects listed in the IDPs were not linked to any timeframes, 

milestones or budget. In project management terms, these three elements are often 

referred as the „iron triangle‟ and these elements play a vital role in the monitoring and 

evaluation of programmes and the measurement of the performance of an organization 

(Human, 2007).  

 

Poverty is one of challenges facing local economic development. Tomlinson (2003) feels 

that it is a narrow view to advance LED mainly to alleviate poverty. Nevertheless some 

countries, including South Africa, are promoting „pro-poor‟ LED. Rodriquez-Pose and 

Tijmstra (2005) argue that promoting a pro-poor LED strategy gives LED a bad name. 

They argue that the result of the pro-poor LED have been disappointing. Nonetheless, 

transformation of the agricultural sector to promote LED is crucial to transform the entire 

economy of a country (Manona, 2005). The advocates of pro-poor LED believe that it 

could promote pro-poor development while avoiding urban bias (Manona, 2005; Khanya-

aicdd, 2006). LED has a role to play as a key development strategy to fight poverty and 

understanding the precise nature of poverty remains a challenge. This is even more 

difficult in South Africa, where as Manona (2005) notes, LED is in its infancy, and there 

is inadequate information to determine its success stories.  

 

Manona (2005) reiterates that LED needs to be evaluated. It is difficult to assess LED 

projects which are agriculturally oriented without considering the effects of other factors 

like agricultural extension. In this case the challenge is to determine the kind of 

information that needs to be collected to evaluate LED and its ability to alleviate poverty 

and unemployment while promoting economic growth. Evaluation is not a standalone 

process, but rather an integrated process where the community should be fully involved 

to determine agreed objectives and expectations. Evaluation should not only be 

undertaken at the end of the project life cycle. This point is explored in the subsequent 

sections. However the argument is that every programme must be evaluated, including 

evaluation before the programme or project is executed. This is referred to as ex-ante 

evaluation (Motherway, 2006). 



28 
 

2.2.2 LED and Integrated Infrastructure  

 

According to Rives and Heaney (1995) the relationship between infrastructure and local 

economic development is well established. There are two types of infrastructure such as 

point infrastructure and network infrastructure. Network infrastructure provides 

interlinkages of economic units across space at local and international level. 

Infrastructure is a means of service delivery to meet the basic needs of the community. 

As Hassen (2000:1) states, “there is a growing body of literature that is focused on 

understanding of infrastructure delivery as part of programme for eradicating poverty, 

reducing income inequality and unemployment”. The main role player with regards to 

infrastructure delivery is the government. However, the private sector is also critical in 

accelerating infrastructure delivery (Hassen, 2000).  

 

Infrastructure delivery can also be assessed in terms of its economic impact on the lives 

of communities. The contribution of infrastructure delivery to economic growth and job 

creation is well established. This view is based on the fact that infrastructure delivery 

plays a pivotal role in facilitating a smoother and cheaper flow of information and goods 

(Hassen, 2000). Infrastructure also creates economic linkages to sustain economic 

development. Based on these assertions, there are no doubts that access to effective and 

efficient infrastructure is a cornerstone for successful LED. There is also no doubt that 

infrastructure delivery along with LED promotes economic growth and employment 

creation (Masika & Baden, 1997).  

 

Infrastructure is generally defined in terms of a sector approach, services and physical 

facilities such as roads, water and waste management, communication systems, transport 

systems, electricity, sanitation, and health services. Masika and Baden (1997) state that 

infrastructure is an important instrument of economic development and therefore 

government must devote high levels of investment to it. This will provide an enabling 

environment for the sustainable economic production of goods and services, as well as 

for equity and poverty reduction. In terms of infrastructure‟s contribution to reducing 
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poverty, poor communities benefit from employment opportunities during construction of 

infrastructure facilities (Masika & Baden (1997).  

 

Infrastructure development is relevant to economic development even at local level. 

Private sector and community participation need to be part of the equation, as the 

government cannot succeed on its own. Smith (2004) states that in South Africa, most 

rural municipalities have ineffective infrastructure especially water, sanitation and 

electricity. There is institutional fragmentation due to the apartheid legacy and backlogs 

in service delivery. Linked to this challenge is poor integration of development efforts at 

the municipal level. According to Smith (2004), the effect of this poor coordination 

results in little meaningful support for LED. There is a need for an appropriate review of 

the impact of infrastructure investment on economic development and poverty reduction. 

This review should include an assessment of the gender balance and participation during 

infrastructure development (Masika & Baden, 1997). 

 

Housing development in rural poor communities is seen as part of an LED strategy as it 

has a potential to improve capital investment and housing affordability. GTZ Consulting 

and Research (2006) found that decreasing housing affordability has a negative impact on 

economic capacity. The solution lies in policy reform to address housing problems at the 

local level. This requires that economic development and housing development strategies 

be integrated to create economic opportunities through structural economic changes, local 

ownership of resources, social development, and access to capital.  

 

GTZ Consulting and Research (2006) also assert that there is a relationship between 

housing development and LED. More skilled people move from economically declining 

regions to economically booming regions due to LED. Therefore the declining regions 

lose valuable resources such as skilled labour in the process. It is further argued that 

access to infrastructure in rural areas has been minimal and that this has had a negative 

impact on rural businesses. Thus poor infrastructure, which is predominant in rural areas, 

has a negative impact on LED.  
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Tourism development is another major example of integrated infrastructure that creates 

local economic activities, which contribute to local economic growth. Promoting local 

investment ultimately attracts foreign investment and retains employees. This confirms 

that there is a positive impact and that prosperous sustainable local economic 

development accrues from tourism development (Daniels, 2007). The government has a 

critical role to play in improving the local economy. Local government is the main actor 

for successful implementation of LED strategies. Daniels (2007) states that local 

government must improve the quality of life of the local communities through 

infrastructure development.  

 

2.3  Towards Monitoring and Evaluation of Programmes 

 

Monitoring and evaluation (M&E) in the public sector is getting more appreciation in 

recent times. As a consequence many countries “are working to ensure a results 

orientation through building or strengthening their [M&E] systems (Mackay, 2006:1). In 

Chapter 1 M&E was defined and explained in detail. This section will explore the 

theoretical base for M&E. Elkins (2006:1) views M&E as an instrument in the field of 

development that supports “evidence-based decisions in the implementation of 

development interventions”. According to Roger (2008), it is the theory of change or 

programme theory which underpins M&E. Programme theory, theory of change or 

theory-base evaluation, and programme logic refer to a variety of ways of developing a 

causal model which links inputs, activities, outputs, and outcomes (Roger, 2008).  

 

The causal model is called a logic model and is expressed graphically to illustrate the 

relationship among input-output-outcome-impact. A concept of complexity has been 

introduced in the logic model and Roger (2008) develops a framework for classifying 

different aspects of complexity which is addressed by programme theory. Roger (2008) 

however admits that there are many definitions and conceptualizations of complexity. 

The distinction is between what is simple intervention (standard series), what is 

complicated intervention (lots of parts) and what is complex intervention (uncertain and 

emergent). Therefore, undertaking evaluation of a simple intervention poses no challenge 
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as it is like a recipe to follow. Complicated interventions and complex interventions pose 

a challenge to monitoring and evaluation and to reach agreement on methods and data 

collection. For instance complicated interventions have many variables that make it 

difficult to monitor and evaluate or to articulate in advance (Roger 2008). 

 

Simple logic models are somehow appropriate as they show a linear causal path of inputs, 

processes (activities), outputs, outcomes and impact. It is debatable though if simple logic 

models are appropriate to social capital interventions such as education, health and social 

welfare. The intervention to improve the quality of education is one example of complex 

intervention. There are too many variables to monitor and articulate as contributing to a 

quality of education at any point in time (Roger 2008). M&E requires sufficient 

agreement on the criteria, methods and tools for undertaking evaluation (World Bank 

Group, 2007). 

 

Monitoring as defined earlier is about continuous and systematic collection of specific 

data in order to track the progress of a development project or programme. Evaluation is 

more related to assessment if the intervention has the desired impact or change to the 

intended beneficiaries (CREST, 2005). The change can be expressed in a simple causal 

model or logic but the change can be complex or complicated to follow the causal path. 

Roger (2008) also states that a cause-effect relationship can be traced for both 

complicated and complex interventions by using a logic model. These complicated and 

complex interventions require a flexible theory of change evaluation. This means that 

evaluation should be undertaken of different parameters and at different intervals of a 

complex intervention (Roger, 2008; Hosein, 2003).  

 

Lessons learned from previous M&E experiences must recorded in order to deal with 

some challenges of M&E. An M&E system must be designed in such a way that the most 

accurate and relevant information is collected, collated and analyzed. The system must 

also contribute to the success of the programme or project through the generation and use 

of reliable and useful valid data (World Bank Group, 2007). Ittner and Larcker (1997) 
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state that M&E systems are critical for organizations such as the public sector to achieve 

improved performance and positive results.  

 

2.4 Performance Management in the Public Sector 

 

It is important to draw attention to the importance of M&E in the performance 

management of the public sector. Van der Waldt (2004) states that performance 

management is a process of determining achievements of goals and vision of an 

organization such as the public sector. Performance management is based on whether an 

organization has developed successful strategic goals and corrective performance 

measures. In South Africa, government institutions face a serious challenge of achieving 

success in their policies and programmes. Van der Waldt (2004) feels that these 

challenges require proper performance monitoring and evaluation systems that can 

integrate the functions and activities of the government. Questions should be asked about 

the relevance and quality of performance information. Chan and Chan (2004) define 

performance information as a data set, which contains qualitative and quantitative 

indicators to measure both effectiveness and efficiency.  

 

The focus in the past has been on assessing if inputs produce desired products or outputs. 

The emphasis is now shifting towards the outcome or impact of an organization‟s 

development projects and programmes. A development project or programme must 

produce a positive change to the life of the participants or customers. Therefore 

monitoring and measuring performance ascertain if an organization‟s strategic objectives 

and development programmes‟ outcomes are being achieved as planned (Chan & Chan, 

2004; van der Waldt, 2004). 

 

Given the above assertions about the importance of an organization‟s performance, every 

organization needs a system to assess and evaluate if there is value for the money spent 

on its programmes. Measurements such as economy, effectiveness and efficiency are 

critical determinants of an organization‟s performance successes or failures. It should be 

asked if an organization has an effective system to monitor and evaluate the programme 
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performances. The answer to this question by and large depends on the integrated 

performance information tools in place, and EVM could be one of those tools (Elkins, 

2006).  

 

2.5  Earned Value Management as a Monitoring Tool  

 

Both monitoring and evaluation (M&E) and project management have been explained in 

the context of being critical to the performance of the public sector, its projects and 

programmes. This section explores EVM as one of the tools of the project management 

control process which is M&E. It is important to define what EVM is in relation to the 

project management process. The project management process is comprised of the 

following sub-processes: planning, implementing, and controlling (M&E). The Project 

Management Institute (PMI) (2005:1) asserts that “EVM has proven to be one of the most 

effective performance measurement and feedback tools”. EVM is reviewed in this 

section. It is an integrated programme approach which, according to Marshall (2006), 

provides the basis for monitoring and forecasting projects‟ performance.  

 

2.5.1 Definitions of EVM  

 

Several definitions of EVM exist. It has been variously defined as a methodology, a tool, 

a system and a technique and most authors conclude that it can monitor and evaluate 

projects or programmes. Marshall (2006) defined EVM as a comprehensive project 

control methodology, which is capable of managing and monitoring an organization‟s 

projects during planning, scheduling and budgeting. Kim et al. (2003) elaborate that 

EVM is a project management technique or methodology that is useful irrespective of the 

type of organization (public or private). Warhoe (2004) defines EVM as a system that 

incorporates and integrates the project schedule, and the budget estimates, and scope in 

order to reliably monitor project performance from the beginning to the end. This 

definition is supported by Rose (2005) who refers to EVM as a simple and powerful 

technique or tool for the performance measurement of an organization.  
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These definitions of EVM confirm that in project management, the measurement of 

project progress or performance is always vital. There are three main elements in 

assessing or measuring project progress: schedule, cost or budget and scope. It is 

important to elaborate on the importance of these elements. According to the PMI (2004) 

project managers often talk about “triple constraints” when referring to project costs, 

scope and budget.  

 

However, the debate about project success and its relationship to project performance and 

project management is ongoing. The most interesting debate relates to the meaning of 

what project success entails. Many authors, including Dvir et al. (2003), Lim and 

Mohammed (1999) and Shenhar et al. (2001) note that there is no agreement on what 

project success means. Dvir et al. (2003), in their study of the relationship between 

project planning and project success, assert that project success means different things to 

different people. The project may be viewed as successful in terms of meeting the 

planning objectives such as schedule, budget, and performance objectives. The same 

project may not have met the end-user‟s needs, and accordingly may be viewed as 

unsuccessful (Dvir et al., 2003; Shenhar et al., 2001).  

 

Shenhar et al. (2001: 700) assert that although defining and assessing project success may 

sound like a simple process, it is a very intuitive strategic management process, which 

can help to align project efforts with the short-term and long-term goals of an 

organization. The project management literature is divided on the notion of what project 

success means, but one of the approaches to measure project success is by way of 

determining whether the project has met its time frames, budget and scope. However, 

Shenhar et al. (2001:700) are of the view that “there are many cases, where this approach 

is simply not enough”.   
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2.5.2 What is earned value? 

 

Many authors have reflected on the importance of EVM and why it is important. This 

includes Fleming and Koppelman (2004), Kuehn (2007), Warhoe (2004), and Kim et al. 

(2003) who all assert that EVM is a vital project control technique that assesses the 

physical work accomplished in relation to the approved budget, scope and quality of a 

project. Anbari, (2003) adds that EVM has been widely and successfully applied in 

projects associated with the US Federal Government over the years.  

 

Wilkens (1999) elaborates on the concept of “earned value”. He alludes to earned value 

as but one key element of the EVM, which measures the physical progress of a project. 

His assertion is that earned value is directly related to the percentage of the project 

completed. Warhoe (2004) defines earned value for projects in terms of budgeted 

elements for projects that are completed; thus, if project tasks have not started, the earned 

value remains zero. Thus earned value consistently provides for analysis of project 

progress and cost performance over time.  

 

Christensen (1998) views earned value as a special metric to manage and control any 

project. He further asserts that the effective use of earned value is dependent on an 

adequate project management control system. This assertion is consistent with other 

views, such as those of Marshall (2006) who asserts that EVM effectiveness is highly 

dependent on effective project plans. Marshal (2006) also concludes that EVM is a 

significant contributor to project success regardless of contract type.  

 

Marshall (2006) asserts that the building blocks of all EVM metrics are earned value, 

planned value and actual cost. He further elucidates that these metrics are important for 

the purpose of monitoring and forecasting project performance. Stratton (2007) clarifies 

that planned value is more related to the value of tasks to be completed while earned 

value should be understood in terms of completed tasks, because project tasks only 

contribute to project earned value once they are completed.  
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The above points are important in project planning as well as in project performance 

assessments especially when considering cost-benefit analysis as an element of assessing 

performance. If the planned activities or tasks are completed, they earn value equal to the 

project‟s budget. A third element built into the system is the actual cost. Consistent with 

other definitions of EVM, the cost factor is a vital element in assessing the performance 

progress of a project or programme (Stratton, 2007). 

 

2.5.3 Why Earned Value Management is Important?  

 

EVM is a very important methodology, system or technique to monitor development 

projects, and has several advantages for an organization such as the public sector. EVM 

“is a project management tool that provides significant managerial benefits by identifying 

project‟s deliverables and tracking performance overtime” (Kauffmann et al. 2002:13). It 

assesses the project‟s performance by assigning a value to work planned and work 

completed.  

 

Iranmanesh and Zarezadeh (2008) assert that one of the problems facing project 

managers in recent times is accurate time estimation and cost of work completion in a 

project. They assert that an integrated control and communication technique is required to 

assist a project manager to achieve the project‟s intended outcomes and the successful 

completion of the project. Earned value management is a recommended programme 

management method because it enables project managers to identify and control 

problems before they become insurmountable.  

 

It is also pertinent to reflect on the evolution of EVM. Warhoe (2004) indicates that there 

have been various forms of EVM since as far back as 1800. In 1960, the United States 

Department of Defence adopted the Cost/Schedule Control System Criteria (C/SCSC), 

which is now known as EVM, to solve the problems of over budgeting and behind 

schedule performance of projects. Therefore “earned value management seems to be a 

recent requirement, but the technique has been around for a long time” (Kuehn, 2007:1). 

Kuehn, (2007:1) also provides a simple answer to the question of why EVM, when he 
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concludes “if implemented properly, it really works!” Furthermore Kim et al. (2003) 

concluded from their study that there is high acceptance by senior managers and project 

managers that EVM can be a monitoring tool for various projects and organizations. This 

includes both private and public sector.  

 

Despite the fact that EVM was first used in the public sector, it is also a useful 

methodology and valuable decision-making tool to underpin programme/project 

management for the private sector. Affirm (2006) alludes to this fact when referring to 

EVM as a costing saving tool or technique to measure project success. However, EVM 

requires a strong strategic articulation with clearly defined, measurable performance 

goals. It is also indicated that EVM is highly dependent on the executives of 

organizations, both private and public. This point is also made by Kahn (1998) when he 

states that EVM is dependent on a „top-down approach‟ to succeed. A top-down approach 

is when decisions are taken from the top structure of an organization such as the 

executive without participation of the beneficiaries of a development project or 

programme.  

 

2.5.4 Advantages and Disadvantages of EVM 

 

One of the advantages of EVM is that it is a good performance tool to manage and 

control organizational programmes and projects (Kim, et al. 2003; Gonzalez, 2005). Leu 

and Lin (2008: 276) assert that another advantage of EVM is its ability to increase 

opportunities for project success. EVM has elements which can be used as “indicators of 

poor performance”. EVM is a system that provides for both in-depth performance 

evaluation and a cause-and-effect analysis (Leu & Lin 2008). EVM also promotes 

excellent visibility of overall project performance (Affirm, 2006). 

 

One of the disadvantages of EVM, according to Flemning and Koppelman (2006), is that 

it is overly prescriptive. They recommend that a way be found to capture the important 

fundamentals of EVM without being overly prescriptive. This view emerged from the 

notion that there were 35 fixed criteria for EVM, which were later reduced to 32. These 
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refer to the criteria required to certify that a project is executed according to EVM 

principles. Fleming and Koppelman (2004) argue that these criteria were originally 

written for complex, major projects and may be problematic in smaller projects.  

 

EVM was found not to be performed by some organizations, despite its noble objective to 

assess actual project performance against a project baseline plan. EVM also provides 

important information to show if a project is on track or behind schedule (Gray & Larson, 

2003; Burke, 1999; Anbari, 2003). Kim, et al. (2003) state that organizations do not use 

EVM because of lack of sufficient resources, lack of administrative expertise on the part 

of project managers, and lack of experience on the part of EVM users. These assertions 

were also supported by Gray and Larson (2003).  

 

Elaborating on the „top-down approach‟, senior management of an organization is 

expected to provide adequate resources, but in many organizations this is not the case. 

Thus the buy-in of the top management is critical to support project managers to access 

adequate resources to sustain development and to provide training to improve knowledge 

of the EVM processes. As Kahn (1998) points out, both top-down and bottom-up 

approaches are critical and any project control technique that depends on only one 

approach is always problematic. 

 

Although EVM has been recognized by many authors as an integrated system of project 

control which can measure project progress, there are several other recognized project 

control techniques such as the programme evaluation review technique (PERT) and the 

critical path method (CPM). Most authors view these techniques more as network 

diagrams or „image‟ techniques to represent project activities. For instance CPM is 

viewed as the most common network diagram for analyzing, planning, and scheduling 

projects (Taxen and Lillieskolds, 2008). McCrary et al. (2007) assert that these two 

closely related network modelling techniques provide the ability to estimate project time. 

Work breakdown structure (WBS) and the Gantt chart are two other important 

programming tools. WBS is a deliverable-oriented grouping of main project tasks in 
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order to organize and define the total scope of the project deliverables into manageable 

work packages (PMBOK, 2000).  

 

2.5.5  Challenges of EVM 

 

While EVM presents many positive attributes, the challenge is to promote the adoption of 

EVM by organizations in developing countries. Anbari (2003) notes that for EVM to be 

successful it must be accepted by organizations, and as a project management strategic 

tool it must be used for better planning and effective management of an organization‟s 

resources. This viewpoint is stated emphatically by Longworth (2002), who notes that the 

first step is to set up an EVM system that will be based on a well thought out project 

management plan. 

 

Vargas (2003) cites a number of further challenges relating to EVM, which are related to 

either internal or environmental factors. These include a lack of comprehensive 

knowledge of how EVM works, anxiety concerning the adequate use of EVM, and the 

high cost of its implementation. EVM requires a perfect and adequately resourced 

monitoring system to be successful. Vargas (2003) cites Wideman who states that 

substantial effort is required to maintain EVM and that it needs a qualified team to 

execute it. He also states that the availability of adequate staff who are experienced in the 

use of EVM as a tool to control project performance is limited. 

 

Christensen (1998) acknowledges that EVM presents challenges, but he believes that its 

benefits exceeds the costs by a high margin. However EVM should be properly applied 

and conceptualized by well educated, trained and experienced programme and project 

managers (Affirm, 2006). Fleming and Koppelman (2004) concur that even though EVM 

is not necessarily a difficult concept, it requires good project management skills in order 

to be practiced effectively. 

 

In South Africa where most of the development programmes such as LED are 

implemented at local government level, there is a lack of adequate capacity at municipal 
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level to implement project management principles. This adds to the challenges noted 

earlier and obviously threatens successful implementation of project management 

methodologies such as EVM. RTI (2007) makes the point that municipalities often lack 

the capacity to undertake effective resource planning, engagement with the community 

during strategic planning, and to meet the community‟s needs. This is alarming given the 

study by Ferle (2006) who maintains that 90% of projects fail to deliver on time, and 

within planned cost or budget and with customer satisfaction.  

 

2.5  A Perspective of Strategic Project Management  

 

Theory of change process hinges on defining all sufficient preconditions necessary to 

bring about desired outcomes of the development programmes. One of the preconditions 

is proper strategic planning and use of projects as strategy to implement institutions 

programmes. According to Hoskisson et al. (2000) stated that institutional theory is 

preeminent in explaining the impact of strategy on organization‟s performance as an 

institution.  Based on this view, it is important that all development programmes and 

projects must be executed according to the strategic plan of an organization. Therefore it 

is equally important to look at how an organization needs to position itself to achieve its 

developmental objectives outlined in the strategic plan. In any organization‟s 

development, a starting point is the strategic planning process, which involves planning, 

monitoring, and evaluation (Ndiruti, 1999). Therefore a strategic framework is required 

by the organization as a mechanism or a structured way of directing scarce resources and 

indicating how these resources should be utilized to achieve its key strategic objectives 

and goals. The strategy of an organization ensures that an organization transfers financial 

and human resources in a cost effective manner and on time. These resources are critical 

for the consolidation of activities or tasks to support an organization to achieve its 

intended outcomes. They are also essential in order for an organization to deliver quality 

products and services to justify its existence (Krogh et al. 2001; James, 2004).  

 

According to Poister and Streib (2005) strategic planning was introduced to the public 

sector more than 20 years ago. The main purpose was to tie government programme plans 
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to budget and performance measures, and to maintain a favourable balance between an 

organization and its environment in the long term. Steiss (1985:9) asserts that “strategic 

management is concerned with deciding in advance what an organization will do in future 

(planning), determining who will do it and how will it be done (resource management), 

and monitoring and evaluation”.  

 

James (2004) states that the strategic framework of an organization must position an 

organization to pursue its development programmes and projects successfully and 

provide a base for managerial decision-making. He further alludes to the fact that an 

organization‟s strategic objectives should make reference to how the deliverables of the 

project are to be achieved. It must also be easily evaluated on the completion of a project. 

An organization needs to spell out what it wants to achieve and how that will be 

achieved. An organizational strategy is a plan or map of how the organization can achieve 

its intended route or destination (James, 2004).  

 

During the strategic planning process the focus should be on the integration of 

opportunities and strengths, showing clear or distinct competences. Despite the fact that 

strategic management is an effective and popular management tool, it has some 

deficiencies. Municipalities‟ revenues are often insufficient to meet the needs of citizens 

as they fail to engage civil society effectively during the strategic planning process. 

However they prioritize the development and implementation of cost-effective and 

politically acceptable strategic plans (James, 2004, von Krogh et al., 2001; RTI, 2007). 

 

The importance of the strategic framework of an organization is that it generally has a 

positive impact on organizational performance. Poister and Streib (2005) conclude that 

since strategic planning is a complex process, positive company performance is brought 

about both by intended strategy as well as emergent strategy. Thus strategic planning is 

essential for an organization‟s good performance and survival, if it is carefully linked to 

implementation (Poister and Streib, 2005). 

 



42 
 

Vinzant and Vinzant (1996b:2003) assert that “successful implementation of strategic 

management requires an assessment of an organizations‟ capacities, and strategic 

planning is one element of strategic management, as the other components are 

implementation and evaluation”. Inglis and Minahan (2002) state that successful 

management require a systematic strategic planning process which must be followed by 

implementation and evaluation processes. According to Ndiruti (1999), an effective 

planning, monitoring and evaluation system needs to be installed during strategic 

planning to accomplish the vision of the organization. It is in this context that both LED 

programmes and an EVM system must be planned, executed and monitored to achieve 

sustainable developmental goals. However, it needs to be further established whether the 

failure of the public service programmes has to do with the lack of a monitoring and 

evaluation system. This will be clarified if M&E can be seen to improve management of 

public service programmes and projects.  It is inevitable that a strong strategy is critical at 

early stages of development of an institution (Hoskisson et al. 2000) 

 

2.7 Programme and Project Management in the Development Arena  

 

Prorgamme and project management is important to expand both conceptual and practice-

based perspective of development (Ferreira et al. 2009). According to Hyvari (2007), 

most organizations including the public sector are increasingly using 

programmes/projects in their daily development functions to achieve their strategic 

objectives. The terms „programme‟ and „project‟ are used interchangeably in this study 

and it is therefore important to define project and project management in the context of 

development. According to the PMI (2005:368), project management is “the application 

of skills, knowledge, tools and techniques to project activities to meet project 

requirements”. Kerzrner (1998) also define project management processes in terms of 

planning, organizing, directing, and controlling the organizational resources required to 

meet short-term objectives. Many authors define project management citing the Project 

Management Institute (PMI) as their main source (Brown, 2007). The PMI is an institute 

created to provide project management standards, certification and guidelines and to 

provide formal education in project management (Brown, 2007).  
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A project is defined as a temporary endeavour undertaken to create a unique product, 

outcome, result or service. In a strategic-project aligned perspective, projects are building 

blocks in the design and execution of the organizational development strategies. While a 

project can have short-term or long-term effects, it has definite time frames, meaning that 

there is a definite beginning and a definite end (PMI, 2004). This point is important, 

especially when considering that a project must be implemented according to plan and 

must remain within budget, time and scope (Brown, 2007).  

 

2.7.1 Project Management Processes  

 

There are several project management processes, which some authors call phases. The 

PMI, PMBOK Edition (2005) states that project management is primarily a matter of 

planning, executing, monitoring and evaluation. Brown (2007) explains that there are five 

processes of project management: initiation, planning, execution, monitoring and 

controlling, and closing. According to the PMI (2005) these processes interact with one 

another in a complex way and also in relation to project scope, cost, and schedule.  

 

The successful execution of these project management processes often goes a long way to 

measure the performance of an organization. Cleland and Ireland (2002) state the 

performance of an organization is a result of successful execution of project management 

phases. The importance of the last phase which is M&E is that it provides a framework 

for determining if an organization achieves the desired outcomes or impact. The success 

of an organization depends upon projects and programmes the organization is engaged 

with. It is therefore recommended that an organization must focus on projects or 

programmes which the organization can complete on time and on budget. This point has 

been explained in the previous sections (Cleland and Ireland, 2002).  

 

 

 

 



44 
 

2.7.2 What project success or failure means  

 

The point was made earlier that there is vigorous debate about the meaning of project 

success or failure. Chan (2001) cites several authors, including Navarre and Schaan 

(1990) who state that originally project success was measured on the basis of time, cost, 

and quality and performance measurement. However, he emphasizes that project success 

means different things to different people, and thus it is always a debatable topic. 

Moreover, different authors have different perspectives on what constitutes an indicator 

of project success. Storm and Jansen (2004) state that project performance or success 

must be measured from three different perspectives, the first of which they called the 

TBS perspective. The TBS perspective means that „a project is successful if it delivers on 

Time, within Budget and according to agreed Specifications‟. The second perspective is 

the Capital Investment Appraisal (CIA), which assets that, „a project is successful if it 

realizes its financial expected target‟. The last perspective is the Stakeholder Satisfaction 

Assessment (SSA), which is self- explanatory.  

 

Apparently satisfaction of customers‟ needs is evolving as another important factor in the 

measurement of the success of development programmes or projects. Storm and Jansen 

(2004) emphasize the importance of undertaking a project performance analysis to 

determine the performance of an organization using the above mentioned control factors. 

Shenhar et al. (2001) states that projects are conceived with a business perspective idea. 

They must be executed with both short-term and long-term objectives laid out that need 

to be achieved. Gray and Larson (2003) state that performance monitoring provides data 

to evaluate whether the project is progressing according to plan and has the potential to 

satisfy customers‟ needs. These assertions provide an understanding of the importance of 

planning before executing a project, and a mechanism to monitor the execution of a 

project.  
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2. 8 Conclusion  

 

The chapter explored fundamental concepts such as LED, M&E, EVM and project and 

programme management. LED is part of broad economic development and the theory of 

economics also underpins LED. M&E is an evolving concept which is underpinned by 

the theory of change or programme theory. EVM is regarded as one of the M&E tools 

and M&E is also part of project management phases. The concern is that project 

management does not have its own theoretical support and it borrows theoretical 

background from other disciplines. 

 

In South Africa, LED has emerged as a significant development option to provide both 

rural and urban communities with access to sustainable local economic development. 

Institutional arrangements and policy frameworks need to be formulated with the ultimate 

objective of alleviating poverty and unemployment, while creating an enabling 

environment for economic growth. Hoskisson et al. (2000:252) stated “ Institutional 

forces affect organizations‟ processes and decision making, and these forces have both 

economical orientation and sociological orientation. 

 

Local government is the most critical actor of LED in emerging economies or developing 

countries. According to Rogerson (2006), local government is expected to establish local 

economic development strategies through its strategic planning approach, which is 

Integrated Development Planning (IDP). Rogerson (2006) stated that there was no agreed 

national policy to guide local development activities in South Africa , except continuous 

endeavours to reinforce pro-poor LED.. Nel (2005) citing Atkinson (2003), notes that 

monitoring and evaluation (M&E) of LED needs to be stronger and more systematic. 

This includes checking the veracity of data and the M&E tool/s applied.  

 

The challenge is to design, implement, monitor and evaluate these LED programmes 

effectively. Bartik‟s (2002) concludes that local economic development policies and 

programmes must be rigorously monitored and evaluated to determine their impact on 

local economic outcomes. Moeti (2000) warns that care must be taken not to limit 
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programme performance assessment to quantitative considerations such as input. The 

assertion that monitoring and evaluation is non-existent in South Africa, posits the 

challenge of assessing the effectiveness of LED as a development programme.  

 

Earned value management methodology (EVM) is one of the critical project 

methodologies for better planning, implementation, monitoring  and evaluation  of 

different types of projects or programmes (Kim, et al. 2003). Dimitrova (2005) concurs  

that EVM is good project performance evaluation, and it is also good for project 

monitoring. However, it does have its disadvantages. Dimitrova (2005) argues that it is 

possible to overcome the disadvantages of EVM and so make EVM a good project 

performance technique. 
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CHAPTER THREE: RESEARCH METHODOLOGY  

 

3.0 INTRODUCTION 

 

This study is an exploratory study aimed at assessing the extent of monitoring and 

evaluation (M&E) in the public sector. In this study the public sector is represented by 

the provincial government and local government. The public sector plays a significant 

role in driving the development agenda and LED is one example of development 

programmes. These development programmes must be monitored and evaluated to 

determine their impact on the lives of communities. This research is also designed to 

explore if EVM is relevant for LED projects. The study utilised qualitative research 

methods such as semi-structured interviews, case studies, focus groups and individual 

interviews.  

 

The purpose of selecting these public sector organizations was that each sector has an 

LED component dealing with LED projects. The LED projects thus form the main focus 

of the case studies. Local Economic Development is a participatory development process 

that encourages partnerships between private and public stakeholders of a defined 

territory, the objective being to create decent jobs and to stimulate economic activity 

(growth). Furthermore, LED experts, including the ILO, regard government as the main 

LED actor. 

 

The selection of respondents was through the purposive sampling technique because 

M&E in the public sector is evolving. Furthermore the study also aims to determine if 

EVM is effective for LED projects. Although LED is an old concept, it is still evolving in 

South Africa. The data collection process was undertaken to gather information to 

address the critical research questions identified in the study, primarily using a case 

study. A case study is often referred to as a research strategy to investigate or explore a 

specific phenomenon or event within its life cycle. Since a case study approach is viewed 

as being incapable of providing generalization, both qualitative and qualitative 

approaches can be used to strengthen reliability and confidence (Tellis, 1997).  
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In this study senior managers in the public sector and LED managers from different 

municipalities were purposefully identified as the main respondents. Face-to-face 

interviews were organized with them to collect information using predominantly open-

ended questions. Although approximately 10 managers were targeted, only 70% were 

interviewed after selected through the purposive sampling technique.  

 

Collecting data using qualitative methods is recommended for impact evaluation (World 

Bank Group, 2007). Although this study is not an impact evaluation study, the M&E 

concept is related to impact evaluation. There are several methods of data collection, 

including in-depth interviews, semi-structured interviews, focus group interviews and 

observation. Methods such as experiments, surveys and structured interviews are 

primarily useful for collecting quantitative data. In this study, semi-structure interviews 

and a case study was used to collect data. However, both qualitative and quantitative 

approaches were recognized as an integrated approach, as it is now accepted that more 

than one approach can be employed during a research process.  

 

3.1 A Case Study Approach  

 

The case study approach involved three municipalities purposely selected. These were 

eThekwini Metro, Umgungundlovu District Municipality and uMkhambathini Local 

Municipality. The reasons were that three categories of municipalities were to be 

included such as Metro, District Municipality and Local Municipality. Thus EThekwini 

Metro represented itself because it is the only Metro in KwaZulu Natal. Umgungundlovu 

District represented the district municipalities, and Mkhambathini represented the local 

municipalities. The focus was on their LED sections as each municipality is supposed to 

have an LED unit or section. In these municipalities, LED managers were identified as 

respondents and open-ended discussions was conducted with them individually.  

 

The case studies were utilized to investigate or explore monitoring and evaluation, as 

well as tools for monitoring. This exploration is biased towards development programmes 

such as LED and the aim is to determine the challenges facing the main LED actor, which 
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is the public sector, when monitoring and evaluating development programmes. As stated 

above, government in South Africa has three spheres but the focus of the research was 

provincial government and local government. The reason was that the implementation of 

development programmes occurs mainly at the local government level, which is why data 

was collected from municipalities.  

 

It is asserted that case studies provide very rich and quality exploration of a project, but 

the data collection process and reporting can be onerous. Therefore this research included 

an examination of several cases within the development arena in relation to the role of 

various public sector organizations (NSF, 1997). A case study is described as a method 

for learning about complex issues such as project monitoring and evaluation in order to 

develop a comprehensive understanding of that complex project activity. It is further 

asserted that a case study involves extensive description and analysis of project 

development and its elements. A case study is not restricted to looking at what is 

happening, but is a systematic method to collect qualitative information and to analyze it 

to produce a quality product (GAO, 1991).  

 

The use of in-depth case studies is useful to develop a theory grounded in data collected 

from the case studies. A case study is often referred to as being a research strategy to 

investigate or explore a specific phenomenon or event within its life cycle. “A qualitative 

case study provides an in-depth study, based on a diverse array of data collection 

materials” (McCaslin & Scott, 2003:447-461). Since a case study approach is viewed as 

being incapable of providing generalization, both qualitative and qualitative approaches 

can be used to strengthen reliability and confidence (Tellis, 1997).  

 

Since this research study focuses on the monitoring and evaluation system in the public 

sector, it was imperative to introduce concepts concerning project management tools like 

the earned value management system into this debate. It was therefore useful to 

investigate LED projects to assess if they had monitoring and evaluation plans in place. 

Furthermore it was important to include projects that are related to development. This 

resulted in a close examination of LED and its use of the earned value management 
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system or their potential to use it, including the circumstances promoting or impeding its 

usage.  

 

3.2 In-Depth Interviews  

 

The individual in-depth interviews were conducted with respondents from M&E units 

and respondents from LED funding agencies within the Provincial Government. The 

Provincial Government is responsible for coordinating the integrated development agenda 

for the Province. Therefore there were two categories of respondents from the Provincial 

Government. The Provincial Government also has an oversight role over the functioning 

of the municipalities and the funding was for municipalities to promote LED. The 

interviews were conducted with the Programme Manager for Monitoring and Evaluation 

in the Department of Local and Traditional Affairs and the Manager for Monitoring and 

Evaluation in the Department of Economic Development. The second round of interviews 

was conducted with representatives of the funding agencies. These interviews were 

conduct in their offices and were one-on-one type of interviews. These interviews 

consisted of open-ended questions and in-depth information was collected.  

 

There were 10 in-depth interviews conducted and the basis for employing this interview 

technique was that there are specific research techniques. The conversation with the 

respondents was open, and the respondents were free to express themselves. This was 

achieved by creating a good rapport with the respondents, with the researcher putting 

them at ease. This was a face-to-face interview with the respondents in their own 

environment and the guideline questions were used to probe conversation with them. 

Guideline questions were developed to help structure the interviews. The basis for 

employing this interviewing technique was that a semi-structured interview involves 

interaction with respondents using mainly open-ended questions. 

 

An in-depth interview is an open-ended, exploratory or discovery oriented method to 

deeply explore the respondent‟s view of the issues under study. Boyce and Neale (2006) 

asserted that in-depth interviewing is a qualitative research technique to explore the 
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respondent‟s perspectives about a specific project or programme. Books (1997) asserts 

that the strength of in-depth interviewing is that it is typically as close to the natural 

process as possible and that it facilitates effective cooperation. He further asserts that in-

depth interviews can be used in cases where the potential participants may not be 

included during a focus group discussion or when the research intends to distinguish or 

explore individual‟s opinions or perceptions about the research topic.  

 

The study approach recognized that the in-depth interview is prone to be biased due to the 

fact that respondents might have a vested interest. This was however taken care of in the 

study by way of creating open-ended questions and probing respondents to express their 

own perceptions freely in their own words (World Bank, 2007). This approach has key 

characteristics that differentiate in-depth interviews from other forms of interviews, 

which is that the respondent must expound on the topic.  

   

 

3.3 Data Analysis 

 

The data collected was mainly qualitative, and emanated from open-ended questions and 

semi-structured interviews. Different information was received and analyzed using 

content analysis and computer programs such as MS word, Ms Project and MS Excel 

especially as regards the quantitative information. In some cases the information was 

analyzed through a meta-analysis approach where data was mapped to evaluate LED 

projects. Given the fact the study was mainly qualitative, there was limited used of 

computer software programs to analyze the data.  

 

Qualitative data analysis involves interplay between theory and data analysis and the 

researcher must discover themes and patterns or possible causal relationships between 

variables. For this study, themes and patterns from interviews were determined and 

analyzed. The text data was analysed by a systematic process of identifying themes or 

patterns as well the frequencies of themes.    
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3.4 Critical Findings of the study  

 

The findings presented here are selected responses or themes which have emerged from 

the in-depth interviews. Since the study is exploratory and qualitative, only the critical 

findings are presented and detailed responses are attached as annexures. More discussion 

on the synopsis of LED, M&E and EVM is presented on Chapter 5 and Chapter 6. As 

reflected in the introductory section, this study aims to provide insight into why the 

public sector needs to control its development projects and to explore whether a 

monitoring and evaluation tool such as EVM is appropriate for development projects 

such as LED projects. Therefore the focus of this research was on these concepts.  

 

Themes which emerged from the research process as well as other findings are listed in 

Tables 1-5.  

 

Table 1: Emerging Themes 

 The status of M&E systems at Provincial Government and Local Government levels. 

 The support mechanisms present to improve service delivery at municipal levels and the 

processes to excess funding for supporting municipalities. 

 The challenges faced by the provincial departments with regards M&E. 

 The challenges faced by the municipalities with regards to LED, IDP and M&E 

 

 

 

 

Table 2: Status of M&E – Provincial Governments 

Department of Local 

Government and Traditional 

Affairs (DLGTA) 

 M&E is a new business unit headed the General 

Manager. 

 General Manager is one level up to a Senior 

Manager‟s position. 

 M&E Business Unit was created in response to the 

Government-wide M&E Systems Policy Framework.  

 M&E focuses on supporting Department branches 
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and programmes to produce quality performance 

reports. 

 EVM was not known prior or used at all 

Department of Economic 

Development and Tourism 

(DEDT) 

 M&E is also a new component but it is headed by the 

Senior Manager. 

 M&E Business Unit was created in response to the 

National-wide M&E Policy Framework. 

  M&E Strategic focus areas: 

o Economic Planning; 

o And coordination of M&E roles.  

o EVM was not known or applied before 

 

Table 3: LED Funding and Process to Access Funding by Municipalities 

PROJECT CONSOLIDATE  Qualifying municipalities submit their 

business plans to the Project Consolidate 

Unit.  

 The Committee assesses the business 

plans.  

 Is approves the business plans showing 

the potential of a positive impact on the 

lives of the communities.  

 Evaluation is undertaken in-house by the 

Project Consolidate unit once the project 

has been funded. 

 EVM was not known or applied before 

GIJIMA FUNDING AGENCY 

FOR LED PROJECTS 

 LED projects are advertised by calling for project 

proposals. 

 Municipalities prepare proposals, business plans and 

budgets. 

 A panel of experts evaluate the project proposal 

ssubmitted. 

 All successful projects are then allocated funds 

accordingly. 
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 Successful municipalities will then open a project 

account.  

 Special funding is also made available to support 

municipalities to improve their LED offices. 

 EVM was not known or applied before 

 

Table 4: Challenges in the Public Sector (Provincial Departments) 

DLGTA  Supporting programmes in setting of Performance Indicators for 

outcomes. 

 Resources shortages such as human resources and financial 

resources. 

 Lack of capacity of skilled staff with DLTGA mainly scarce skills 

such as information technology and financial management. 

 Lack of coordination of performance information for monitoring 

and evaluation at programme and sub-programme level. 

 The process of filling of posts is slow and M&E is operating with 

skeleton staff. 

 Lack of capacity of municipalities in managing IDPs.  

 Resignations of planners who are project leaders of funded 

projects. 

 People with no experience and lacking of adequate planning 

knowledge. 

DEDT  Finalization of M&E Strategic plan delayed.  

 Partnership with other stakeholders is not yet formalized. 

 Capacity constraints especially the human and financial resources 

for the unit.  

 Formalization and adoption of M&E frameworks not yet 

complete. 

 Alignment of components activities according to the M&E 

frameworks still outstanding. 

 Improvement of the Annual Performance Plan (APP) of the 

Department and Performance Indicators is still a challenge.  

 Quality performance reports from the components submitted for 
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reviews need improvement. 

 LED Projects are often not completed in time although they are 

completed on budget. 

 Municipalities lack capacity to execute projects like LED projects. 

 Municipalities often use consultants but they do not seem to 

capacitate the municipalities. 

 LED is not properly managed in most Local Municipalities and in 

some District Municipalities. 

 

Table 5: Challenges in the Public Sector (Municipalities) 

EThekwini 

Municipality 

 Most projects are completed  out project schedule plans.These 

projects do not finish within stipulated time frames. 

 There are no roll-overs which is also a challenge because projects 

not completed within the current year will wait for new budget 

allocations to be completed.  

 There is a huge challenge of monitoring and evaluation (M&E) 

system.  

 The impact of the completed LED projects is not known.  

 Monitoring and evaluation (M&E) is not done or planned for.  

UMgungundlovu 

District 

Municipality 

 LED and IDP processes involved many stakeholders and therefore 

are not easy processes.  

 Implementation of the LED strategies remains a challenge 

because it must be done by the Local Municipalities.  

 There is a lack of M&E mechanisms and DEDT has started a 

process to institutionalize M&E of LED projects.  

 There are no Performance Indicators related to M&E.  

 The Impact of LED projects are not known and impact is a long-

term outcome of LED.  

UMkhambathini 

Local 

Municipality 

 LED unit is not structured properly and LED projects are 

undertaken in a haphazard manner.  

 Lack of funds and proper LED planning is a challenge. 

 Lack of focus and support of management for LED projects. 

 The involvement of ward councillors in selecting LED projects 
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and allocation of funding is a challenge.  

 LED Officer is new and prior LED work was performed by an 

unqualified person. 

 LED projects are failing because of lack of proper planning. 

 There is no LED framework and no proper records of LED 

projects. 

 

3.9  Conclusion 

 

The importance of the qualitative approach is fully explained and justified to explore in-

depth knowledge about the challenges faced by the public sector in KwaZulu Natal when 

monitoring and evaluating development programmes. No formal surveys and experiments 

were conducted. It emerged that capacity constraints across the board were the main 

challenge for both the Provincial Departments and the Municipalities consulted. 

Monitoring and evaluation was not effective due to lack of policy direction from the 

National Government. This was supported by the fact that departments only focused on 

the M&E function after the Government formulated the Government-Wide Monitoring 

and Evaluation System Policy Framework. Institutionalization of M&E was another 

challenge. This was revealed by the varying organizational arrangements of departments 

in locating and managing M&E. Local Economic Development (LED) was poorly 

managed especially at local municipalities. This is based on the fact LED projects were 

often selected by councillors who did not have knowledge of LED. Lack of adequate 

qualified LED personnel exacerbated the problem especially at the local municipality 

level. However, it should be noted that both Provincial Department of Local Government 

and Traditional Affairs (DLTA) Project Consolidate and EU funding mechanisms have 

contributed to the improvement of struggling municipalities.  
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CHAPTER 4  LOCAL ECONOMIC DEVELOPMENT IN SOUTH AFRICA 

 

4.0 Introduction  

 

The purpose of this chapter is to explore further t local economic development (LED) 

perspectives in South Africa, particularly KwaZulu-Natal. The focus of this study was on 

three municipalities,  namely, eThekwini Municipality (Metro), uMgungundlovu District 

Municipality and Mkhambathini Local Municipality. The aim was not to critique their 

LEDs per se, but to explore LED project management process namely, planning, 

implementation and control. The Integrated Development Plan (IDP) is the main 

municipal strategic document that guided the establishment of these LED projects.  

 

The provincial government also plays a critical role in promoting LED mainly through 

funding mechanisms. In the case of KwaZulu-Natal, the Department of Economic 

Development and Tourism is a lead Department in terms of LED policies, strategies, 

frameworks and funding, and was funded through GIJIMA Funding Agency located in 

the Department of Economic Development and Tourism (DEDT). Another form of 

funding was from Project Consolidate located in the Department of Local Government 

and Traditional Affairs (DGTA).  

 

4.1 The Importance of IDPs in Local Economic Development  

 

Integrated development planning (IDP) is a strategic, integrated development policy to 

guide and coordinate development at a local level. Republic of South Africa, the 

Municipal Systems Act (Act 32 of 2000) regulates IDP and its processes. The Act 

requires all municipalities to draw up strategic development plans to integrate planning 

processes at municipal level. Therefore the IDP is also a policy framework that supports 

local investment and sustainable development initiatives aimed at improving the standard 

of living of local communities and granting them access to better infrastructure. The IDP 

process promotes cooperation between municipalities and other government institutions. 

DLGTA has an oversight role to oversee and support municipalities to implement IDPs. 
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Municipalities are required to prepare five-year strategic plans, which must be informed 

by the needs of local communities, other stakeholders and interest groups (Davis, 2006).  

 

One of the intended outcomes of IDP is integrated, sustainable development, which 

promotes the participation of local communities and balances social and local economic 

development aspects during its implementation. The aims of IDP are therefore to foster 

effective service delivery and sustainable use of local resources to improve local 

economic growth. Since LED is also a developmental strategy to boost local economic 

growth and employment, its initiatives are contained within the IDPs. The importance of 

participation during the IDP process cannot be overemphasized as is clearly stated in the 

Municipal Systems Act (Act 32, 2000). This Act stipulates that the IDP process must 

allow for the effective participation of the local community. Therefore LED, as a 

developmental strategy located within IDP must also allow for effective participation of 

the local community during its planning, execution, and monitoring and evaluation stages 

(Manona, 2005; Davis, 2006).  

 

The manager of LED at district municipality was one of the respondent interviewed, and 

he stated that planning is a key instrument for local development, with local development 

being regarded as a process, which must lead to the improvement of social, economic and 

environmental conditions where local business operates. He was responding to the 

question of the project development processes and linkage with the strategic process of 

the district municipality on the LED projects. He stated that IDP is strategic document 

which guides integrated development including LED projects. However it was argued 

that although IDP was effective in uniting local stakeholders, it had not proven effective 

as an instrument to implement and finance local economic initiatives (Davis, 2006). 

There was a strong view that IDPs were not suitable instruments for LED initiatives. 

These points require further exploration to determine whether locating LED within IDP is 

a good approach (Isaacs, 2006). 
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4.2 The Importance of LED in KwaZulu-Natal 

 

The province of KwaZulu-Natal embraces several municipalities, which are expected to 

execute LED. LED is part of broader economic development because it is guided by the 

theories of economic development. The difference between general economic 

development and local economic development is a matter of emphasis on the 

geographical location of development. LED places emphasis on economic development 

at local level and involves participation of the local community (Blakely & Leigh, 2010). 

 

The status of LED in KwaZulu-Natal has been observed to be no different from the rest 

of South Africa (Ndabeni, 2006; Nel, 2001). In this study, it was observed that progress 

in implementing LED was in different stages of development. Municipalities with 

adequate resources, such as the eThekwini Municipality had better LED institutional 

arrangements and their LED projects were managed better. These municipalities had 

managed to complete their LED strategies and several LED-related projects had been 

implemented. Unfortunately, municipalities with adequate resources are in the minority 

as the reality is that KwaZulu-Natal is predominantly rural, with the majority of 

municipalities being in rural areas (Ndabeni, 2006).  

 

The two other municipalities in this study had not made significant progress with regard 

to LED. There was a lack of convincing evidence from the respondents and the LED 

projects reports reviewed to suggest that there was a clear understanding of what 

constituted LED projects. One respondent from the local municipality stated that at times 

it was difficult for them as LED officials because the councillors tabled resolutions 

regarding LED projects without consulting the LED practitioners. Once these projects 

had been adopted, it was the responsibility of LED officers to execute them.  

 

The IDP process requires that councillors consult with the communities in their area of 

jurisdiction to identify projects. These projects are then submitted to the municipal 

council for approval and funding. To comply with the requirements, LED practitioners 

must submit LED projects to their IDP Forum for adoption. One of the challenges was 
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that in some Local municipalities, such as Mkhambathini, LED officers were not 

permanently in their positions. In some instances they did not necessarily possess the 

relevant skills and qualifications. It was evident from the responses that proper LED 

processes were not properly followed, namely, local economic planning, local economic 

assessments and a community needs assessment due to a lack of knowledge, resources, 

and capacity and poor institutional arrangements (Davis, 2006).  

 

The majority of municipalities in KwaZulu-Natal are based in rural areas. These include 

Mkhambathini Local Municipality. It was very difficult to explore their LED projects 

reports because they did not keep records. This poses a threat to successful local 

economic development because these municipalities lack local economic resources to 

stimulate local and provincial economic growth. This is the main challenge not only for 

the municipalities concerned, but also for government as a whole in South Africa as the 

government is the main source of funding for rural municipalities. Unless something is 

done, such as improving the capacity of personnel, it is unlikely that successful LED 

programmes and projects will be put in place in the rural municipalities, where poverty 

and unemployment levels are very high (Davis, 2006).  

 

Other researchers including Davis (2006) identified problems pertaining to LED 

problems and these researchers have suggested some solutions. One of the suggestions is 

a broader intervention such as a Rural Economic Enterprise Development (REED) 

approach to complement local economic development. Davis (2006) states that the REED 

approach is a refinement of LED that could be a solution for enterprise development, 

economic diversification and innovation in the rural economy. The main purpose of the 

REED approach is to stimulate and enhance local economic growth by linking 

agriculture, agri-business and non-farm activities (Davis, 2006).   

 

Originally LED was often associated with smaller projects at a local level (Manona, 

2005). However, this changed over time, as the focus shifted to the creation of a locally 

based competitive advantage as part of the LED policy. The LED process should be 

guided by an LED policy. However, KwaZulu-Natal in particular, does not have a clear 
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LED policy. The provincial LED policy to guide LED does not exist. The other major 

challenge that emerged from the study was that LED projects had not created 

opportunities for poverty alleviation due to limited resources and a lack of capacity 

within the majority of municipalities in KwaZulu-Natal. 

 

It also transpired from the findings of the study that the management of LED and its 

programmes and projects was not satisfactory. Given the lack of capacity and the 

environment in which these LED projects were implemented, this is not surprising. 

Furthermore, there was no single approach to local economic development, despite the 

fact that there was one national LED framework. This confirmed that different 

municipalities were either not taking the framework into account when undertaking LED 

activities, or that the framework was not useful and accessible to the relevant officials. 

This points to an urgent need to involve all relevant stakeholders when designing LED 

policies. It also sensitizes the government to consider implementation strategies for all 

policy frameworks, because there was no implementation strategy in the national LED 

Framework. If municipalities did not receive proper professional guidance, they could not 

execute successful LED programmes and projects (Davis,2006). 

 

There are three main layers of municipal government in South Africa: district 

municipality, metro, and local municipality. Each municipality was expected to promote 

LED, but the research did not find convincing evidence to show that LED was effective. 

This was not surprising, as the majority of LED projects were running without an LED 

strategy in place. It was apparent that there was no monitoring and evaluation system in 

place and coordination of LED was not convincing. In some cases it was difficult to 

access proper project information, despite several requests to municipalities to provide 

such information (Rogerson 2006).  

 

Information was not available to assess whether or not LED had brought about an 

improved standard of living in KwaZulu-Natal communities. It was also not possible to 

investigate whether LED will be sustainable as this was not apparent from the LED 

strategies presented. There were no clear policy guidelines related to LED or LED policy, 
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except the framework developed by the National Department of Provincial and Local 

Government. It is therefore concluded that coordination and LED support for 

municipalities on the part of both the National Government and Provincial Government is 

imperative. Lack of professional support has a bearing on the understanding of LED. 

There is also an urgent need to develop a provincial, KwaZulu-Natal policy on LED, 

which must be accompanied by an effective implementation strategy with time frames 

(Slabert, 2004).  

 

Furthermore, it cannot be stressed enough that LED is a key component of a broad 

process of local, provincial and national development. Local economic development is 

vital in creating employment, infrastructure development, and empowerment. It appeared 

that most municipalities did not undertake local economic assessment, and that their LED 

projects emerged from unconvincing IDP processes, which were often not informed by 

communities‟ needs. The process of local economic assessment is complex and 

cumbersome, but it is a critical LED exercise, as it supports the assessment of the 

economic impact of LED over time. It is concluded from the study that the focus of LED 

rested on distorted policy issues, processes and strategies, rather than on a firm 

assessment of LED and its economic development impact. It emerged during the study 

that certain agricultural projects were regarded as LED projects and received LED funds. 

There were not proper criteria for selecting LED projects (Simon 2000). 

 

4.3 Monitoring and Evaluation of LED 

 

Monitoring and evaluation of LED was viewed in the context of provision of information 

to monitor the progress of the programmes and to assess whether the intended objectives 

were achieved. It is beyond doubt that LED programme or project monitoring and 

evaluation is a pertinent area, which needs serious attention. However, it was apparent 

that M&E is a challenge in the government. It is therefore prudent to contextualize the 

monitoring and evaluation of LED projects. The findings of the study indicate that the 

government is struggling to monitor and evaluate its programmes. Is the situation better 

at municipal level? It is interesting to note that all the municipalities‟ representatives who 
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were consulted were very aware of the shortcomings at local government level. These 

shortcomings included poor coordination and a lack of resources (Davis, 2006).  

 

Despite awareness of the shortcomings at local government level, there were no plans in 

place to monitor and evaluate their LED. This made it very difficult for these 

municipalities to assess the progress, effect or impact of the LED on the lives of local 

citizens, and whether LED was living up to expectations or not. One of the main reasons 

given for the lack of effective monitoring and evaluation of LED was that most 

municipalities in KwaZulu-Natal were poorly resourced and lacked capacity. This 

confirms that there was no difference between the provincial and local government as far 

as monitoring and evaluation were concerned (Binns & Nel, 1999).  

 

Based on the point that financial resources are serious challenges, municipalities often 

use external service providers to undertake LED projects such as LED strategies. One of 

the research questions explored the use of consultants to undertake and implement LED 

projects. This question sought to establish whether external service providers add value in 

the management of public service delivery programmes. Many respondents viewed the 

use of external service providers in a positive light, especially if care could be taken to 

utilize these scarce resources wisely. A contrary view was that consultants spend a lot of 

money and at times provide poor quality service because the government lacks the ability 

to monitor these external service providers effectively. Nevertheless there was agreement 

that there was a need to use external service providers. If the issue of scarce resources 

cannot be addressed, the use of external service providers, if managed properly and 

efficiently, is a short-term solution (Bond, 2002).  

 

If LED projects were to be managed totally by external service providers the question 

arises as to how a municipality would monitor and evaluate its LED projects. There was 

no system of monitoring and evaluation of LED projects in all the municipalities 

consulted. However, there was agreement that this was a serious challenge warranting 

urgent attention. These findings were in keeping with a study undertaken by the Human 

Sciences Research Council (HSRC) (2003) which undertook an evaluation study of LED 
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projects in Free State Province. The Council found that it was critical to have an effective 

monitoring and evaluation mechanism for LED.  

 

The study took monitoring and evaluation further by looking at one of the tools of 

monitoring and evaluation, namely EVM. The purpose was to explore if EVM could be a 

tool for monitoring and evaluation of LED projects.  

 

4.4 Local Economic Development and Earned Value Management 

 

There is evidence that LED programmes or projects are not properly managed, monitored 

and evaluated at all levels of government, namely national, provincial and local 

government or municipal level. The main challenges identified were poor coordination, 

lack of scarce skills, lack of resources and poor monitoring and evaluation and or lack of 

it. However, there was recognition at all levels that promoting LED and implementing 

LED effectively would require a systematic approach. For example at a local government 

level, all the municipalities consulted have LED sections with one or two staff. IDP is a 

development planning strategic approach for all municipalities in South Africa, where 

LED is located. However there is a strong view about the location of LED within IDP. 

The argument was that LED encompasses all management functions and that integrated 

planning was one of these management functions. Other important management functions 

such as monitoring and evaluation were overlooked (Nel, 2005).  

 

Inherent to this was another important management function, which is performance 

assessment. This was also overlooked in the IDP document, which is a document 

municipalities need to develop annually. This downplayed the importance of assessing 

the effectiveness of LED projects. Monitoring and evaluation is one of the project 

management control functions or processes, which has its own sub-systems and tools or 

techniques, such as a rudimentary performance-based system. A rudimentary 

performance-based system puts emphasis on monitoring and evaluation to assess the 

performance of an organization and its programmes.  
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To assess the performance of an organization, accurate and relevant information is 

required. One of the shortcomings of the LED was a lack of information to assess the 

performance of LED programmes and projects. This poses a serious challenge to the 

performance assessment of the programmes and the organization driving the 

programmes. Davis (2006:43) stated “ evidence of evaluation is not provided concerns 

about the effective capacity of local government to evaluate LED has been questioned”.   

 

According to Czarnigowska (2008), earned value method is adopted by many 

organization worldwide because it facilitates progress monitoring and project status. 

Therefore EVM is a highly recommended tool for monitoring and evaluation of projects 

of different types. Undertaking an analysis of a programme or project using EVM makes 

it easy to recognize at an early stage of a project‟s development is either behind time or 

over budget. This provides a project manager with adequate opportunities to take 

corrective action. There can be no doubt that LED project managers require such tools to 

manage and control LED programmes and projects. Currently, there is a lack of 

information to assess LED programmes and projects.  

 

Initially, EVM was perceived as a complex, expensive method. However, new 

developments and modifications of EVM suggest that it is a fairly easy technique, which 

can be modified to suite different types and sized programmes including LED. EVM can 

help policy decision-makers answer fundamental questions about whether promises and 

goals were achieved. The accurate information about a project‟s progress contained in the 

EVM is a cornerstone of any performance-based M&E system. Implicit in this is that 

performance measurement is a management tool for both government officials and 

stakeholders. 

 

Despite acknowledgment of EVM as a suitable tool for monitoring programmes and 

projects, there are challenges within municipalities to implement this recommended 

integrated approach effectively. For example, it was apparent that the conceptualization 

of LED at municipalities was a challenge. In the different municipalities consulted, 

including one Metro, there were no LED policies guiding LED processes and projects 
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and there was no monitoring and evaluation system in place. Therefore there was an 

urgent need to capacitate LED officials at municipal and government levels conceptually 

to make them understand that LED goes beyond agricultural and tourism projects. 

 

Municipalities must also be capacitated to understand the importance of monitoring and 

evaluation tools such as EVM. Based on this study, EVM is recommended as a suitable 

tool to monitor LED and its programme and projects. It must first be adopted as an 

integral monitoring methodology for LED, which must be followed by the development 

of a model for effective implementation. Due to the shortage of resources in 

municipalities, the implementation of EVM methodology can be done in stages. 

Furthermore, adoption of EVM will not necessarily improve monitoring and evaluation 

of LED projects or programmes only, but can be a useful monitoring and evaluation tool 

for all projects undertaken by municipalities. This recommendation is supported by the 

fact that EVM has been tested for many projects internationally and that there is enough 

thorough research information to support EVM, although not specifically related to LED.  

 

4.5 Conclusion 

 

The majority of municipalities in KwaZulu are based in rural areas and IDP is a strategy 

policy document to guide service delivery at municipal level. IDP is underpinned by the 

Municipal Systems Act (Act 32 of 200). The major challenges facing municipalities is the 

lack of capacity and resources and these challenges have a great impact on delivery of 

LED projects.  Due to these challenges, the municipalities consulted lacked 

understanding of LED, and the majority of LED projects were on agriculture and tourism. 

A lack of capacity in LED arena is a world-wide problem as Blakely& Leigh (2010:105) 

stated that collaborative strategies are required because there was “ a reduced capacity for 

any one government agency. It also emerged that a strong LED policy framework is 

required in South Africa to guide LED planning, implementation and evaluation at local 

government level. It emerged that monitoring and evaluation was a challenge as there 

was no system of monitoring and evaluation of IDP. Emerging from the literature is that 

EVM is an effective project management methodology suitable to monitor LED. 
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CHAPTER 5   MONITORING AND EVALUATION SYSTEM IN THE  

PUBLIC SECTOR IN SOUTH AFRICA 

 

5.0 Introduction  

 

According to the RSA‟s Policy Framework for the Government-wide Monitoring and 

Evaluation System Policy Framework (GWMESPF) (2007) it is a statutory requirement 

that national government departments, provincial departments and municipalities 

establish a monitoring and evaluation system for their institutions. This chapter reflects 

on the findings about the monitoring and evaluation systems in the public sector. In South 

Africa the government comprises three spheres, namely local government, provincial 

government and national government. Both the national government and provincial 

government have a primary responsibility to develop frameworks, policies and laws, 

which will be implemented at local government level. One of the objectives of the study 

was to explore monitoring and evaluation systems.    

 

It emerged that the national and provincial governments drive the strategic management 

frameworks and programmes. Local government is expected to drive the execution of 

projects emanating from the strategic frameworks. It was therefore expected that the 

interdependence of these spheres would be extended to monitoring and evaluation. 

According to the new government M&E framework, national and provincial governments 

oversee execution and monitoring and evaluation at all spheres of government.  

 

This study seeks to explore whether a monitoring and evaluation system was in place and 

implemented at provincial government, and to verify if, local government or 

municipalities were consulted. The GWMESPF stated that all municipalities and affected 

stakeholders are supposed to have an M&E system in place. As noted in the previous 

sections, the glaring challenge was the issue of capacity in the government sector, 

including both human and capital resources. It would appear, however, that the issue of 

lack of capacity is sometimes misconstrued. Some municipalities are well resourced, yet 

when reviewing their annual reports, lack of capacity always surfaces.  
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Effective monitoring and evaluation will require adequate, skilled personnel to undertake 

among other things, surveys or data collection, and analysis and reporting, as these 

activities are part of the monitoring and evaluation process. The use of external service 

providers must be considered where it will enhance the capacity of the internal staff. It 

was not clear why persons with the required skills were not appointed, if there were 

resources available to appoint external service providers. It was observed that many 

positions in the government were not filled. Monitoring and evaluation units were fairly 

new, and lacked people with adequate knowledge to drive them. This emerged from all 

levels of the government.  

 

5.1 Status of Monitoring and Evaluation Systems in South Africa  

 

Towards institutionalization of monitoring and evaluation, the National Treasury has 

developed policy and regulatory frameworks to manage government programmes‟ 

performance and to ensure that public service delivery is efficient and effective. All 

government institutions are expected to plan, execute, monitor and evaluate their 

programmes, projects and activities. The Public Finance Management Act (PFMA) (Act 

1 of 1999) requires that all government departments prepare and submit their strategic 

plans, allocate financial and non-financial resources and monitor results and performance.  

 

In 2004, the Government went a step further and introduced the Government-wide 

Monitoring and Evaluation System Policy Framework (GWMESPF) to enforce 

performance monitoring and evaluation of government programmes. Departmental 

programmes were then required to be monitored and evaluated according to the 

provisions of the PFMA and the Treasury Regulations as well as the GWMESPF. The 

GWMESPF appears to have been a response to the inability of some departments to meet 

performance targets as stipulated in the PMFA. Government reports and publications 

prepared by monitoring institutions such as the Public Service Commission and the 

Auditor-General revealed that there was a lack of accurate information to assess the 

performance of departments‟ programmes (PSC, 2007).  
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The GWMESPF was regarded as an M&E system; however, it transpired that this system 

has not filtered down to the lower levels of government. Evidence from the provincial 

departments and the respondents interviewed for this study confirmed that the monitoring 

and evaluation system did not exist at the time the research was conducted. However, 

there were processes and mechanisms in place to develop the framework for a monitoring 

and evaluation system. It was also apparent that even though there is a national policy 

framework for monitoring and evaluation, it was not clear whether the system would be 

effective. There were glaring symptoms of a lack of coordination at the provincial level 

and there were no records of consultation with different municipalities about the system. 

On the bases of these challenges, capacitating of personnel on monitoring and evaluation 

is critical.   

 

In terms of institutional arrangements, the Office of the Presidency and Offices of the 

Premiers in different provinces have an oversight role to oversee implementation of the 

GWMESPF. The National Treasury and Provincial Treasuries would then oversee an 

iterative process of implementation and monitoring of the system, especially as regards 

financial matters. It was the responsibility of the National Departments and Provincial 

Departments to ensure that this system was adapted or modified to be implemented by 

local government or municipalities. It also transpired during the research study that 

communities did not participate or feature anywhere in the new GWMESPF. A system of 

this nature would be expected to consider community participation as paramount. It was 

therefore strange that the communities who were the main stakeholders or beneficiaries 

of Government programmes were left out. It is not clear how evaluation of the impact of 

these programmes could be undertaken if the end-users were not part of the institutional 

arrangements. This was one of the glaring shortcomings of the policy framework.  

 

The literature on monitoring and evaluation clarifies three critical elements of evaluation, 

namely outputs, outcomes and impact. Roger (2008) provides more insight into this 

through a theory of change.   A system, which lacks detailed clarification of the above-

mentioned elements, has serious shortcomings. While the new GWMESPF was a good 

idea, it lacked consideration of outcomes or impact assessment, since it did not provide 
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for community participation and involvement. This policy framework focused on 

monitoring „input-output‟ interactions, which was not good enough. Monitoring and 

evaluation is more than an input-output relationship; it must also address the issues of 

outcomes and impacts.  

 

Furthermore, this policy framework presented monitoring and evaluation as a single 

process, despite the fact that it has been established in the literature that monitoring and 

evaluation was made up of two interdependent processes, namely the monitoring process 

and the evaluation process. To misconstrue it as one process has the potential to overlook 

specific issues associated with each independent process.  

 

The PSC‟s (2007:107) report on the auditing of the government poverty reduction 

programmes and projects noted that “project management systems are often not 

introduced, criteria for support are not clearly defined and results are not monitored or 

evaluated”. The report also indicated that there were no effective monitoring systems to 

effectively audit and evaluate the impact of the government‟s development programmes.  

 

This was also evident during the case study as one of the development managers 

interviewed stated that “monitoring and evaluation has been at ad hoc basis”. This means 

that although there was a national policy framework for M&E, its effects had not reached 

the other levels of government. Departments and municipalities continued with their 

normal business of service delivery, hoping that they would implement the GWMESPF. 

There seems to have been no plan to implement the system at a local government level. 

Due the fact that this system was at an early stage of its development, it was difficult to 

determine whether it was effective or not. This was also a recurrent perception on the part 

of all the interview respondents that it is not effective.  

 

The other challenge to effective implementation of the system was the issue of capacity 

in government. This posed a serious threat to effective execution, as the quality of service 

in the public sector is generally poor. The introduction of the GWMESPF was a step in 

the right direction in improving monitoring and evaluation of government programmes. 



71 
 

The research study showed that in order to implement an effective monitoring and 

evaluation system, buy-in by the executive or government decision-makers was 

paramount. The respondents believed that monitoring and evaluation would not be 

successful if top management did not support them. These views are supported the 

literature, which stated that to be successful, all programmes require support by the top 

management of an organization. The role of top management is mainly to provide 

adequate resources. It is therefore critical to locate the programme where the required 

resources will be provided. Even though a bottom-up approach is highly recommended, 

at times the top-down approach is also important for a system to be effective.  

 

There are various capacity constraints within government, including a lack of resources, 

lack of human capital, and the government system itself. The inability of the government 

to provide the required resources at the right time is a worldwide phenomenon. This is 

illustrated by the fact that several policies developed by the government took many years 

to be implemented effectively. This is relevant to the M&E System, which is yet to be 

implemented at provincial level. There is no guarantee that all departments are ready to 

commence with implementation.  

 

This study concluded that the situation is worse at local government level. Municipalities 

plan their annual programmes using the IDP guidelines as a strategic guiding document. 

On reviewing some Auditor-General‟s reports, it appeared the issue of scarce resources is 

very serious at local government level. These reports showed that the majority of the 

municipalities are far from being ready to deal with new challenges due to lack of 

capacity and lack of resources. 

 

Several studies have been undertaken to address the problem of scarce resources (Isaac, 

2006; Nel, 2005; Rogerson, 2006). One of the recommendations was to improve 

municipal capacity building through the use of external service providers. Most 

municipalities used external service providers to address capacity issues, but not much 

progress can be said to have been made in terms of addressing „lack of capacity‟, 
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especially on a long-term basis. It is a not a problem for a particular municipality to use 

external service providers as long as that use will improve capacity for the municipality. 

 

The issue of human capital such as adequately qualified personnel at a municipal level 

requires urgent attention. The onus is on municipalities to attract the relevant scarce 

skills. Unfortunately corruption has manifested itself at different levels in municipalities. 

It appears that the majority of positions are filled by personnel that lack the proper or 

relevant qualifications. This view is justified by the fact that, while most positions or 

posts are filled, when assessments are undertaken, the issue of scarce skills always 

surfaces. The logical thinking is that if the positions were indeed filled by persons with 

relevant qualifications, there would not be a scarce skills shortage. 

 

It is understandable that it is difficult for small and rural municipalities to attract relevant, 

qualified persons due to competition with better-resourced municipalities. These „low 

category municipalities‟ cannot provide decent salaries for scarce skilled personnel. 

Conversely, adequately resourced municipalities have good sources of revenue and they 

provide attractive opportunities for scarce skilled people. There does not seem to be an 

immediate solution to this question and the gap between the South African municipalities 

is likely to remain in place for many years. This hinders implementation of systems like 

the New Government-wide Evaluation Monitoring and Evaluation System Policy 

Framework. 

 

5.2 Special Funding For Development Programmes in KwaZulu-Natal  

 

Different of modes funding development exist to alleviate poverty and improve economic 

growth. For the purpose of the study these are referred as special funding. It emerged 

during the research that both internal and external funding sources targeted LED in 

KwaZulu Natal. Exploring these funding mechanisms resulted in the emergence of 

important recurrent themes such as lack of resources and lack of capacity. The role of 

funding agencies is important but it is also equally important to provide financial 

contribution that will add value and sustainability. The basic fundamentals must be 
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considered by the funding agencies. A funding agency first must undertake a critical 

analysis of the situation where funding will be provided. It emerged from the study that 

funding was very critical for the success of development programmes at both Provincial 

and Local Government levels. „Special funding‟ in this study refers to funding of 

government initiatives through donor agencies such as Gijima Projects and Project 

Consolidate.  

 

These funding mechanisms‟ common purpose was to improve government‟s service 

delivery by addressing the issue of the „lack of resources‟ and capacity building. 

Although these funding initiatives provided short-term solutions to development 

programmes in KwaZulu-Natal, it can be said that they provided the municipalities with 

tremendous opportunities to improve the delivery of services, and at a faster pace than 

previously. These initiatives also provided the lesson that provision of resources must be 

supported by tangible and direct support to municipalities if the effectiveness of the 

intervention is to be realized. It is not good enough to provide funding and hope that the 

funding will solve the problems. Funding is only effective if it is combined with hands-on 

support.  

 

A comparison was made between these funding mechanisms and the normal government 

budgeting process. Accessing support from outside donors was not as rigid and 

cumbersome as the government process. Municipalities could easily identify projects, and 

plan their implementation as well as their monitoring. These funding mechanisms had 

very effective project management principles, which are often lacking in public sector 

organizations. A municipality that desired support had to prepare a proposal with a plan 

to implement the project. This project plan would be a guiding tool for the funding 

agency in terms of the milestones to be achieved. The projects would be managed 

according to project management principles, and participating municipalities would 

undertake the projects according to these principles.  
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The challenge is that these funding agencies were a short-term solution for financial 

problems facing the government.   The study was conducted at a time when both Gijima 

Projects and Project Consolidate were in their final year of operation. It could not be 

established whether the participating municipalities would sustain their activities 

according to the project management principles after the funding agencies had pulled out. 

A plan was in place for Gijima projects to be evaluated by the European Union, the donor 

agent, to determine their impact. This would measure the extent to which the programme 

or funding accomplished its intended purpose.  

 

Government could learn a number of lessons from this approach. Although the 

government has several programmes in place, a process of programme evaluation should 

be conducted. The PSC (2007) report recommended that the government adopt effective 

processes and systems to implement its programmes. It can be therefore be deduced that 

this was also referring to programme impact assessments. The challenge from the 

government point of view was that it was often constrained by poor coordination and the 

poor integration of service delivery systems. To address these challenges the government 

must be more efficient in the proper planning, and execution and control of these 

programmes. Monitoring and evaluation of performance must be a priority.  

 

5.3 EVM as a Tool for M&E for Programme or Project Management in the 

Public Sector 

 

It is deduced from the literature review that EVM is one of the tools for monitoring and 

evaluation for development programmes. This study intended to determine if this tool 

was considered by government to manage its programmes and projects. It emerged that 

none of the respondents consulted had ever used EVM. They knew nothing about it, 

despite the fact that EVM was adopted by the United State Department of Defence many 

decades ago. Furthermore previous studies concurred that EVM was highly accepted by 

many senior managers and project managers in the countries where it was practiced.  
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It is not surprising that the respondents did not know about EVM, given the fact that an 

M&E system was not in place. In cases where M&E was starting to emerge, it was at an 

early stage of development with a plethora of challenges. This lack of knowledge is a 

matter of concern, , considering the fact that important legislation such as the Public 

Finance Management Act (PFMA) (1999), and the Municipal Finance Management Act 

provides for the government to monitor and evaluate its development programmes. As a 

consequence of poor monitoring and evaluation, there have been gaps in the information 

needed for effective service delivery and monitoring and evaluation. EVM is a good 

monitoring tool to support and improve M&E of the government‟s programmes and 

projects. Once made aware of EVM, the respondents agreed that it could be a solution to 

their problems. 

 

From the literature, EVM provides a realistic and accurate picture of project progress in 

order to predict uncertainty and project outcomes. EVM provides the project status quo in 

order to undertake regular periodic monitoring and report on the overall health of the 

project. These are critical areas, which have been lacking in the government‟s project 

management processes. Government programmes and projects have often failed to 

provide auditors with accurate and adequate information to be able to predict and assess 

the outcomes and impact of the programmes. EVM has been tested internationally and 

the general conclusion was that it was useful for different organizations (private and 

public), and for different types of projects or programmes. However, achieving successful 

EVM implementation requires deeper and more systematic research and analysis. This is 

important in order to design EVM, which will suite the specific circumstances.  

 

A challenge lies in the fact that EVM requires adequate resources. The government does 

not always have sufficient resources and most projects or programmes fail because they 

lack an adequate financial injection. As a result there is not sufficient administrative 

support, effective training, and updated information technology to support new 

innovations like EVM. The other challenge is the inability of the public sector to 

effectively coordinate service delivery. Communication is one of the critical elements for 

implementing successful EVM as well as programmes as a whole. Therefore the 
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government needs to set up channels to facilitate communication and collaboration 

among role players. A better communication strategy is perceived as vital to allow other 

stakeholders to understand EVM and to enhance project or programme performance.  

 

5.4 Conclusion 

 

The purpose of this chapter was to explore the critical issues that emerged during the 

study with respect to monitoring and evaluation of the public sector in KwaZulu-Natal. It 

was established that government had developed a framework on M&E. Apparently due to 

a lack of resources it took a long time before this M&E system was implemented. 

Departments and Local Government (Municipalities) were using PMFA and Municipal 

Finance Management Act (MFMA) provisions or guidelines to implement their financial 

management plans. These pieces of legislation provided the public sector institutions with 

a mechanism to meet their financial obligations according to the strategic plans of the 

institutions. A monitoring and evaluation system was lack despite provisions in these 

pieces of legislation.   

 

 

An effective monitoring and evaluation system with tools to implement programmes and 

projects needs to be developed in order to improve sustainable service delivery by the 

public sector. One of these tools is EVM, which must be tailored to suit government 

systems. It is also apparent that the public sector must adopt EVM at a strategic level in 

order to provide sufficient resources, as the examination of external funding agencies‟ 

interventions showed that provision of adequate resources is vital to improve service 

delivery. However, the public sector is consistently let down by its inability to deal with 

capacity problems. The solution lies in the efficient use of available resources, which 

government has been accused of not doing.   
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CHAPTER 6:  CONCLUSION 

 

6.1 Monitoring and Evaluation and LED in the Public Service  

 

The study aimed to explore monitoring and evaluation of the public sector and to 

determine whether local economic development (LED) projects can be monitored and 

evaluated using project control technique such as earned value management method 

(EVM). This study also aimed to explore if the public service has realized an importance 

of monitoring and evaluation systems as a mechanism for managing the performance of 

its development programmes and projects. The study provides insight into 

institutionalization monitoring and evaluation (M&E) within the context of assessing 

public sector development programmes. It emerged that M&E is gaining attention with 

the development community because it is no longer satisfactory to complete projects. The 

focus is shifting to assessment of the impact of projects completed (Uitto, 2004). The 

public sector or service has many development programmes and LED was chosen as a 

case study because it has attributes that provide an excellent theoretical and practical base 

to unpack and contextualize monitoring and evaluation tools (Van der Waldt, 2004).  

 

In South Africa LED strategies are an evolving approach to development (Isaacs, 

2006:1). There is much to be done to contextualize both LED and monitoring and 

evaluation in the South African public sector. In South Africa, the government is made up 

of three spheres: National Government, Provincial Government and Local Government. 

As far as LED was concerned there was a policy coordination gap in terms of the specific 

roles at different levels of government. It is well articulated in the literature that LED 

must be implemented at local government level. Although it was found that LED offices 

existed in all the municipalities consulted, there was a failure to conceptualize LED 

adequately. There was no LED policy except for the LED policy framework, which did 

not provide a mechanism for implementation of LED at local government level. 

 

 

 



78 
 

Monitoring and evaluation of LED was also explored and it was apparent that monitoring 

and evaluation in the public sector was not well established. This was revealed during 

discussions with the respondents from the departments consulted in KwaZulu-Natal. 

However, the process of establishing monitoring and evaluation units was in progress. 

The Government-wide Monitoring and Evaluation System Policy Framework did not 

provide for implementation or consideration of monitoring and evaluation at local 

government level. This was an indication of a policy gap within the public sector.  

 

It shows that there is no mechanism to monitor and evaluate specific programmes. 

Rather, government performance as a whole is monitored and evaluated due to PFMA 

requirements. It was therefore difficult to ascertain the effectiveness of LED because at 

the planning stage, no consideration was given to monitoring and evaluation. The other 

critical point was that in the Government-wide Monitoring and Evaluation Systems 

Framework Policy, M&E is regarded as one process.  

 

Monitoring and evaluation processes are two interdependent processes. The literature 

warns about the danger of regarding M&E as one process. This study found that until 

M&E is recognized as two interdependent processes in the public sector, systematized 

M&E would not achieve the desired outcomes. Regarding monitoring and evaluation as 

one process will not help the government to assess progress. An effective government 

monitoring and evaluation system will remain a challenge for the following reasons: Lack 

of resources; poor coordination; lack of properly skilled personnel and lack of 

conceptualization.  

 

As a result of the above challenges, development programmes such as LED will not be 

successfully executed. The failure of practitioners to conceptualize LED is another 

critical problem. Lack of knowledge and understanding of project management tools pose 

a serious challenge to government in achieving its development outcomes. Nevertheless it 

can be stated that M&E of development programmes is required. LED programmes and 

projects must be monitored and evaluated to determine their impact.  
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6.2. Recommendations of Earned Value Management as a Methodology for LED 

M&E  

Although an earned value management (EVM) system or methodology was not found to 

be used by during the research, it is nonetheless an important tool. This is based on the 

number of studies on EVM. The definition of an earned value management (EVM) 

system or methodology was addressed in the literature review. However it is important to 

reflect why EVM was found to be a suitable tool for monitoring and evaluation of 

development projects or programmes. Many EVM advocates such as Christensen (1998), 

Marshall (2005) and Rose (2005) have concurred that EVM is an excellent methodology 

to monitor and evaluate projects. In South Africa, the Public Service Commission (PSC) 

has found that M&E systems are either non-existent or not effective in the public sector 

(PSC, 2007). The literature review further revealed that EVM could go a long way to 

solve the problems of monitoring systems in the public sector (Kim et al., 2003).  

 

The research study did not find a single public sector department or municipality that 

used EVM or any other formal monitoring technique or system. This was not surprising 

given the fact that the institutions like the PSC and other commentators stated that the 

M&E system in South Africa is weak. Local government is lagging behind with regards 

to monitoring and evaluation, because there is no M&E framework. This calls for 

consideration of a monitoring and evaluation tool such as EVM during the planning 

stages. EVM is a good monitoring tool, which can be designed to suite LED projects but 

adequate resources must be available to capacitate LED and M&E practitioners about 

EVM and other tools. 

 

6.3  General Recommendations 

 

The public service in South Africa needs a simplified methodology or technique to 

monitor and evaluate its development programme management in order to achieve 

effective performance of the public service. This calls for a specific focus on capacitating 

public sector personnel in project management techniques and monitoring and evaluation 

techniques.  
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The shortage of skills, lack of resources, and lack of capacity in the public sector pose a 

serious concern. However a strong partnership between the private and the public sector 

is recommended. The public sector should invest in critical skills such as project 

management, financial management, research and monitoring and evaluation. It is also 

critical that the public sector develops effective capacity building programmes with an 

emphasis on these critical skills. Capacity development here refers to a process of 

ensuring that individuals, institutions, and groups have the ability to identify their 

development problems over time, and a mechanism to address such problems. 
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