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ABSTRACT 
 
This study examines the implementation of the Performance Management System 

(PMS) in local government, with specific reference to municipalities in the Chris Hani 

District in the Eastern Cape. The research is premised on the assumption that even 

though a PMS has been adopted in municipalities with the aim of assisting them to 

function effectively, municipalities in the Eastern Cape, particularly in Christ Hani 

District, continue to experience performance challenges. 

 

The study presupposes that the implementation of the performance management 

system at the municipality, whether effective or ineffective, has a direct relationship 

with the performance of the municipality. The study includes a historical overview of 

local government with the aim of understanding government reforms introduced to 

assist municipalities to build their capacity to enable them to perform well.  

 

It utilises purposive sampling to identify the most appropriate participants based on 

the research objectives. The data was collected through semi-structured interviews 

and a review of relevant documents.  As part of the analysis, summaries of the 

responses of interviewees were written in a meaningful way in line with the thematic 

areas determined in accordance with the research objectives. The municipality uses 

the Balances Scorecard as a performance management tool to determine the 

performance level of individuals and to detect areas that need corrective measures 

across the local municipalities. There are inconsistencies in the implementation, 

depending on how well the particular local municipality is resourced. In any 

municipality, the effective implementation of the PMS requires the municipality to 

reward excellent performers, which requires increases in the personnel budget to 

cater for monitory rewards. 

 

A lack of competience and commitment from senior managers to implement a 

credible PMS is the main hindrance to any effective performance management 

system. Some of the problems encountered at CHDM relating to service delivery are 

a direct result of lack of commitment and accountability on the part of senior 

managers. The set of legislation governing local government provides for a number 

of mechanisms for strengthening accountability. Managers need to show 

commitment by adhering to the prescripts of the relevant legislation and policies. 
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CHAPTER ONE: OVERVIEW OF THE STUDY 
 
1.1 INTRODUCTION 

This study is an assessment of the implementation of the performance 

management system (PMS) in local government, with special reference to 

municipalities in the Chris Hani District in the Eastern Cape. This chapter provides 

a brief introduction to the research. First, the problem that prompted this study is 

examined in detail and a research problem is stated; then the background to the 

problem is outlined to create a clear picture of what the study is about. The 

geographical location of the Chris Hani District Municipality and its local 

municipalities is also described. 

 

Second, the chapter discusses the significance and motivation of the study. It 

discusses the current status of the performance of the municipalities in the district 

municipality, examines the services delivered to the communities, how the 

performance management system is structured, its key components and 

indicators, and the manner in which the system is implemented. The study was 

undertaken to identify challenges with the current system and to provide 

recommendations on how it may be improved. The key concepts used in the 

context of performance management are defined.  

 

Thirdly, the methodology employed during the study is outlined and an explanation 

is given as to why the method was preferred. Semi-structured interviews were 

conducted with senior managers at CHDM and the annual reports of the 

municipality and other relevant documents were reviewed.  The chapter describes 

the method used to analyse the information received to ensure that results are 

easily recorded and interpreted. 

  
1.2 BACKGROUND TO THE STUDY   

Almost since their inception, South African municipalities have been severely 

condemned for poor service delivery, a result of inefficiencies and incompetency in 

public officials and politically elected and appointed administrators in the 

municipalities. The reform of the local sphere of government in South Africa after 
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1994 included the introduction of a performance management system for 

municipalities. Government considers performance management to be an 

instrument for enhancing service delivery and facilitating the achievement of 

national development priorities (Pessima, 2009:11). Amos and Ristow (2008:286) 

asserted that one of the reasons for introducing performance management in the 

public sector was to encourage a culture of improved performance through 

periodical assessements. These assessments are meant to motivate employees 

through the provision of incentives to those who have performed well and 

achieved the set objectives, and to enable the identification and management of 

underperformance.  

 

The White Paper on Local Government (1998:33) introduced a National 

Performance Management System (NPMS)  to assess the overall state of local 

government, monitor the effectiveness of development and service delivery 

strategies adopted by different municipalities, and ensure that scarce resources 

are utilised efficiently. The system  enables municipalities to compare their 

performance with that of similar municipalities across the country, and to identify 

successful approaches or best practices and learn from one another. 

 
One of government‘s key strategic objective is to establish a sustainable system of 

local government that is able to provide infrastructure and other services to its  

communities. The Handbook for Municipal Councillors (2011) states that 

performance management for local government helps to create a performance 

culture at the local level. Performance management encourages accountability and 

commitment to deliver services according to standards identified in the system. As a 

result, each municipality is legally required to develop a performance management 

system that will enhance organisational efficiency and effectiveness, ensure 

accountability for the use of municipal resources and indicate the achievement of the 

outcomes. They should also develop a service delivery charter that outlines services 

rendered, how they are to be assessed and who is responsible for each task. 

 
The Municipal Systems Act No 32 of 2000 requires that each municipalitiy develop 

and implement an Integrated Development Plan (IDP) to promote better planning, 

coordination, implementation, monitoring and evaluation of services within 

government’s policy framework. Molofo (2012:68) states that performance 
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management in municipalities involves monitoring of performance as per the key 

performance indicators (KPIs) laid down in the IDPs, and the subsequent 

measuring and reviewing of performance at least once a year, as prescribed in the 

Municipal Systems Act, Act 32 of 2000. 

 

Performance management is defined as the process of determining and 

communicating to an employee how she or he is performing on the job and ideally 

establishing a plan of improvement (Kamiti: 2015: 6).  Nzimakwe and Nshakala 

(2016:11-13) recommend that the PMS at local government be strengthened so 

that it measures the actual delivery of services.  

 

The recent spate of service delivery protests in South Africa has revealed the 

inefficiencies of local government and its lack of accountability to citizens since 

2016. The Auditor-General of South Africa (AGSA)’s 2017/18 report on the 

performance of South African municipalities highlights the general lack of 

accountability in municipalities in both the leadership and management of 

municipal affairs, covering inappropriate planning, a lack of respect for law and 

policies and a lack of consequences for mismanagement and non-performance 

(Report of the Auditor-General, 2018). These findings point to a lack of good 

governance and accountability in the local government sphere.  

 

Molofo (2012: 68-109) suggests that the performance of governance can be 

measured through four criteria: the degree of trust in the government, the degree 

of responsiveness to the needs of communities, the degree of government’s 

accountability to its voters, and the nature of the authority that the government 

exercises over its area of jurisdiction. Nzimakhwe and Nshakala (2016:122) argue 

that to strengthen governance, local government, through councillors, should 

report regularly to the communities they serve. 

 

Poor governance is also a contributing factor to the failure of municipalities to 

function effectively. In 2018, about 24 municipalities out of 284  municipalities were 

said to be dysfunctional and therefore placed under administration. The reasons 

included poor financial management, an inability to spend funds appropriately, 

resulting in under-expenditure, an inability to collect revenue, spiralling debt, 
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collapsing infrastructure and governance failures stemming from dysfunctional 

councils. The implication of these failures is that systems and practices such as 

the performance management system are also compromised. CHDM is among the 

municipalities that have been put under administration (AGSA Report: 17/18).  

 

On 30 June 2021 the AGSA tabled a consolidated general report on the local 

government audit outcomes for the 2019-20 financial year where she emphasised 

the reforms required to prevent accountability failures that continually occurs in 

municipalities that are not managed appropriately.  She underscored the state of 

local government in South Africa which has been deteriorating in terms of 

presenting clean audits over a period of time since the current administration took 

over. The disclaimed municipalities reported  on includes CHDM ( AGSA Report 

2019/20). 

 

Local government continues to be under severe pressure as  a result of lack of 

accountability and non-performance. For the purpose of this study performance 

refers to the accomplishment of a given task, measured against predetermined 

standards. It includes a number of generic factors that are assessed, including but 

not limited to job knowledge, accuracy, quality of output and sense of 

responsibility. 

 

Denise and Murphy (2017:420) refer to performance management as a broad 

range of trial, policy, dealings and interventions to help workers improve their 

performance. They maintain that there is a relationship between the 

implementation of the PMS and the wellbeing of employees. Therefore, in the 

context of this study, the term ‘performance management’ refers to the  means 

used by organisations to set work goals, determine performance standards, 

evaluate tasks, provide performance feedback, determine training and 

development needs, and distribute rewards. 

 

1.3 THE RESEARCH PROBLEM 

The research is premised on the assumption that even though there the PMS has 

been formally adopted in municipalities with the aim of assisting municipalities to 
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function effectively, municipalities in the Eastern Cape, particularly in the Christ 

Hani District, continue to experience performance challenges. Poor performance 

of the municipalities within the CHDM is explicitly explained in the reports of the 

Auditor General in the section on the financial statements and performance of 

municipalities (AGSA 2018/19), as well as in the State of Local Government in 

South Africa Overview Report (2017/18: 21, 30).  

 

The municipalities in the Chris Hani District are challenged with creating an 

environment conducive to the proper assessment of the performance of its 

employees. Amongst other challenges is the inadequacy and inefficiency of the 

performance management tools currently used across the municipalities in the 

district to enable an efficient performance management system that accurately 

assesses the performance of the municipalities against their targets and business 

processes (CHDM Annual Report, 2017/18). Aguinus (2011: 110-118) asserts that 

an effective system makes an explicit link between an employee’s performance 

objectives and the organisational goals, and establishes a shared understanding  

about what is to be achieved and how it is to be achieved. The challenges 

identified are an indication that performance management systems in 

municipalities in the district are inadequate, with negative consequences for the 

delivery of services to communities.  

 

It is within this context that the study intends to assess the implementation of the 

performance management system at CHDM, as required by applicable legislation. 

The focus is on S57 managers as they are entrusted with the responsibility of 

ensuring that the municipality achieves its targets and that the PMS is 

implemented effectively. Section 57 managers is a term used to refer to managers 

employed in accordance with the requirements of Section 57 of the Local 

Government Municipal Systems Act, 2000 (Act No. 32 of 2000). The term ‘Section 

57 managers’ is used in this study to refer to municipal managers, CFOs and all 

senior managers directly accountable to the accounting officer of the municipality. 

 

The significance of the study is based on the poor performance of the 

municipalities in the district in terms of services delivered to communities, 

motivating a review of the PMS and its implementation. The significance of the 
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study is enhanced by the measures it proposes to improve the implementation of 

the PMS at CHDM. 

 

1.4 RESEARCH QUESTIONS  

The research was guided by the following research questions: 

i. How is the performance of senior managers managing the 

municipalities in the district evaluated?  

ii. What are the challenges associated with the system used to evaluate 

the performance of managers? 

iii. What impact do these challenges have on services delivered by the 

municipality? 

iv. What are the recommended measures for optimising the management 

of PMS in the district municipality? 

 
1.5 RESEARCH OBJECTIVES 

The specific objectives of this study fall under its overarching aim of evaluating the 

implementation of the performance management system used at Chris Hani 

District Municipality (CHDM) in the Eastern Cape. 

The objectives are as follows: 

i. To review the implementation of the PMS in the district municipality and its 

local municipalities. 

ii. To identify the challenges associated with the implementation of the PMS in 

the municipalities in the CHDM. 

iii. To examine the impact of the challenges identified with the implementation 

of PMS by the municipality to service delivery. 

iv. To propose measures for optimising the performance management system 

in the CHDM. 

 

1.6 DESCRIPTION OF THE MUNICIPALITY 

The CHDM is a district and category C municipality situated in the Eastern Cape. 

A district municipality is a municipality that has municipal executive and legislative 

authority in an area that includes more than one municipality (White Paper on 

Local Government, 1998).  It is one of the largest district municipalities in the 
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province, comprising six local municipalities and a population of 840 000 people, 

accounting for 12% of the total population of the Eastern Cape and 1.5% of the 

population of South Africa. It is a comparatively poor district, in which 75% of the 

population are considered poor (CHDM, IDP: 2020).  

 

Figure 1.6: Location map of Chris Hani district Municipalities  

Source: (www.dermacation.org.za) 

The municipality comprises of a collection of small rural towns and villages and 

has no industrial base or significant economic activity. The challenges experienced 

by the municipality are mostly structural in nature and include an extensive 

backlog of infrastructure development, maintenance of roads and provision of 

water and sanitation. Towns such as Dordrecht, Indwe and Cradock have aging 

infrastructure which has rapidly become inadequate because it can no longer be 

refurbished and maintenance is costly. 

The services to the communities, such as the provision of electricity and waste 

collection, have to be funded through the little revenue collected through rates in 

the peri-urban communities. The district’s main supply of revenue is national 

government transfers. The lack of adequate revenue is exacerbated by the fact 

that the local municipalities in the district struggle to keep updated registers of rate 

payers and indigent persons which would yield a correct profile of the 

municipalities on which budgeting might be based (CHDM Annual Report 

2017/18:36) 

http://etd.uwc.ac.za/
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In a July 2019 CHDM survey on services provided to the communities, the 

following was recorded (CHDM: IDP: 2020):  

i. A total of 63% of households have access to clean water;  

ii. A total of 37% households have taps and pipes in place, but no running 

water;  

iii. In most municipalities, roads are bad with poor or no maintenance;  

iv. Only 40% households have toilets.  

The water, roads and sanitation projects required to remedy the above are clearly 

outlined in the IDP of the municipality with clear indicators, timelines and people 

responsible for delivery. However, a huge backlog was recorded. 

 

1.7 SIGNIFICANCE OF THE STUDY 

The study identifies challenges encountered by Section 57 managers in CHDM 

with regard to implementing the PMS in their municipalities. The outcomes and 

recommendations of this study may be used to assist CHDM to establish possible 

measures to be taken to ensure an efficient system that will hold managers 

accountable and responsible for the performance of the municipalities in the 

district. This, in turn, would have a significant impact on services delivered by the 

municipalities to the communities and improve the productivity of all employees in 

CHDM. 

 
The study also contributes to the construction and expansion of knowledge in 

public administration and other related disciplines, and as such serves as a 

guideline to future researchers interested in investigating the effect of the PMS on 

the performance of senior managers in local government.  

 

1.8 ETHICAL CONSIDERATIONS 

In pursuance of the objectives of the proposed study, the researcher was guided 

by ethical considerations that are important in any research endeavour. These 

include but not limited to the principles of anonymity and confidentiality, voluntary 

participation, no harm to the participants and informed consent. This means that 
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the researcher is required to establish a relationship with participants during the 

research process, where participants feel comfortable and can trust the 

researcher.    

 
The participants were fully informed about the aim of the study and that they would 

remain anonymous during the course of the study and in the report. In addition, 

they were informed that participation was voluntary and that they were free to 

withdraw from the study at any time without consequence. Permission to conduct 

the research was obtained from Chris Hani District Municipality.  

 
1.9 ORGANISATION OF THE STUDY 

The content of the study is structured into five chapters as follows: 

 

Chapter one gives an introduction and general background of the study and 

describes the role of municipalities as the local sphere of government closest to 

communities. The chapter explains the significance of the performance management 

system to ensure the effective delivery of services to the community. It also provides 

the background of the research problem and introduces Chris Hani District 

Municipality. The problem statement is defined and backed up by key questions 

pertaining to the research and  objectives.  

  
Chapter two provides a brief historical overview of local government in the 

international and South African contexts and also examines the legislative and policy 

environment of performance management in local government. It focuses on the 

nature of performance management systems in local government by examining the 

concept of performance management, the purpose of performance management, the 

principles of performance management, and the phases and use of the Balance 

Scorecard as the most effective method of performance management used by 

CHDM. It also presents a theoretical discourse on the PMS as a strategic and 

integrated approach to improve performance at the local sphere of government, 

reviewing a number of approaches and models recommended by various scholars in 

the field of local government. 

 
Chapter three presents the methodology used in the study, showing how the data 

was collected, analysed and interpreted into meaningful results. Interviews were 
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conducted with senior managers from the municipalities in the CHDM using a set of 

questions. 

 

Chapter four presents the findings and describes how the information was analysed 

to give meaning to the findings. The chapter also presents the challenges in the 

implementation of the PMS and the recommendations given by the interviewees. 

  
Chapter five draws conclusions from the findings and makes recommendations on 

what should be done to improve the performance management system and related 

processes in Chris Hani District Municipality.  

 

1.10 CONCLUSION 

This chapter has provided an overview of the research study and serves as an 

orientation to the study. The purpose of the study is to assess the implementation of 

the performance management system (PMS) at CHDM in the Eastern Cape. The 

fundamental questions which the study aims to achieve have been stated, as well as 

the problem statement and the aims and objectives of the study. The chapter has 

also explained the scope of the research in terms of the location of the study and the 

challenges experienced by the municipality which includes infrastructure and service 

delivery backlog. The lack of capacity by the municipality to raise and collect revenue 

has also been identified.  

 

The following chapter provides a literature review, focusing on South African local 

government, but also paying attention to local government in Kenya and Brazil. It 

examines performance management as practised by local government in these 

countries, covering the legislative and policy framework regulating performance 

management. 
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CHAPTER TWO: LITERATURE REVIEW 
 
2.1 INTRODUCTION 

Chapter one presented an overview and background of the study. This chapter 

presents a literature review, based on the work of national and international scholars 

and practitioners familiar with the field of local government. The review is intended to 

identify policy provisions in the field and to identify gaps in the implementation of 

these policies and systems, in particular the PMS.  

 

The chapter provides a brief overview of the PMS as practised in local government in 

South Africa, Kenya and Brazil. It also describes the mechanisms of performance 

management in the public sector, then narrows the focus to municipalities in CHDM. 

The nature of the performance management system in local government is 

examined by taking a closer look at the concept, purpose, principles, phases and key 

components of PMS. The Balance Scorecard, considered the most effective method 

of reflecting performance by CHDM, is also examined. 

 

Lastly, the chapter presents a theoretical discourse on PMS as a strategic and 

integrated approach to improve performance in the local sphere of government by 

reviewing a number of approaches and models, as recommended by various 

scholars in the field of local government. 

 
2.2 AN OVERVIEW OF SOUTH AFRICAN LOCAL GOVERNMENT 

The shift from an apartheid public service era to a vote based administration was a 

daunting task at all levels of government. Madumo (2015:153) states that the post 

1994 government faced various challenges in the three administrative levels, namely 

national, provincial and local. According to Masemurule (2016:3)The effectiveness of 

good service delivery by government is judged by the capacity of local government 

structures and systems to provide an integrated development approach to the social 

and economic needs of the communities and to supply services congruent with the 

needs and desires of these communities. 

 

Local government is an accessible sphere of government located within communities 

and well placed to appropriately respond to the local needs and expectations of 
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communities. Madumo (2015:153) argues that the transitional local government 

which came into existence in the post-apartheid era was characterised by a spate of 

new legislation and policies that established interim measures with a view to promote 

the restructuring of local government.. Selepe (2018: 544) argues that as the local 

sphere of government was developed, an emphasis was put on the monitoring and 

evaluation of the implementation of these policies, including the PMS. According to 

Ndletyana and Muzondidya (2010:24), the promulgation of legislation and policies 

was intended to integrate and deracialise municipal government and promote 

participation and accountability in municipalities. This reform of the local sphere of 

government, in which greater emphasis was placed on the power of local 

government, led to a drastic reduction in the number of municipalities from 1000 prior 

to 1990 to 278 post 1994. Section 40 (1) of the Constitution (1996) renders local 

government a distinct sphere of government, intended to be close to the 

communities. 

 

The new legislation promulgated gave rise to the concept of developmental local 

government. Maloba (2015:14) asserts that developmental local government is 

grounded in the vision that local authorities would be responsible for the 

development of the communities they serve and accountable to them. Decades into 

the new local government system there are still worrying trends and signs of 

irresponsive local government, characterised by service delivery protests and 

municipalities being put under administration, whereby the council is dissolved and 

its responsibilities are taken over by an appointed administrator.  

 

The State of Local Government Report, 2019 (CoGTA, 2019:23) lists root causes for 

challenges in local government that include: systematic factors linked to the model of 

local government, political factors, capacity and skills constraints, and weaknesses in 

the accountability system. The role of the South African Local Government 

Association (SALGA) is essentially to protect and represent the interests of local 

government and to act as an employer body for its municipal members. Its mandate, 

amongst others, is to build the capacity of municipalities, develop their leadership, 

and support and advise their members to improve the image of local government. 

Govender and Bussin (2020:18) challenge the existence of SALGA and argue that 

the lack of effective oversight by SALGA contributes to the failure of municipalities. 
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2.3 LEGISLATIVE AND POLICY FRAMEWORK  

South African legislation on local government emphasises that municipalities have 

a pivotal and developmental role in the new dispensation. This implies that 

government must have a legislative and policy framework in place that supports 

and sustains the development of local communities. Local government is an 

appropriate sphere of government for the task, located as it is within the 

communities and well placed to appropriately respond to local needs and 

expectations.  Roux and Nyamukachi (2005:103) define local government as the 

sphere of government closest to citizens, expected to render basic services to the 

community within its jurisdiction. It should be noted that the fundamental goal of a 

democratic political system is citizen satisfaction. For citizen satisfaction, 

appropriate services must be delivered to communities to an acceptable standard. 

The effectiveness of local government service delivery is a function of its capacity, 

structures and systems to provide an integrated development approach to 

community social and economic needs and to supply services congruent with the 

needs and desires of communities. 

 
South African local government has been plagued by services delivery challenges 

both prior to and after 1994. In an effort to tackle this challenge, the government of 

1994 deliberated the notion of developmental local government and came up with 

the legislative framework described below. As may be seen, this framework places 

municipalities at the centre of service delivery.  

2.3.1 The Constitution of the Republic of South Africa, 1996 

Municipalities were restructured into a coherent instrument to steer development 

and improve the delivery of public services. This restructuring was supported by 

the Constitution of the Republic of South Africa (1996:153), which states that a 

municipality must structure and manage its administration, budgeting and planning 

processes to give priority to the basic needs of the community and promote the 

social and economic development of the community. 

 
Municipalities need to ensure the maximum utilisation of resources, put systems 

such as PMS in place to improve service delivery, and provide opportunities for 
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officials to develop further knowledge, skills and abilities. In support of this 

assertion, Manyaka, Sebola and Nkuna (2013:112) state that a comprehensive 

PMS should be developed to ensure that all parts of the municipality work together 

to achieve the goals and service targets set. The system also helps municipalities 

to identify elements of non-compliance, maladministration, inefficiencies, waste 

and lack of productivity, and to create a municipality that is able to deliver 

efficiently, economically and efficiently on its promises to communities.  

2.3.2 The White Paper on Local Government, 1998 

The White Paper on Local Government proposes a PMS for local government as a 

tool to ensure developmental local government. In terms of the White Paper on 

Local Government (1998), performance management in municipalities is critical to 

ensure that plans being implemented have the desired development impact and 

that resources are used efficiently. The White Paper highlights integrated 

development planning, performance management and community participation as 

a vital tool to achieve the goals of developmental local government. Notshika and 

Govender (2014:65) argue that the assessment of municipal performance in 

relation to predetermined goals is vital because resources can be wasted if 

municipalities have no way of determining how their actions impact on the 

attainment of their goals, and whether they are on track to achieve those goals.  

 
The participation of communities in the activities of municipalities forces 

municipalities to plan better and more strategically while refining their programmes 

and projects to ensure improved service delivery.  Through vehicles for participation, 

communities are allowed to identify their needs, set performance indicators and 

targets and hold municipalities accountable for their performance. The White Paper 

on Local Government (1998) recommends a process where communities are 

involved in governance matters such as planning, implementation and performance 

monitoring and review. Van der Walt and Knipe (1998: 95) state that involving 

communities in developing some key indicators increases the accountability of the 

municipality and public trust. De Waal and Heijden (2015:16-17) concur, asserting 

that strong cooperation by all stakeholders contributes to the success of the system 

and thus the success of the entire organisation. 

 
However Mubungizi and Dassin (2016: 275) have a contrary view which states that 

http://etd.uwc.ac.za/



 

 

15 

although the legislative and policy levels of public participation is held in high regard 

and prominence, these are deliberately designed not to instil genuine public 

participation through ward committees and public meetings rather consultative   

engagements. They arguments envisage that the public should be given power to 

influence both the process and outcome of government’s decision in both policy 

formulation and implementation processes.   

 

The current state of affairs in South Africa is indicative of a scenario where public 

consultation is used as a vehicle to gain political prominence where the invitation to 

these engagements is directed to those that are associates  to the person calling the 

meeting and therefore they would never engage robustly with the information 

presented to them. Mfene (2017:6) notes that accountability in government has been 

complicated further by the interposition of political appointees or officials between 

political executives and permanent public servants.  

2.3.3 The Municipal Systems Act (2000) 

The Municipal Systems Act (Act 32 of 2000) provides for the establishment of core 

principles, mechanisms and processes that are necessary to enable municipalities 

to move progressively towards the social and economic upliftment of local 

communities and ensure adequate access to essential services that are affordable 

to all.  According to this piece of legislation, a municipality must collect all money 

that is due to it, and must maintain and implement a credit control and debt 

collection policy which is consistent with its rates and tariff policy.  

 

Manyaka, Sebola and Nkuna (2013:112) state that a comprehensive PMS should 

be developed and used to ensure that all parts of the municipality work together to 

achieve the goals and service targets set. A PMS helps municipalities to identify 

elements of non-compliance, maladministration, inefficiencies, waste and lack of 

productivity, and to create a municipality that is better able to deliver efficiently and 

economically on its promises to communities.  

 

Every year, the Auditor General of South Africa (AGSA) reports on the failure of 

municipalities to maintain clean governance, stating that they perform badly in the 

annual audit results, that they fail to pay their debts and that they have been 
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increasing their irregular expenditure.  The AGSA has reported weaknesses in the 

internal controls of local government, along with risks that need attention. One of 

the challenges is submission of poor-quality financial statements and performance 

reports, and lack of accountability. In the AGSA report 2019-20 a recommendation 

has been put forward for municipalities to invest in preventative controls and is 

sais to be more effective than having to deal with the impact of failures as a result 

of lack of controls and accountability (AGSA 2019-20:3). 

2.3.4 The Performance Management Guidelines for Municipalities, 2001 

The Performance Management Guide for Municipalities (2001: 8-29) presents a 

framework for the development and implementation of an organisational 

performance management system in municipalities. It highlights linkages to the 

employee performance management system, which should form part of the 

broader performance management system. The guide states that each 

municipality is expected to develop a performance management framework on 

how its performance management processes are to be undertaken. The Report on 

the State of Local Government in South Africa, published in 2009 by the 

Department of Cooperative Governance and Traditional Affairs (2009:18), 

provides an intriguing comparison on the capacities of municipalities and notes 

that in most municipalities, the performance management system has either not 

been developed or is not complied with.  

2.3.5 The Local Government Municipal Finance Management Act (2003: 24) 

The Local Government Municipal Finance Management Act prescribes that every 

municipality must prepare an annual report in accordance with Chapter 12 of the 

Act which provides for financial reporting and auditing. Within nine months after 

the end of a financial year, the council of the municipality must provide a report on 

its performance in relation to its budget in order to maintain accountability to the 

community it serves.   

 
The Act requires municipalities to compile a Service Delivery and Budget 

Implementation Plan (SDBIP) detailing the implementation of service delivery and 

the budget for the financial year. The SDIBIP serves as a contract between the 

administration, the council and the community, expressing the objectives set by 

the council as quantifiable outcomes that can be implemented by the 
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administration over the next twelve months. It facilitates the process of holding 

management accountable for their performance and provides a basis for 

measuring performance in the delivery of services. 

 

Kroukamp (2007: 16-31) defines the SDBIP as a management, implementation 

and monitoring tool that assists the municipality and the community to realise the 

strategic objectives as outlined in the IDP, focusing on both financial and non-

financial outcomes to ensure effective and efficient performance. The SDBIP 

should be based on specific measurable targets and performance indicators 

derived from the IDP of the municipality.  

2.3.6 Local Government Municipal Structure Act (1998) 

In Section 19, the Municipal Structure Act mandates the council of the municipality 

to conduct annual reviews of the municipality’s overall performance in achieving its 

objectives. In performing its functions and exercising its powers, the municipal 

council must develop mechanisms to consult the community. Section 44 of 

Municipal Structure Act provides that an Executive Committee of the council of the 

municipality must develop some criteria in terms of which progress in the 

implementation of the strategies, programmes and services can be evaluated, 

including key performance indicators which are specific to the municipality and 

common to local government. Therefore, the PMS should provide a mechanism for 

ensuring increased accountability between the communities and the municipality, 

and between the political and administrative components of the council. 

 

In the main the failure of the municipalities to deliver satisfactory services to its 

communities has been attributed to none compliance with legislation, lack of 

accountability and consequence management. Manyaka, Sebola and Nkuna 

(2013:112) state that a comprehensive PMS should be developed and used to 

ensure that all parts of the municipality work together to achieve the goals and 

service targets set. A PMS helps municipalities to identify elements of non-

compliance, maladministration, inefficiencies, waste and lack of productivity, and 

to create a municipality that is better able to deliver efficiently and economically on 

its promises to communities.  

.  
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2.3.7 Municipal Planning and Performance Management Regulations (2001)  

The Municipal Planning and Performance Management Regulations (2001), 

issued in terms of Municipal System Act 2000, sets out in detail the requirements 

of the performance management system. Chapter 3 of the regulations states that a 

municipality’s performance system entails a framework that describes how the 

municipality’s cycle and process of performance planning, monitoring, 

measurement, evaluation, reporting and improvement will be conducted, 

organised and managed. It is evident that there are challenges affecting the 

effectiveness of the system. These  include a lack of proper planning, the nature of 

targets, and the inability of some municipalities to implement corrective actions 

where underperformance is identified (Nzimakwe & Mbili, 2019:37). 

 
In developing the PMS, a municipality must ensure that the system clarifies the 

roles and responsibilities of each role player, including the local community. The 

system should also clarify the process of implementing the system within the 

framework of the Integrated Development Plan (IDP). The regulations determine 

the frequency of reporting and the lines of accountability.  

 
The regulations also regulate the establishment, composition and functioning of 

the Performance Audit Committee. This committee has a major responsibility in a 

municipality, providing control measures and ensuring the reliability and accuracy 

of financial reporting. However, the Auditor General of South Africa has reported 

on the non-compliance in the majority of municipalities due to a lack of internal 

controls (AGSA Report 2019/20). 

2.3.8 Municipal Performance Regulations (2006)  

The Municipal Performance Regulations for municipal managers and managers 

directly accountable to the municipal manager (Government Gazette No. 29089, 

2006) prescribes how the performance of Section 57 staff will be uniformly 

directed, monitored and improved. The regulations address both the employment 

contracts and performance agreements of S57 employees of the municipalities. It 

further provides a methodology for the performance management system as well 

as criteria for performance bonus payments. The regulations also provide an 

approach for addressing under performance, should it occur.  
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2.3.9 Cadre Deployment Policy 

 

Apart from Government ‘s aim to introduce positive policies as discussed above to 

strengthen the capacity of local government , the National African Congress (ANC) 

led government established the cadre deployment policy that advocates for party 

loyalists to occupy prominent positions in the public sector. Naidoo (2017:74) 

contends that when placements are made to the state positions through this policy 

the more qualified officials are often overlooked. Yende (2017) affirms that, 

through cadre deployment , officials who are loyal to the governing party are 

placed in positions for which they do not qualify. As observed in the report 

released by the Department of Cooperative Governance and Traditional 

Affairs(COGTA) in 2009 , several municipalities are in a state of disarray on 

account of embedded practice of cadre deployment. Madumo (2015:154) is of the 

opinion that several municipalities across the country are continually failing to plan  

their work effectively, manage their projects skilfully, plan and manage their 

budgets wisely because of the lack of qualified experts in the technical fields and 

this inhibits their capacity. According to Naidoo (2017:75)  the alarming degree of 

deterioration in local government structures in South Africa is as a result of 

structural challenges including financial mismanagement, lack of strategic 

planning, poor human resource strategies amongst others. Butler notes that these 

challenges are the result of cadre deployment and its negative influences on 

performance management and service delivery. 

 
2.4 THE DEVELOPMENT OF PERFORMANCE MANAGEMENT IN THE PUBLIC 

SECTOR IN SOUTH AFRICA 

Performance management is essential to the delivery of improved services. The 

expectation on performance management is to ensure that accomplishment of 

objectives is rooted  in the fundamental principle that management structures 

should rely on their own capacity to unite various individuals within the 

organisation and arouse them to work together towards the realisation of goals  

and to achieve shared targets (Ndevu and Muller 2017:14)The Public Service 

Regulations (2016) state that the PMS of members of Senior Management 

Services (SMS) in the public service is underpinned by the notion of improving 

organisational performance and accountability by enhancing the capacity of 
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members of the SMS. The purpose is to ensure that senior management deliver 

on their performance expectations and that they are empowered to meet their 

career development needs. The inception of outcomes-based performance 

management for the public service in 2010 necessitated that the PMS should be 

designed to ensure that the goals/objectives contained in the Strategic Plan and 

the Annual Performance Plan of the organisations are cascaded into the 

Performance Agreements (PA) of the members of the SMS. The Performance 

Agreement is the main pillar of performance management and forms an integral 

part of the assessment and evaluation of the performance level of the SMS, 

contributing to the achievement of organisational goals and objectives.  

2.4.1 Phases and steps of performance management  

2.4.1.1 Planning phase 
 
The Performance Management Guidelines of Municipalities states that the 

planning phase of the performance management process involves consultation 

with key stakeholders and clarification of roles and responsibilities. During the 

planning phase, the municipal manager should set up internal institutional 

arrangements for functional activities to be carried out in a purposeful and goal-

oriented manner. If there are structural changes in the institutional arrangements, 

the municipal manager should identify the change process to be employed.  

 

The Public Service Regulations (2016) establishes that the Batho Pele principles 

should form a part of all performance agreements, be aligned with the service 

standards and used as criteria during the signing and conclusion of each 

performance agreement. Although the principles are not weighted, the evaluation 

must be informed on the basis of how the principles were applied in the execution 

of the Key Performance Areas (KPAs). These principles seek to establish a 

service-oriented culture, in which there is extensive consultation with citizens and 

communities on their needs, and the development of a strategy with key 

indicators.  

 

The Performance Management Guidelines indicate that citizens and communities 

should be consulted on the vision of the municipality, so that communities may 

influence the identification of priorities, the choice of indicators and the setting of 
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targets. this has to be looked at carefully against Mubunguzi and Dassin’s views 

that stakeholder engagement in a form of public participation should not just be a 

compliance exercise . They argue that stakeholder engagement has become a 

tool for politicians and senior executives to advance their political influence 

(Mubunguzi and Dassin 2016: 275). 

 
The Chris Hani District Performance Management Framework (2012-2013) states 

that the district municipality should develop a PMS that will be the primary 

mechanism for the assessment of the municipality’s performance, and that it 

should monitor, review and improve the implementation of the municipality’s IDP. 

The system adopted provides mechanisms for ensuring increased accountability 

between the communities of CHDM. Therefore, consultation during the planning 

phase is embedded in the PMS of CHDM.  

 

 2.4.1.2 Developing a performance management system 
 
During the development stage, municipalities are required to examine their culture 

and determine whether the culture values and nurtures excellence and embraces 

continuous learning. Van Rooyen (2008:270) argues that in building a 

performance management system, municipalities should develop a system 

suitable for their own environment.  

 
The CHDM decided to use the Balanced Scorecard approach as its model for 

performance management. The system makes use of common concepts such as 

objectives, KPIs and baseline scores as described below;  

i. Objectives. These are statements which are drawn from the IDP about 

what the municipality seeks to achieve.   

ii. Key performance indicators. Indicators are variables which are qualitative 

or quantitative that indicate whether the municipality is making progress in 

achieving its objectives 

iii. The baseline score is the value of the indicator before the start of the 

programme or period over which performance is monitored. 

 

The Balanced Scorecard approach is a strategic management system that aims to 

clarify and translate the organisation’s vision into action. The approach emerged 
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from the realisation that no single performance indicator could capture the full 

competence of the organisation. According to Kaplan (2007:90), the approach 

bridges the gap between an organisation’s mission, its strategy statement and its 

operational plan. The scorecard is designed on the assumption that there is a 

relationship between the municipality’s performance in achieving its strategic goals 

and objectives and the performance of its employees. This means that poor 

performance at the strategic level will affect the operations of the municipality. The 

approach provides an all-inclusive framework that translates the vision and 

strategy into action and links the intended outcomes and outputs. 

 

2.4.1.3 Implementing the Performance Management System at CHDM  

 
The implementation of the performance management system is placed in the 

office of the municipal manager as the accounting officer (De Visser, 2009:91).  

Each municipality in the district is responsible for ensuring that its IDP is a clear 

manifestation of prioritised community needs that require the urgent attention of 

government and is in line with the district’s IDP. During this phase, priorities, 

objectives and performance agreements are established and agreed upon. At 

CHDM the local municipalities set out priorities relevant to their environments. 

Expectations from human resources are also identified in terms of requisite skills 

needed to deliver on the expectations of the municipality.  

 

2.4.1.4 Monitor, evaluate and review performance 

 
The municipal manager plays a leading role in monitoring the implementation of 

the PMS. Performance monitoring, evaluation and review are interlinked activities 

which provide different levels of diagnosis. Performance monitoring is an ongoing 

process to track and assess whether targets are being met and broader 

development objectives are being achieved (DPLG, 2011:17). The monitoring 

process runs parallel with the implementation of the IDP of the municipality.  Each 

municipality in the district is required to develop a monitoring framework that 

identifies the role of different role players in monitoring and measuring the 

municipality’s performance and to allocate specific tasks for the gathering of data 

and submission of reports. 
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The CHDM adopted the performance analysis approach to monitor the 

performance of its local municipalities and to determine whether targets have been 

met or exceeded. For each municipality’s scorecard indicator, a relevant custodian 

is designated. The custodian is not only accountable for performance but also for 

conducting measurements of the applicable indicators, and analysing and 

reporting reviews (Bititci, 2006:75). The analysis of performance is useful as it 

identifies the current level of performance of each municipality and the 

performance level it requires in order to achieve its goals, thereby assessing the 

performance of the managers. This exercise is supposed to occur on annual basis 

and, for better coordination, is located in the office of the municipal manager or the 

office of the executive mayor or executive committee. The municipal manager 

ensures that regular monitoring and reporting by individual directorates takes 

place  annually. 

 

The evaluation process does not look only at whether the municipality is performing 

adequately, but also identifies the areas where the municipality is under performing.  

CHDM uses a logical framework during evaluation.  The approach requires that 

project analysis, planning and implementation should flow in a logical manner to 

achieve intended objectives. It assists in understanding the significant phases of 

project development that may lead to the failure of the project if not clearly 

understood.  

 

2.4.1.5 Performance auditing  

 
The key element is to audit the results of the monitoring and evaluation process. This 

involves verifying that the measurement mechanism is accurate and that proper 

procedures were followed during evaluation and reviews. Each directorate of the 

municipality is required to submit its performance results to the audit function 

internally and externally. The AGSA plays an important role in auditing municipalities’ 

reports. In the 2018/19 financial year, the Auditor General’s report  

(AGSA:18/19)indicated that only 20 municipalities out of 284 municipalities had 

received a clean audit. The report highlights the challenges experienced by 

municipalities, including maladministration, mismanagement of funds, lack of 

accountability and consequence management.  
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2.5. THE MANAGEMENT OF THE PERFORMANCE OF SENIOR MANAGERS AT 

CHDM  

The Cooperative Governance and Traditional Affairs (COGTA) report of 2009 

(2009: 2-30), states that in most municipalities, systems to manage the 

performance of senior managers were either not developed or not complied with. 

This points to the fact that despite an existing policy framework governing 

performance in municipalities, performance and evaluation is still a challenge. 

Most municipalities in South Africa still struggle to perform efficiently and 

effectively as a result of the non-existence of proper systems.  

 

A good performance management system enables municipalities to understand 

how its employees are currently performing, and to identify those employees that 

contribute most or least. It is for this reason that this research examines the 

implementation of PMS at CHDM. In determining how PMS is implemented at 

CHDM, the researcher probed the management of the performance of Section 57 

managers, the effectiveness of the system used (the BSC), the rewards used to 

motivate senior managers who meet their set goals and targets within the time 

frame, and the developmental programmes in place for poor performers. As has 

been indicated, CHDM has a review model in place. Close attention was given to 

its implementation to determine who is involved and how often the review takes 

place. The answers to these questions are explained in detail in the findings. 

2.5.1 Performance contracting and assessment 

Performance contracting is the first and most significant step in the performance 

management process. It involves the development of performance agreements 

(PAs) which define the municipality’s performance expectations of Section 57 

managers. It forms the basis for measurement, feedback, assessment and 

development in the performance management process. The PA is an agreement 

between an employer and the employee that (a) outlines the employer’s 

expectations of the employee’s performance and (b) establishes procedures for 

assessment of the employee’s performance against agreed criteria (Armstrong & 

Baron, 2005:27). All members of senior management at CHDM are required to enter 

into and sign their performance agreements on or before the end of June of each 
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year.  

 
The performance agreements include the performance objectives and targets that 

the municipal manager must reach together with the timeframes within which goals 

must be met. These are based on the municipality’s IDP. A system for the evaluation 

of the municipal manager’s performance, together with a description of 

consequences for unsatisfactory performance, must also appear in the agreement. 

Importantly, it is within the council’s discretion to determine which consequences 

apply to substandard performance on the part of the municipal manager (De Visser, 

2009:67). 

 
The integrated approach used by CHDM to evaluate the performance of the SMS 

includes an evaluation of Key Result Areas and core management competencies. 

The core competencies focus on functional characteristics that members of senior 

management are expected to demonstrate in their roles as leaders and managers in 

the public service. These include strategic capability and leadership, people 

management and empowerment, financial management, programme and project 

management and change management. 

 

The assessment of the employee's performance forms the basis for rewarding 

outstanding performance or correcting unacceptable performance. In the case of 

unacceptable performance, the employer provides systematic remedial action or a 

developmental plan to support the employee to improve his or her performance 

(DPLG, 2006:31). The implementation of these plan is coordinated and monitored by 

the Human Resource Management office under Corporate Services Division. The   

results of the following assessment determine whether an employee has improved 

performance after the interventions. The office also has a policy that outlines a 

process to be followed when constant underperformance is recorded. 

 

 Molofo (2012:72) states that it is important for municipalities to encourage and 

motivate good performers. The personal development plan must identify the 

developmental requirements of an employee by identifying job specific 

developmental needs and skills needed to improve performance. 
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2.6  THE THEORETICAL FRAMEWORK OF PERFORMANCE MANAGEMENT 

An effective PMS clearly defines the expectations of the organisation and helps to 

align employee behaviour with the culture and business model of the organisation. 

In an increasingly demanding environment such as the CHDM, performance 

management is not optional but rather essential for improving the delivery of 

services, enhancing the municipality’s effectiveness and creating a culture that 

strengthens performance. The municipality’s goals should be aligned with the 

skills, knowledge and competencies needed to enable effective implementation. 

There has to be a relationship between the municipal strategy, people, 

organisational design and performance system in order for the objectives of the 

performance management system to be achieved. The following theories of 

performance management are reviewed to establish the nature of the relationship 

between the PMS, the objectives of a municipality and the behaviour of 

employees. 

2.6.1 Expectancy theory 

Expectancy theory is a cognitive process theory based on the idea that people 

perceive a relationship between the effort they put in at work, the performance 

they achieve from the effort, and the rewards they receive from their effort and 

performance. There is a growing recognition of expectancies and incentives as 

determinants of motivation, which are the result of the expectations of participants 

(Lunenberg, 2011: 59). Evaluating municipal officials’ performance at work can 

influence their perception of their own performance, their competencies and 

abilities in making the work effort. Municipalities could influence the expectancy 

level through organising work in such a way as to allow competence development 

or internal mobility.  

 

Expectancy theory claims that the decision of a person to behave in a certain way 

relies on the anticipation of outcomes and the value the individual attaches to 

these (Lunenberg, 2011:60). The assessment of the performance of an employee  

always runs into conflict in cases where an employee believes they have reached 

an outcome that matches the outcome for performance rewards. Where outcome 

is not what was anticipated, employees may decide in future not to put much effort 

into the work because in the past there was no recognition of their efforts. It is 
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therefore important for municipal managers to exercise the leadership skills to get 

the maximum performance from employees without creating the expectation of 

rewards for every competently handled task. The SMS must create a working 

environment where employees handle work tasks well without any expectations, 

where there is a good relationship with colleagues and superiors, and where 

managers can influence the workplace to be conducive to hard work (Fitzgerald, 

1996:107). 

 

Butler (2014:93) in his comprehensive review of the expectancy theory suggests 

that there is a relationship between personal goals, individual effort and 

organisational rewards. Therefore, municipalities ought to encourage working 

practices which enable employees to perform optimally to achieve the goals of the 

municipality without creating any expectations,. Mitchell( 2015: 568 ) challenges  

the relationship suggested by Butler and argues that the relationship suggested is 

not clearly understood and suggests this does not  take into account the fact that 

people’s needs , goals and motivators change with time. If the theory is something 

to go by , it will bring instability in the organisation. Matsumoto (2015: 319) also 

argues that the theory assumes that all employees are motivated by extrinsic 

rewards and fails to come to grips with the fact that some employees would prefer 

intrinsic rewards.  

 

Butler (2014: 94) claims that the simplicity of expectancy theory is misleading 

because it assumes that if an employer makes a reward, such as financial bonus 

or promotion enticing employees will increase their productivity and boast their 

morale. It becomes a challenge in municipalities that do not have financial 

resource to make financial rewards. Most  of the protests experienced  in  the 

municipalities are as a result of expectations that are not fulfilled where employees 

would demand to be paid bonuses based regardless of the financial position of 

that municipality. 

 

At CHDM, the effective implementation of the PMS is challenged by expectations 

created by some managers which are not results driven, due to a lack of 

leadership skills in these managers. In performance management, it is important to 

clarify employer and employee expectations in terms of outcomes and delivery to 
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ensure that employees understand what is expected of them without having 

unreasonable expectations of rewards and promotions. Quite often when 

expectations of rewards are created and the municipality is not able to deliver 

these rewards, industrial protests are the result, particularly in municipalities that 

have strong labour unions. 

2.6.2 Control theory 

The control theory of performance management emphasises a strong alignment of 

individual performance with the overall performance of the organisation (Powers, 

1998:87). It focuses on control mechanisms which should be imposed at all levels 

of an organisation in order to maximise the performance of individual employees. 

In criticism of the control theory, Armstrong (2009: 207) states that performance 

should not rely on imposed control measures, but should be based on an agreed 

set of objectives, knowledge, competences and skills to perform the task.  

 

According to Hood (1995: 98-102), there are appropriate controls or measures to 

monitor the extent to which an organisation and its units are achieving what they 

are supposed to achieve, applicable to input and output controls and employee 

behaviour. For behaviour control, the CHDM has put in place policies and 

procedures that control the behaviour of employees. On a regular basis, the 

management is supposed to evaluate the actions of the employees according to 

the standards of the organisation. 

 
Control theories regulate performance in the public sector. It states that for each 

objective, the KPIs, as control mechanisms, should be defined, and clear timelines 

should be set for reporting. In terms of CHDM’s BSC, annual targets are defined for 

each objective and progress is reported on quarterly. In case of any deviations, the 

designated manager should make adjustments to either the time frames or the 

inputs. The method therefore controls the behaviour of both the designated manager 

and the employee. 

  
Input control ensures the availability of the required skills and competencies in the 

organisation to ensure efficient delivery of services. At each level of performance at 

CHDM, the requisite skills for each key performance area are identified. This then 

becomes a challenge where requisite skills and competencies were overlooked 
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during placement of senior managers and technical people in strategic positions. 

Madumo (2015:154)  argues that the deployment of cadres and their conduct at work 

are perceived to have become a major challenge and have serious effects on the 

implementation of government policies such as PMS. Bizana( 2017:665 )concurs 

with Madumo and further states  that the implementation of PMS in local government 

is comprised by this practice. The cadre employees go through the same processes 

of performance management like other public officials in an endeavour to get 

rewards in the form of bonuses and promotions.  

 
The theory also regards accountability as an input. Cossetta and Hess (2015:73) 

state that accountability as far as performance management is concerned at the 

municipality cannot be regarded as an input. In a compromised environment in the 

municipalities where accountability is a challenge the theory should offer a guideline 

for performance management as an evaluation process on set standards and actual 

performance. 

 
Control theory evaluates the output of the system against its predetermined 

objectives and predefined standards. It encourages regular monitoring and 

evaluation and generates faster outputs, with the performance of employees 

controlled through rewards and sanctions after evaluation. Locke (2002: 705-717) 

argues that a system based on control theory can demotivate employees, as it is 

regarded as too mechanical and rigid in terms of rewarded behaviour and fails to 

consider that humans are not mechanical objects. In concurrence, Hood (1995: 98) 

states that encouraging a performance management approach in the organisation 

means managing results, not rules.  

  
In terms of output control, feedback from evaluations should control the quality of 

the output. Where feedback is positive, employees are motivated by rewards. The 

theory attempts to align employee behaviour with organisational standards. 

Managers use the theory to facilitate a continuous flow of feedback between 

managers and employees to track and evaluate their achievements. 

 

Control theory is perceived by managers at CHDM as the best approach since it 

enables them to clearly define inputs in terms of the skills and capabilities needed 

to perform certain tasks, and outputs in terms of agreed-upon targets or outcomes. 
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The approach requires managers to motivate employees where feedback is 

negative, as it has the potential to demotivate employees whose results are not up 

to standard. If not properly applied, it can decrease productivity. The theory 

therefore assumes that employees are concerned about the feedback. In a 

unionised environment where the majority of workers are members of an 

organised labour union, it is a challenge to manage performance through the 

‘control’ approach.  

 

The application of the control is heavily critised in a unionised environment. Unions 

view the approach as very bureaucratic and argue that it seeks to over-control the 

behaviour of employees. The CHDM like all other municipalities recognises the 

rights of workers to belong to a union.  Municipalities in Chris Hani District need to 

treat their employees with dignity and respect and to create a culture of trust and 

commitment to minimise the negativity associated with this approach.   

 

2.7 THE INTERNATIONAL PERSPECTIVE ON LOCAL GOVERNMENT AND 

PERFORMANCE MANAGEMENT 

According to  various theories on local government expounded in the literature, 

governments all over the world pride themselves on their ability to deliver 

improved services to local communities. The section below describes the evolution 

of local government, and the introduction and implementation of PMS in Kenya 

and Brazil. 

2.7.1 Kenya  

Kenya is a democratic state with two spheres of government, national and county. 

Various models of local authorities in Kenya have emerged over time as different 

administrations have sought improved ways of serving citizens. The advent of 

independence in 1963 made it necessary for Kenya to reform the local 

government system from a centralised system to a citizen-oriented, local-

government-based system (Cameroon, 2009: 206). Cameroon states that this was 

done through a review of what existed and the promulgation of a new set of laws 

outlining the new government structure, powers and functions which placed local 

authorities in Kenya in charge and responsible for providing basic services such as 

health, primary education, refuse collection, water and sanitation, and fire 
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protection amongst others.  

 

Local government in Kenya entered independence with many challenges. 

Amongst these was great financial difficulties and a rapidly growing population. 

Since independence, the governance in Kenya has faced numerous challenges 

leading to poor economic performance (Mwenzwa, 2014:17).The delivery of 

services in Kenya has deteriorated to the extent that there is a challenge to deliver 

the most basic services, owing to a number of factors. Stamp (2014:10) affirms 

that, firstly, the existing facilities in most local authorities were not planned to cater 

for an increasing population. Secondly, local government capacity to provide 

services is hindered by an insufficient resource base, mismanagement, lack of 

planning and poor organisational culture.  

 

In an effort to improve governance and service delivery by local authorities in 

Kenya, a variety of reforms were introduced including the key policies discussed 

below: 

2.7.1.1 Kenya vision 2030 
 

The Kenya Vision 2030 is the country’s new development blue print covering the 

period 2008-2030 (Kenya, Vision 2030). It sets out the vision of the country  to 

transform Kenya to a newly middle income country providing a high quality life to 

all its citizens( Republic of Kenya, 2008) through a transformative environment in 

which policy actions , reform initiatives, programs and projects are implemented 

seamlessly and consistently by a public sector.  The blue print is based on  the 

economic, social and political pillars. The flagship projects implemented through 

the economic pillar are aimed to maintain a sustained economic growth of 10% per 

annum over the period 25 years. The country envisages a just and cohesive 

society enjoying equitable social development in a secured environment through 

the social pillar, and a democratic political system, a people centred result 

orientated public service that is accountable to the people it serves (Olufeme, 

2016:37).  

 

Amongst others, the vision aims to enhance strategic planning in government 

including the local sphere of government. It is therefore understood as a goal 

oriented method combining people, resources and processes to achieve set goals 
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(Mwenzwa,2014:23). However Wairumu (2015:17) asserts that although there is 

substantial progress achieved in the implementation of the flagship projects set out 

in the blue print , various obstacles impacted negatively the outcome.  According 

to Sharma (2016:34) the centralised planning left the local communities playing 

insignificant role in decision- making and implementation of planned development 

projects. This resulted in an extreme waist of resources, dotting the country with 

abandoned projects.  The Result based management strategy was pegged to the 

implementation of the vision. 

 

2.7.1.2 Result Based Management 
 
The concept of  Result Based Management (RBM) was introduced to evaluate the 

outcome of the implementation of the Vision 2030 flagship projects (Khawaja: 

2017:8). RBM  is defined as a management strategy to ensure that the processes, 

products and services contribute to the achievement of desired  results (outputs, 

outcomes and goals) and focuses on the outcome rather than the input 

(Mwenza,2014:19). Sharma(2016:29) argues that the RBM approach is a key 

integrative strategy and mechanism in development, linking employees ’goals and 

responsibilities to the objectives of the organisation, and integrating major 

interventions such as appraisal , rewards and overall service delivery and 

organisational performance thereby facilitating strategic fit in modern development. 

 

 

 Public sector organisation have been under much scrutiny in view of a waning 

confidence in the political leadership, escalating national financial deficits and the 

necessity for more accountable and transparent governance which led to emergency 

of RBM ( Khawaja, 2017:15). According to Olufemi, 2016: 52) the RBM is a relevant 

new concept in the developing countries designed to influence performance of 

various projects and people assigned to drive those projects. The review of  

effectiveness of the RBM by Khawaja (2017: 16) indicates that the approach was 

surrounded with a number of challenges including poor focus on common results, 

political interference, corruption, political instability, and poor management.  

 

2.7.1.3 Local Government Reform Programme  
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The Kenya Local Government Reform Programme started in1996. It aim is to 

develop and disseminate policies , systems and procedures relating to operations 

of local government(Sharma,2016 28). The specific aspects in which local 

government reforms have been undertaken include areas such as policy 

development and implementation, financial management, governance and service 

delivery. Taylor’s review indicates that although the performance of local 

government in service delivery has improved as a result of the implementation of 

the reforms, much remains to be done. There is little evidence of quality service 

provision on the ground and project completion rate is dismal. Many reasons have 

been advanced and these include corruption, lack of capacity and accountability, 

and weak structures especially in areas of procurement and governance (Yin: 

2014:13). According to Yin the absence of a strong policy approach and 

programmed service delivery that seems to characterise local authorities 

undermines the ability to successfully the development projects. 

 

2.7.1.4 Rural Poverty Reduction and Local Government Support Programme  
 

The Rural Poverty Reduction and Local Government Support Programme                   

( RPRLGSP) was set up to support the Government of Kenya’s efforts to reduce 

poverty, with particular emphasis on support to reform initiatives of the Kenya 

Government Reform Programme that focuses on improvement in service delivery 

and financial management at Local Authorities (Kenya Vision 2030). The focus 

was to improve accountability and responsiveness in delivering services to the 

poor and this includes a comprehensive programme of capacity building at all 

levels of the programme intervention in communities (Yin, 2014:15).  The 

challenges identified at local government include inadequate financial 

management practices and controls, poor development or non -existence of 

monitoring and evaluation controls, irresponsive Human Resources Strategy that 

enforces ethics, integrity and professionalism and absence of good performance 

management system linked to sanctions and rewards( Olufemi, 2016: 53)  . 

 

 

2.7.1.5 Performance management Framework  
 

To measure the success of these interventions, the government of Kenya 
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introduced the performance management system in line with the framework 

adopted by county governments (Armstrong & Baron, 2005: 20). The adoption of 

the system was on premise that government through its local sphere could 

achieve more and cost less and  would be a hands on approach where mangers 

have a free hand to manage government processes(Sharma, 2016:30).  

 

The system provides goals, objectives and performance indicators linked to the 

goals of local government. Included in the reforms introduced by government is 

the development of Results Based Management (RBM) blueprint which was more 

about setting of targets during performance contracting (Yin, 2014:15). In 2010 

after six years of implementing the RBM a panel of experts was appointed to 

review it . It was found that setting of targets had not been well coordinated and 

was not tanderm with the budget process hence impending on performance 

improvement efforts (Wael, 2015: 16) . Thus in 2015, the government introduced 

the sector performance standards to guide the performance planning and 

evaluation processes. The performance standards provide the specific indicators 

that each sector is to work towards achieving its goals. Each manager draws its 

workplan and performance contract from the approved sectorial plan and budget. 

Thus the organisational targets are committed to each municipal manger through 

the annual performance contract , while the individual targets are committed 

through the performance appraisal system. According to Wael (2015) the linking of 

the of the sectorial plans, municipal plans, managers and individual contract has 

been a challenge due to historical processes of piecemeal of introduction of 

different aspects of performance management including the reporting. The reports 

are to be submitted to a specified number of oversight institutions and authorities.  

  

Local authorities in Kenya regard performance management as a force for both 

vertical and horizontal integration. This approach challenges the typical sectorial 

delivery of programmes and projects by a municipality or department in the county. 

It measures the coordination of different policy interventions targeted to a specific 

area, and theoretically makes use of a bottom-up approach that encourages the 

participation of local communities who are familiar with the challenges being 

addressed.  
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Bourne (2000:756) states that the biggest challenge faced by municipalities in 

Kenya is their capacity to deliver services and track their implementation. He also  

states that performance management should be integrated into the way in which 

business is managed and should be strongly linked to other key processes in 

order to deliver sustained services.  In most municipalities in Kenya, the integrated 

approach that seeks to improve the coordination of service delivery is divorced 

from other monitoring systems such as the PMS (Salome, 2015). 

 
According to Armstrong and Baron (2005), an assessment of the integrated 

approach of performance management has identified the following factors that 

contribute to the ineffectiveness of performance management in local authorities in 

Kenya:  

i. Lack of stakeholder engagement. There is a need for local authorities 

that are well managed and can deliver quality services consistent with 

communities’ preferences whilst managing resources prudently. This 

requirement is considered critical to the practice of good citizenship. 

Individuals and local communities must be involved in all policy processes 

of the municipality. Although the integrated approach of service delivery  

introduced in Kenya was meant to involve communities in key decision-

making processes including policy making, it is not effectively implemented 

(Salome, 2015:9). The approach is meant to promote collaboration by 

states, counties and local authorities in policy and service delivery matters. 

It requires that a wide range of stakeholders be consulted, but limited time 

is allocated to these consultations. As a result, the authorities consult the 

communities after decisions are made, so that the process becomes one  of 

information sharing rather than consultation. Due to a lack of timeously 

disseminated information, a culture of non-performance is created. 

 

De Waal and Heijeden (2015:16) argue that during the design of the PMS, 

all possible hurdles that may come up must be borne in mind. Strong 

cooperation by all stakeholders should be built into the process from the 

beginning to ensure success. They are of the view that the time factor 

should not be viewed as an impediment, as the time required for 

implementation can not be calculated in a scientific way. The main thing is 
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that it must be done properly. If it is done hastily, it opens the scope for 

resistance and puts undue pressure on managers. 

 
ii. Lack of continuous monitoring. Bititci (2006:73) is of the opinion that an 

assessment of the performance of local authorities in Kenya is hindered by 

a number of factors, including a lack of continuous monitoring. One of the 

main reasons for monitoring performance is to be able to provide feedback 

on progress towards achieving goals, and to be able to redirect employees’ 

efforts if necessary.  

 
iii. Organisational culture. Performance management involves directing and 

supporting employees through the creation of a conducive culture that 

motivates employees to work towards attainment of the organisational 

goals. Bititci (2006:73) suggests that factors hindering proper performance 

management occur due to an undue focus on  rules and regulations in the 

implementation of the PMS, with little or no attention to the wellbeing of 

employees and a lack of a ‘hands on’ approach. Knies and Leisk (2018:15-

16) emphasise the importance of creating an environment that motivates 

employees to work freely and un-hampered by a preoccupation with a set of 

rules. They refer to the ‘red tape’ approach, wherein people strive for 

compliance but lack any ability to implement the rules effectively. The rules 

are meant to get employees to behave in a certain manner. Instead most 

employees regard compliance with rules them as a ‘box ticking’ exercise.  

 
 

iv. Leadership commitment and political interference. The 

underperformance in local government is attributed to a lack of resources to 

deliver and continual interference by central government in the local sphere. 

This interference is, in the main, promoted by the integrated approach 

adopted by the country. 

2.7.2 Brazil  

Brazil is a federal country with a presidential system in which municipalities are 

part of the federation together with the states. It is one of the leading emerging 

world economies alongside other BRICS countries (Brazil, Russia, India, China 
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and South Africa). For a long time, Brazil was under military dictatorship,  returning 

to civil rule in 1985, with a new constitution enacted in 1988. The constitution 

marked the dawn of local government in Brazil. The constitution strengthens the 

functions, powers and funding of local government as the third sphere of 

government. It created the municipal councils and gave authority to mayors and 

councillors to govern the municipalities (Idemobi, 2011:49)). This power 

strengthened the role of municipalities to develop its local people, and to provide 

primary services such as water, health services, primary education, sanitation, 

transport and cultural preservation.  

 

According to Souza (2014:27) all Brazilian municipalities enjoy the same legal 

status regardless of their size and location. The rules applying to local 

government, including those concerning its financial resources, are written in the 

constitution and are implemented through a set of regulations. The broader 

framework for the establishment of the PMS in the constitution of Brazil and its 

regulations in local government require municipalities to establish a system 

commensurate with its resources best suited to its priorities, objectives, indicators 

and targets, in consultation with the communities (Anwar, 2014:35).  

 

Like many developing countries, Brazil suffers from deeply rooted inequalities, 

both socially and regionally. The inequalities affect local resources and 

municipalities’ organisational capabilities to implement policies and run their 

affairs. According to Souza (2014:58), the uneven distribution of resources shows 

that government does not have a will to assist struggling municipalities in terms of 

developing their capacity to be on a par with the better-developed municipalities.   

 
Municipalities that make up the urban area of Brazil are heterogeneous from a 

socioeconomic point of view and highly dependent on its heart quarters  in terms of 

resources (Anwar 2014:30) .According to Bird (2012:15)  assessing the role played 

by Brazilian local government in increasing or constraining local democracy and  

looking for patterns of management and policy implementation and delivery is not 

easy given the diversity among the country’s municipalities. The main concern of the 

local administration is to introduce the implementable policies following the ideal of 

participatory local government that is self-reliant.  
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Attempts to address the capacity issues in the municipalities and managerial 

limitations to successfully implement local government policies includes the 

introduction of new policy designs aimed at the municipalisation of two areas of 

responsibility that is health care and primary education (Bird, 2012:11). The reasons 

for municipalising these policies is to create a national minimum standard 

guaranteeing local citizens access to health care and education based on  national 

programmes and standards.  

 

According to Anwar (2014: 33) the decentralisation of these policies was not  based 

on the capacity of each municipality to implement the health and education 

programmes as planned. Therefore delivery of services to communities varied 

significantly depending on the capacity of each municipality. Municipalisation is not 

limited to the transfer of policy implementation to local government , but it has also 

meant a transfer in a share of decision making responsibility to local communities 

(Zussman, 2008:51). It was prudent for the Brazil federal to introduce and implement 

the performance management policy to assess the ability of municipal managers to 

carry the task of implementing these policies resulting to social services rendered to 

communities as per the standards outlined in the programmes.  

 

2.7.2.1 Performance Management Framework  
 
Ford and Zussman (2008: 48) state that performance management in Brazil has 

been subject to numerous challenges since its inception in 1960. They further 

state that there is a lack of coordination across public administration and no 

capacity to effectively implement the system. Anwar (2014: 33) suggests that the 

local government ‘s performance is bound by problems that were not addressed 

by the previous political regime which include Brazil’s regional inequalities which 

manifests itself in the local sphere of government.  The following are performance 

management approaches adopted and implemented across municipalities:  

i. The ‘Anglo-Saxon’ path, a system concerned with the efficient delivery of 

local services in which policy results are more important than political 

processes such as public participation. In municipalities where the 

approach is adopted there have been spontaneous protests on issues of 

public participation. It should be noted that the administration of 
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municipalities is not limited to policy implementation but also means the 

involvement of communities through public participation. This is an 

important principle with which all local governments in the three countries – 

Brazil, Kenya and South Africa – seem to struggle.  

 

The constitution of Brazil provides for a system that promotes a culture of 

performance in all structures, including in its political office bearers, and in 

the management and staff of municipalities, with regular performance 

appraisals and mechanisms for continuous feedback on progress towards 

achieving the municipality’s objectives and targets. According to Odukoya 

(1999: 37), the  Anglo-Saxon approach has little focus on creating a 

conducive environment that enables best performance. 

 
ii. A participatory system, where the main concern of local administration is 

to introduce participatory policies and systems. This is the best-known 

system and has been adopted by many municipalities in Brazil. It has 

yielded results, enabling citizens to become a part of municipal democratic 

processes. Citizens also participate in the process of developing the goals, 

objectives and indicators of the municipality, with the performance contracts 

of senior managers based on the agreed-upon system. The system can be 

equated to the IDP process in South Africa. With this system, it is easier to 

assess the performance of the municipality and that of senior managers.  

 
However, according to Souza (2014:58)  the implementation of participatory 

and innovative policies shows party political belonging matters in creating 

incentives for increasing the role and capacity of certain municipalities to 

implement the social policies such as primary health and basic education. 

Government invests more in the municipalities that are led by the mayors 

who belong to centre left parties than those led by mayors that belong to 

right wing parties.  

 

iii. The anti-democratic system. The majority of local authorities in Brazil are 

lacking with regard to performance appraisals, and there is no common 

standard that is applied when conducting performance assessments. Ayeni 

(2002:73) points out that the challenge in Brazil is commitment by municipal 
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authorities who are unable to deliver as per the performance contracts. 

Employees at the lower level have no knowledge about performance 

management or appraisals. They accept what they are told by their seniors 

and know nothing about their rights to participate in any democratic 

process, including the PMS.  

 
The Brazilian experience suggest that appropriate coordination between the 

federal and local government is  a necessary precursor for policy implementation . 

It also suggests that empowering of local government is a top down imitative that 

presents a wide variety of results.  The Brazilian situation is not different to South 

Africa , politics in governing and management of municipalities play a major role in 

the success of the local government in implementing policies and delivering of 

services to communities.   

 
2.8 CONCLUSION 

The chapter has introduced the legislative framework within which municipalities are 

bound to operate to make the local sphere of government effective and efficient in 

executing its mandates. It has discussed the evolution of local government and the 

introduction of PMS in South Africa, Kenya and Brazil. A detailed analysis of how the 

PMS is supposed to be implemented and the various challenges that are commonly 

faced has been presented. In all three countries reviewed, there is a need to 

strengthen the performance management system environment to promote 

accountability in leadership and in all stakeholders involved. The South Africa and 

Brazil experiences show that as far as local administration is concerned , not only 

the national and federal governments matter, but party and ideology too.  

 
Social accountability implies that effective and accountable governance is unlikely to 

be achieved without attentive and active citizen participation. The governments of 

Kenya and Brazil need to put in place legal prescripts in as far as community 

consultation is concerned, through processes such as the municipal IDP and 

budgeting. This can also be done through the reform of traditions on performance 

management to allow more community participation.  

  

The literature reviewed suggests that in order to assess an organisation’s 
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performance, a balanced view is required which incorporates a multi-perspective 

assessment of how the municipality is performing according to different 

stakeholders. The performance management system should be integrated into 

other management processes in the municipality so that it becomes a tool for more 

efficient and effect management rather than an additional reporting burden.  A 

good performance management model will align the process of performance 

management to the IDP processes of the municipality.  The chapter looked in 

depth at the use of the BSC method by CHDM to assess its performance and that 

of its SMS. 

  

The theories reviewed have revealed that PMS is linked to municipal vision, mission, 

values and strategic goals, as well as to individual goals, tasks and targets. It can be 

concluded that a performance management system should be used to ensure that all 

parts of the municipality work together to achieve the goals and the service targets 

that are set.  

 

Expectancy theory implies that an effective PMS takes into consideration the 

expectations of employees and helps to align employee behaviour with the culture of 

excellent performance and rewards or incentives.   

 

Control theory is perceived by most municipalities as an important parameter for 

organisational effectiveness. This is because it aligns municipal plans for service 

delivery with the performance expectations of employees. It promotes better 

planning for the municipality by enabling it to define the performance standards of 

each objective identified, and the skills and competencies required to perform the 

identified tasks in a controlled environment. Control theory promotes communication 

and participation by both parties through the BSC method. 

  

The following chapter reports on the research design, methodology and population of 

the study. It describes the method used to collect information and the municipality 

wherein the study was conducted. 
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CHAPTER THREE: RESEARCH DESIGN AND METHODOLOGY 
 

3.1 INTRODUCTION  

The previous chapter dealt with two theories applicable to PMS, i.e, the control 

and expectancy theories. This chapter presents the research design and 

methodology used to collect data, and describes both the study population and the 

municipality wherein the study was conducted. The research was deemed 

necessary in order to evaluate performance management challenges at CHDM, 

bearing in mind that the municipality has the responsibility of delivering services to 

rural communities in the Queenstown area of Eastern Cape.  

 

3.2 RESEARCH DESIGN  

A research design is a strategic framework that serves as a bridge between the 

research questions and the execution or implementation of the research. It defines 

how the research will be conducted, indicating who is to be involved, what is involved 

and where and when the study is to take place. Depending on the orientation of the 

study, either qualitative, quantitative or a combination of both methods may be 

applied in the research process. For the purpose of this research, semi-structured 

interviews were conducted with managers at CHDM using a schedule of questions 

prepared beforehand. The qualitative research method was used, which, according 

to Bergh (2009: 440), is executed by analysing and classifying data into themes in a 

subjective way, based on behaviour observation and an analysis of written and 

spoken language used by participants.  During analysis of responses, information 

was classified into biographical information and information related to PMS, each 

analysed separately.  

 

3.4 RESEARCH POPULATION  

The population is the entire group in which the researcher is interested and from 

which the results of the study would ideally be generalised. The target population for 

this study was senior managers of CHDM. These are Municipal Managers, Chief 

Financial Officers, Human Resources Managers and IDP and Economic 

Development Managers in each local municipality. Senior managers were chosen 
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because the responsibility of implementing the PMS lies with them. Senior managers 

sign performance contracts with the Executive Authority (EA), i.e., the Mayor, to 

deliver as per the IDPs of the municipalities they manage and their performance 

contracts with the EAs. 

 

3.5 SAMPLING AND SIZING  

In this study, the researcher used purposive sampling as a sampling technique. 

The technique provides an opportunity to identify participants who are likely to 

provide data that is detailed and relevant to the research’s questions.  According 

to Molofo (2012:109), in purposive sampling, researchers choose individuals for 

their special knowledge and for their formal education or training. Senior managers 

of all local municipalities and the district municipality were chosen to participate in 

the interviews.  

 

The proposed sample size of this research was twenty eight (28) municipal 

managers from the six local municipalities selected from CHDM. These Section 57 

managers were divided into six groups based on their municipalities, with a 

different number of senior manager representing each, as follows: four managers 

from Emalahleni, five from Intsika Yethu, four from Sakhisizwe, five from Engcobo, 

five from Enoch Mgijima and five from Inxuba Yethu. This brought the total to 28 

senior managers. 

 
According to Babooa (2008:144), for a sample to be considered applicable, the 

researcher should select the maximum feasible for the given research population. 

The reason that  28 Section 57 managers were chosen to participate in this study 

is that the researcher believes that the larger the sample size, the more 

representative of the population it becomes, and also, the more reliable and valid 

the results will be. Out of the 28 managers chosen, 25 managers participated and 

formed the final sample. 

 

3.6  DATA COLLECTION METHODS   

Semi-structured interviews were conducted with senior managers of CHDM. The 

purpose was to acquire an in-depth understanding of the issues that impact on 
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their performance and how the PMS is implemented. The objective was also to 

gain an inside knowledge of the approaches and attitudes to performance 

management in the municipality. Semi-structured interviews comprising a 

schedule of prepared questions were administered to the population sample and 

conducted in both English and IsiXhosa to allow the respondents to elaborate and 

explain answers where necessary, thus yielding broad and deep information. The 

researcher took notes during the interviews for the purpose of validity. In total, 25 

interviews were conducted.  

 

Given that the area is very rural, the interviews were scheduled over a period of 

three weeks to accommodate travelling. All participants were interviewed in a 

relaxed office environment at a time that suited the participants, with each lasting 

about 30 minutes. Open-ended questions were preferred, particularly with the 

Municipal Managers, to allow elaboration of responses. The intention was to 

explore the views, ideas and attitudes of the participants concerning various 

challenges with the PMS. 

 

The data collection process was heavily impacted by the restrictions on travelling 

due to Covid-19. The researcher managed by taking advantage of a period when 

travelling and meetings were allowed. 

 

3.7 DOCUMENT ANALYSIS  

Municipal reports from the financial years 2014/15 and 2015/16 were consulted, 

along with reports from the Auditor General of South Africa pertaining to the 

identified district municipality, to identify gaps in the implementation phases. The 

IDP documents for the years identified were also accessed to identify gaps 

between what was planned and actual services delivered. Human resources 

documents accessed included the performance management records and the 

BSC methods used to assess the performance of employees.  

3.8 RELIABILITY AND VALIDITY 

The researcher strove to achieve reliability and validity in the research. According 

to Pors (2008:68), a measurement is reliable if it is consistent, supplying the same 

answers to questions posed at different points in time. The researcher used an 
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appropriate sample size and ensured that the data collected was properly 

transcribed, recorded and filled. To improve reliability, the researcher carefully 

used simple, clear language during interviews. Goodwin (2009:134) states that 

reliability is important because it enables a reader to have confidence that a 

measure taken is close to the true measure. Validity is also important because it 

tells one if the measure actually measures what it was supposed to measure and 

gives accurate results.  

 
 3.9 DATA ANALYSIS AND INTERPRETATION  

As part of the analysis, summaries of the responses of interviewees were 

allocated to the various thematic areas which were based on the research 

objectives. These thematic areas were: policy implementation, accountability and 

management commitment, performance measurement, evaluation and review, and 

stakeholder involvement or participation. Where applicable and relevant, the 

collected data was analysed and presented in the form of tables and graphs, with 

values expressed in the form of percentages to allow comparisons. According to 

Maree (2007:99), the data analysis process allows the researcher to generalise 

the findings from the sample to a larger population in which the researcher is 

interested. The study used a qualitative approach to collect data, and descriptive 

and interpretative analysis was used for data analysis.  

 

3.10 ETHICAL CONSIDERATIONS 

Ethical considerations are an important aspect of academic studies. In this study, 

the researcher endeavoured to adhere to ethical behaviour throughout. Areas 

where proper ethics applied include but were not limited to the principles of 

anonymity and confidentiality, voluntary participation, no harm to the participants 

and informed consent. This required establishing a relationship with participants 

that respected their human dignity, and in which participants could trust.  

 
The participants were fully informed about the aim of the study, that they would 

remain anonymous during the course of study, and that participation was entirely 

voluntary. They were also informed on the topic and the reason the study was 

undertaken. Permission to conduct the research was obtained from Chris Hani 
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District Municipality. 

 

3.11 CONCLUSION 

This chapter has presented the research design and methodology employed to 

collect data, a description of the municipality wherein the study was conducted, the 

research population, sampling and sizing, the data collection methods, how the 

data was analysed and what ethics were considered during the study. The 

qualitative method was employed to collect data. Interviews were conducted with 

selected managers of the municipalities in the district municipality. The researcher 

used prepared questions around themes to conduct interviews.  

 

The following chapter describes the process followed to analyse the data collected 

and presents the findings.  
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CHAPTER FOUR: DATA ANALYSIS AND INTERPRETATION 
 

4.1 INTRODUCTION 

The previous chapter described the method employed to collect data and outlined 

the research population and the nature of CHDM. Semi-structured interviews were 

conducted to collect information, and documents reviewed included the performance 

contracts of the managers, the IDP, the annual reports of CHDM and reports of the 

provincial department responsible for local government in the Eastern Cape. The 

information received was analysed and discussed in terms of common themes. This 

chapter presents the results and analyses respondents’ answers to the questions 

asked. The aim was to  identify challenges with the implementation of the PMS for 

senior managers in CHDM.  

 

The first section of the interview schedule covered the biographical data of 

respondents, and the second section addressed the implementation of the PMS at 

CHDM.   

 

4.2 DEMOGRAPHICS 

This section presents the demographics of the people interviewed.  

4.2.1 Biographical information 

The biographical information of the respondents covered their gender, age, highest 

academic qualification and years of working experience. This demographic 

information gave a general employee profile and helped to establish whether there 

was a correlation between any of the variables and participants’ ideas with regard to 

performance management. All stakeholders identified in the research population 

were represented in the study. 
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4.2.2 Participants’ ages 

  
 

 

Figure 4.1: Participants’ ages  

 

Figure 4.1 above represents the age of managers at CHDM. As can be seen in the 

graph, all managers were over the age of 30, with most between the ages of 31 and 

40 and fewer than 20% above the age of 50. This then means that only 5 managers 

of the total of 25 interviewed are above the age of 50 years. The age representation 

shows that youth below the age of 30 years are regarded as inexperienced and are 

not generally invited to take up management positions.  
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4.2.3 Participants’ genders  

 

 
 

Figure 4.2: Participants’ genders 

 

Figure 4.2 above represents the senior managers in terms of gender. In seeking the 

above information, the researcher took into consideration possible sensitivities with 

regard to gender classifications and the right of participants not to identify as either 

gender. However,  all respondents indicated their gender status. The above indicates 

that more men are employed at senior management level than women(52% 

male(13) and 48% female12). This aspect could be influenced by the fact that CDHM 

is a largely rural municipality with many villages headed by chiefs and headmen. It 

could be that management and leadership in the CHDM area is still regarded as a 

predominantly masculine role. 
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4.2.4 Highest qualification  

Table 4.1 below shows respondents and their qualifications levels.  
 
Table 4.1: Participants’ qualifications levels. 
 
Qualification  No. of employees  

 
% 

Diploma 8 32% 
Degree 9 36% 
Honours 6 24% 
Masters 2 8% 
Doctorate 0 0 
Total  25 100% 
 
In terms of the Public Service Regulations (2001), a person appointed to a 

management position is required to have at least a three-year qualification. As may 

be seen in Table 4.1, all the managers at CHDM hold three-year qualifications, with 

eight having post graduate qualifications. Naturally, a high academic qualification is 

associated with an increased capacity in the individual to lead, analyse and manage. 

4.2.5 Working experience in years 

Table 4.2: Participants’ years of working experience 
 
  

Number of employees  
 
% representation  

Less than two years 0  0 
2-3 years 2 8% 
4-5 years 12 48% 
More than 5 years  11 44% 
Total  25  100% 
 

As can be seen in Table 4.2, the majority of managers at CHDM have more than 

three years of experience. Years of working experience is regarded as an important 

variable as it bears a direct relationship to the capacity of individuals to perform 

effectively, and ultimately will influence the performance of the municipality as a 

whole. Venter (2007:47) argues that individual capacity is the potential and 

competency, or lack thereof, of a person, normally reflected through his or her 

specific technical and generic skills, knowledge, attitude and behaviour accumulated 

through forms of education, training and experience.  
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4.3   THE IMPLEMENTATION OF THE PMS AT CHDM  

This section provides responses to questions on performance management collected 

through Section B of the interview schedule. The responses were classified into 

thematic areas as follows.  

4.3.1 Policy implementation 

Participants were asked questions to determine whether managers at CHDM 

understand the PMS and the policy requirements for the implementation of 

performance measurement in their municipalities.  From the responses received, it 

became clear that senior managers in municipalities in CDM lack a common 

understanding of the PMS. In total, 20% of managers displayed a very limited 

understanding of the PM; they could only say that PMS is about rewards and 

incentives and could not say what outcomes or behaviour leads to rewards and why 

and when employees should be rewarded. However, the other  80% responded that 

PMS is a tool used to measure the level of performance in an institution, focusing on 

the objectives that have been set, continuous monitoring, the achievement of targets 

and thereafter the achievement of goals. This group explained that it is not only 

about rewards and incentives, but also implemented to identify performance gaps 

and put remedial actions in place where necessary. The group emphasised the 

relationship between the IDP and the assessment method and said that the 

objectives to be achieved should be aligned. These responses showed a satisfactory 

understanding of the PMS.  

 

4.3.1.1 Effectiveness, strengths and shortcomings of PMS at CHDM 

 
The views of the respondents on whether the system is efficient or not were solicited. 

The CHDM has adopted the PMS as a tool to achieve effective service delivery. 

Effective PMS requires a well-articulated process for accomplishing service delivery 

targets, with defined roles and timelines for senior managers.  

 

Only 40% of respondents stated that the system was effective, since, to them, it 

enables the council to hold each senior manager accountable for the achievement of 

targets set for each directorate. Accountability falls to senior management, yet many 

in this group believe that all employees in the municipality should be held 
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responsible for the performance of the municipality.  According to these managers, 

for the PMS to be fully effective, accountability has to be cascaded to the lower 

levels so that all employees can focus on similar objectives and have the same 

understanding of the goals and desired outcomes. All employees should understand 

the vision of the municipality. They argued that the overall achievement of the 

municipality does not depend on the performance or achievement of Section 57 

managers only but on the performance of all employees in the municipality. They 

also believe that municipalities have social contracts with the communities they 

serve, and that they ought to deliver on what they promise to citizens. According to 

the managers, if a failure is identified, the council of the municipality, as the 

Executive Authority, should be held responsible. 

 

In total, 60% of senior managers indicated that the PMS is not effective and is 

carried out for compliance; in addition, there is no adherence to the deadlines for the 

submission of reports.  

4.3.2 Performance measurement, evaluation and review 

 

Section 57 managers in municipalities are under constant pressure to improve 

their performance and the quality of services they deliver. The performance 

assessment criteria at CHDM emanate from the individual Performance 

Agreement that explains the KPAs of each manager and forms the basis on which 

senior managers are assessed. Respondents were requested to rate the 

performance of senior managers on a scale of 1 to 4, where 4 = excellent, 3 = 

good, 2 = average and 1 = poor (Question 12). The 40% who indicated that the 

system is effective also rated the performance of managers at 3, which is good. 

 
The reason cited was that there are clear processes for the implementation of the 

system that include the development of objectives and indicators that are specific, 

measurable, attainable, relevant and time based and the alignment of the budget 

to the goals, the IDP and the contracting process. Consultation with all 

stakeholders was cited as one of the factors that enhances performance. 

The following are the examples of the responses received from this cohort:  

 

One manager indicated that “ the fact that the municipality is able to consider and 
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adopt its budget on time to enable release of resources to implement the approved 

projects is an indication that S57 managers deliver as expected”. 

 

“ we have not experienced any industrial protest in our municipality, which means 

that all the stakeholders we serve including the people we manage are satisfied 

with the performance of senior managers. (interview no8 at Emalahleni Local 

Municipality. The PMS cycle is clearly defined and implemented, where challenges 

are experienced the appeal process is followed. “ 

 

Elukhanji Municipality Interview no 13. “We completed most of the projects 

outlined in our IDP, and these in the main are in our Local economic development 

Strategy” therefore performance contracting of employees, managers in particular 

is aligned to the IDP process”.  

 

In total, 60% of those who indicated that the exercise is undertaken for compliance 

only rated the municipality at 2, which is average. One of the reasons cited was lack 

of consultation during the review process. According to this group, targets are often 

changed without consultation and as a result, managers do not accomplish them. 

 

This group indicated that the reason for not achieving the goals is political influence, 

where council members dictate to senior managers what needs to be done, often 

going against the agreed-upon targets. These are  the excerpts of the responses 

from the cohort: 

“ Political influence is growing in this municipality. Some desired outputs are very 

political and thus to hard keep pace with “   

One employee indicated that “ it is just a tedious and unnecessary exercise , which 

lacks credibility, no consultation , you might agree with your supervisor on a score 

when it gets to the review process it gets changed and you are never consultation. 

You end up not knowing what to fix a, when and how.”  

 

4.3.2.1 Developmental programmes  
 

In cases of unacceptable performance levels, the employer should provide a 

systematic remedial or developmental plan to support the employee to improve his 

or her performance (DPLG, 2006:31). The personal development plan identifies an 
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employee’s developmental requirements by listing all job-specific developmental 

needs and skills for the employee to perform according to the required standard. 

 

Senior managers from CHDM indicated that during the signing of Performance 

Agreements, they are required to identify areas where they need to be developed.  

All senior managers identify these areas that require intervention at the beginning 

of each financial year. Those areas are reviewed and incorporated into a Work 

Skills Plan (WSP). Then capacity-building training is supposed to be provided for 

each manager in line with their training needs. However, the challenge is that 

because there is lack of funding in municipalities, particularly in rural areas, these 

interventions are sometimes not implemented at all.  

 

4.3.2.2 Performance evaluation and review 
  
In order to maintain, sustain and continuously improve municipal services, 

performance should be measured, reviewed and monitored to ensure that 

implementation is carried out according to what was planned.  

 

The respondents were requested to describe the performance measurement of the 

system, including the approaches used to evaluate objectives and review 

performance. Most managers commended the BSC method used by the municipality 

and indicated that CHDM uses the Service Delivery and Budget Implementation Plan 

(SDBIP) to evaluate progress in attaining the goals and objectives of the 

municipality.  

 

At the beginning of each financial year, the municipality adopts a budget and the 

IDP, and thereafter develops and approves the SDBIP, which establishes the targets 

as indicated in the IDP. These targets form the basis of performance contract of 

senior managers and are included in their PAs as KPAs.  

 

The respondents had different views regarding the effectiveness of the review 

process. Some indicated that the current review process involving committees of 

the council is cumbersome and flawed. They believe that the process could be 

shortened by having a one-on-one meeting with the immediate supervisor and, in 

cases of the Municipal Manager, with the Speaker of the Municipality as head of 
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administration. They indicated that frequently after evaluation of employee 

performance, discrepancies are identified and rectified through amendments made 

to the objectives and targets, with little involvement of stakeholders who are 

supposed to be made aware of the changes. Therefore, lack of consultation and 

communication was suggested as a challenge that renders the process flawed.  

 

The second method to review the performance of CHDM is to compare the 

performances of municipalities in the same category to establish whether a 

particular municipality is doing relatively well. This approach was criticised by all 

the respondents. One of the reasons given was that the location, profile and 

access to resources of a municipality had a huge impact on how well it was able to 

perform.  Comparisons were felt to be unfair and biased in favour municipalities 

that are not in rural areas. 

 

The third method is to conduct stakeholder reviews to establish communities’ 

views about the ability of the municipality to deliver across its range of services. 

The approach is consistent with the best-value review framework of ‘challenge, 

compare, consult and compete’ (DPLG, 2011:154). All respondents regarded this 

approach as the best method as it involves communities in every decision taken 

by the municipality and promotes accountability and transparency. 

 

4.3.2.3 Performance rewards 
 

All managers indicated that the profile of the municipality does not favour the 

payment of rewards. The municipality is very rural and does not generate much 

revenue, but depends on government allocations. The performance bonus 

percentage is based on an employee’s overall rating, calculated by using the 

applicable assessment-rating calculator; provided that a score of 100% to 120% is 

attained, a performance bonus ranging from 5% to 14% may be awarded. 

 

The required scores to qualify for rewards are very high for senior managers to 

achieve, particularly in rural municipalities such as Emalahleni, Engcobo and Intsika 

Yethu, all of which struggle to deliver services due to a number of challenges 

including lack of resources. However, there is an indication that municipalities are 

improving on issues that are within their competency. Therefore, in order for senior 

http://etd.uwc.ac.za/



 

 

57 

managers to perform above the level expected, municipalities need to be provided 

with enablers such as resources which include finances and human capital. 

 

4.3.3 Accountability and management commitment  

The Constitution (RSA, 1996) gives local government the mandate to provide a 

democratic and accountable government for all communities in order to ensure the 

provision of services to communities in a sustainable manner. Government has 

introduced a substantial body of legislation and policy frameworks focusing on 

service delivery in the local sphere of government and placing municipalities at the 

core of service delivery. Some of these policies were briefly explored in the chapter 

that deals with legislation and policy framework. These are intended to enable local 

government to perform to a certain standard. 

 

The Auditor-General South Africa (AGSA)’s report on the performance of South 

African municipalities highlights the general lack of accountability in municipalities in 

both leadership and the management of municipal affairs (Report of the Auditor-

General 45: 2019/20). From the responses received, it appears that the line of 

accountability between management and municipal council is not clearly defined. 

One of the reasons is that there is no distinction between political accountability and 

administrative accountability. At the advent of our democracy, policies that were 

designed to improve the country’s economy were accompanied by a policy of cadre 

deployment that advocates for ruling party loyalists to occupy prominent positions in 

the public service. In terms of this policy, deployment is based on trust and loyalty to 

the party rather than on skills, knowledge and competencies required to occupy the 

position. The practice is often a cause of problems encountered by municipalities as 

indicated by many reports by the AGSA. 

 

From the responses, the researcher gathered that some of the problems 

encountered relating to service delivery are a result of lack of commitment and 

accountability, since most managers are political deployees accountable only to 

themselves, as they also hold senior positions in the ruling party structures. 
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4.3.4 Stakeholder involvement and participation 

To ensure the involvement of every stakeholder, including communities, in the 

development and implementation of the PMS, the CHDM’s performance 

management framework of 2012-13 states that during the development stage, the 

municipality should involve the community in establishing key performance 

indicators (KPI). All managers interviewed indicated the significance of involving 

communities in the operations of the municipality and how the bottom-up approach 

influenced their decisions. According to the respondents, the municipality has a 

strong relationship with its communities. However this statement was not verified 

with the communities. 

4.3.5  Recommendations from the participants  

The last section of the interview schedule solicited the views of managers on what 

needs to be done to improve the implementation of the PMS at CHDM. The following 

were the recommendations of the respondents: 

• Training of managers.  Some managers indicated that there is a need for 

orientation regarding the PMS and the BSC used to assess the performance 

of managers. This implies that currently managers are implementing a system 

on which they have not received proper training. All managers indicated that 

there is a need for training in managerial skills such as financial management, 

strategic management and change management. Some indicated that they 

received training on these skills during induction but that since local 

government evolves, training received three years back would not be relevant 

in the fourth year of service. 

 

• A review of the current review model to exclude the executive authorities 

(Mayors and Speakers of Council). The review model used by CHDM involves 

members of councils as reviewers. According to managers, many flaws in the 

PMS are a result of manipulation of the process by politicians seeking to 

serve their political agendas. The suggestion is that politics should not find 

expression in the administration.  

 

• A review of the rewards system. In order for senior managers to work 

tirelessly, municipalities should be willing to recognise their efforts and reward 
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them, taking into consideration the resources deployed to a particular 

municipality. In terms of Maslow’s hierarchy of needs, employees are 

motivated by incentives they receive in recognition of their performance. 

 

• Additional resources should be made available to ensure adequate funding 

of the municipality. The municipality is composed of small rural towns with no 

industrial base or significant economic activity, with funding dependent  solely 

on government transfers. The respondents recommended that government 

consider providing additional funding for poor municipalities such as CHDM to 

enable it to deliver on its objectives and not be hindered by a lack of 

resources. 

 

• Strengthen the policy environment to ensure accountability. Some 

managers were of the view that every employee in the municipality should be 

held accountable for the performance of the municipality. The enforcement of 

good principles should be included in the performance agreements of all 

employees, not only of managers. It can be argued that these are the 

managers that are not able to boost the performance of their subordinates to 

the accepted level of performance therefore want to shirk this responsibility to 

their subordinates. In fact in most organisations managers are accountable for 

the performance of the people they manage. 

 
 

4.3.6 CONCLUSION 

The researcher analysed and interpreted the responses, identifying the following 

themes: 

• Policy implementation. Participants were asked questions to determine 

whether managers at CHDM understand the PMS and policy requirements for 

performance measurement in their municipalities. Managers displayed a fair 

understanding of the applicable legislation and policy framework, but 

understanding of the PMS differed substantially across managers, depending 

on their experience. 

 

• Performance measurement, evaluation and review. In order to maintain, 
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sustain and continuously improve municipal services, performance should be 

measured, reviewed and monitored. The respondents were requested to 

describe the performance measurement of the system and to describe the 

approaches used to measure performance. Most commended the BSC 

method used by the municipality and indicated that CHDM uses the SDBIP to 

evaluate the attainment of goals. They also pinpointed many challenges in the 

evaluation process. 

 
Lack of resources was identified as the key challenge, which meant that 

linking PMS with performance rewards was deemed unfeasible for the 

municipality. Lack of resources was identified as the main source of low 

morale, resulting in a culture of non-performance and unnecessary resistance 

to the attainment of goals. 

 

Accountability and management commitment. The need for strong 

management commitment and accountability is recognised in the literature. In 

terms of the Handbook for Municipal Councillors (2011:152), each 

municipality is legally required to develop a system that will enhance 

organisational efficiency and effectiveness, ensure accountability for the use 

of municipal resources, and indicate the achievement of the outcomes. Nair 

(2004:160) argues that top management commitment is crucial to successful 

implementation of the PMS because managers can focus resources, goals 

and strategies on initiatives they deem worthwhile and deny resources to the 

initiatives they do not deem worthwhile. What was gathered from the 

responses of managers is that Senior Managers that also hold senior 

positions in the politics are accountable to themselves and there is no 

commitment in ensuring that the municipalities they lead deliver. Some 

managers who are of the view that everyone in the municipality should be 

held accountable, in a way lack the understanding because in most 

organisations the accountability rests with the top layer of management.   

 

• Stakeholder involvement and participation. Interviewees were asked to 

comment on the participation of communities in municipal processes, in 

particular the performance evaluation and review. It appeared that the 
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municipality has a strong relationship with its communities, although as 

indicated there were no interviews conducted with the community.  

 

• All participants agreed that customer satisfaction is central to the performance 

evaluation of the municipality and that internal stakeholders (the employees) 

should also be involved in assessments of the performance of the municipality 

and senior managers. The participants said that the programmes of CHDM 

are informed by the IDP in which communities participate.  Whether 

community views are taken into consideration when the IDP is finalised was 

not made quite clear. It appeared that communities do not in fact participate in 

evaluations and reviews of municipality programmes. 

 

Based on the information provided by the respondents, it may be concluded that the 

PMS in municipalities in the CHDM is still inadequate, due to the many shortfalls 

identified by the participants. These include uneven understanding of the system by 

the managers, the over-involvement of executive authorities in the system, a lack of 

training on key management competencies, including on the implementation of the 

PMS and financial management, the challenges with the review process currently is 

conducted by the Mayor, Speaker and the Municipal Manager, and accountability 

issues that, according to the managers, ought to apply to all CHDM employees and 

not only to managers. The reward system needs to be reviewed as it does not 

benefit all the managers. The following chapter draws conclusions and makes 

recommendations with regard to managing the performance of Section 57 managers 

at CHDM, based on the findings. 
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CHAPTER FIVE:  FINAL CONCLUSIONS AND RECOMMENDATIONS 
 

5.1 INTRODUCTION  

In this chapter, the study is summarised, final conclusions are drawn and 

recommendations are made.  

 

5.2 SUMMARY OF THE STUDY AND ITS FINDINGS 

The following is summary of the study and its findings, presented according to the 

chapter divisions: 

 

Chapter one introduced the study and its context, describing the role of 

municipalities as the local sphere of government close to communities. The chapter 

explained the significance of the performance management system (PMS) in 

ensuring delivery of services to communities. It introduced Chris Hani District 

Municipality and provided the background of the research problem. It presented key 

questions pertaining to the research, the objectives, the research design and the 

methodology,  and it defined key concepts. 

  

Chapter two provided a brief overview of the PMS as practised in local government 

in South Africa, Kenya and Brazil, reviewing the writings of scholars in the field. It 

described the mechanisms of performance management in the public sector, with an 

in-depth focus on CHDM. It focused on the nature of the performance management 

system in local government by taking a closer look at the concept, purpose, 

principles, phases and key components of PMS. The use of the Balance Scorecard 

as the most effective method of performance by CHDM was examined.  

 

The chapter addressed the first objective of this study; namely, to examine the 

nature of the PMS in municipalities in CHDM. Relevant documents on the 

implementation of the PMS at CHDM and in the international sphere were read and 

discussed in order to gain a comprehensive understanding of the legislative and 

policy framework that governs the PMS in the local and international contexts. The 

chapter also explained how CHDM uses the Balance Scorecard method to measure 

the performance of the municipality and of senior management. 
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The chapter also gave a theoretical discourse on PMS as a strategic and integrated 

approach to improving performance in local government by reviewing a number of 

approaches and models recommended by scholars in the field of local government. 

The theories reviewed revealed that PMS is linked to municipal vision, mission, 

values, and strategic and individual goals, tasks and targets.  

 

It can be concluded that the PMS should be used to ensure that all parts of the 

municipality work together to achieve set service targets.  

 

Regarding employee motivation, expectancy theory implies that an effective PMS 

clearly defines employee expectations and helps to align employee behaviour with a 

culture of excellent performance, rewards and incentives.  Control theory is 

perceived by municipalities as an important parameter for organisational 

effectiveness. It promotes better planning by defining the performance standards of 

each objective, and the skills and competencies required to perform tasks in a 

controlled environment. Control theory promotes communication and participation by 

both parties through the BSC method.   

 

Chapter three presented the research methodology. The research design, study 

area, research population, sampling size and procedure, data collection methods, 

data analysis methods, validity and reliability, and ethical considerations were 

described and discussed. Research for this chapter assisted the researcher to 

choose the most suitable method for carrying out the research study. The researcher 

chose the qualitative approach because it yields deeper and more comprehensive 

answers than the quantitative method does. An interview schedule with pre-set 

questions was used as a data collection method, with allowance made for probing 

and some degree of free discussion. Municipal documents such as the IDP and 

Municipal Annual Reports were consulted. The study area was municipalities within 

CHDM and the research population was Section 57 managers in each municipality. 

A sample of 28 such managers was selected for participation, with the final number 

totalling 25 managers, as three were not available for interviews. 
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Chapter four described in detail how the information was analysed to give meaning 

to research questions.  The data was collected, analysed and presented through 

descriptive interpretative analysis and through the use of charts and tables, where 

applicable, in accordance with the analytical approach. The data was analysed 

according to the objectives of the study and classified into thematic areas.  

 

The third objective, namely to identify the challenges of the PMS faced by 

municipalities in CHDM, was met. The shortfalls were identified as being, among 

others, varied levels of understanding of what PMS is and does, a lack of resources, 

political interference in the system, a lack of accountability, and inconsistencies in 

the review process. A key priority identified was training; managers need training on 

management competencies to enable them to deliver as per their performance 

contracts. This would improve the performance of managers at CHDM and enhance 

the reliability of the system implemented.  

 

The fourth objective was also met, namely, to determine the effects of PMS on the 

performance of Section 57 managers. The research revealed that PMS has both 

positive and negative effects on the performance of senior managers. Among the 

negative effects, the research revealed that PMS is not taken seriously but is 

undertaken more for compliance than for uncovering real problems and addressing 

them. As a result, there are no consequences for performance – neither negative 

consequences for poor performance not recognition and incentives for excellent 

performance.  On the more positive side, the BSC evaluation approach is regarded 

as an excellent system as it allows managers to evaluate the entire value chain 

including inputs (resources), processes and outputs, as well as the environment of 

the municipality. 

 

Recommendations for achieving high performance through the PMS were, among 

others, to ensure that there is a link between the performance agreement, the IDP 

and the SDBIP, recognise and reward excellent performers, to ensure that the PMS 

is budgeted for and to provide sufficient resources. 

  
Chapter five contains the conclusions from the findings and recommendations by 

the researcher on what should be done to improve the performance management 
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system and processes in CHDM. 

 

5.3 KEY FINDINGS 

South African legislation on local government makes it clear that municipalities have 

a central developmental role in the new dispensation. This implies that local 

government must have a legislative and policy framework that supports and sustains 

the development of local communities. The literature reviewed introduced the 

legislative framework within which municipalities are bound to operate in order to 

make the local sphere of government effective and efficient in carrying out its 

developmental role. Selepe (2018:544) asserts that municipalities deliver services 

critical to the wellbeing and development of citizens in their communities. In order to 

ensure that municipal service delivery is effective, efficient and economical, 

municipalities are required to formulate strategic plans, allocate resources through a 

municipal budgeting process and monitor and report on the results, as required by 

legislation. 

 

Reddy (1999:9) points out that local government is the sphere of government closest 

to the people and was created to bring government services to communities, and to 

enable ordinary citizens to participate in government processes that affect their daily 

lives. Therefore, the effectiveness of services delivery by government is judged by 

the capacity of local government structures to provide an integrated development 

approach and supply services congruent with the needs and desires of local 

communities. 

 

Manyaka, Sebola and Nkuna (2013:) support the above assertions, stating that after 

1994 the South African government adopted performance management as a tool to 

achieve service delivery and identify challenges faced by the municipalities. 

Manyaka, Sebola and Nkuna (2013:112) state that a comprehensive performance 

management system should be developed and used to ensure that all parts of the 

municipality work together to achieve the goals and service targets set.  

 

The study examined the effectiveness of the performance management system in 

practice, attempting to uncover what the challenges were. The PMS is supposed to 
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ensure maximum utilisation of resources, improve service delivery and provide 

opportunities for officials to develop further knowledge, skills and abilities. However, 

as is evident throughout South Africa, few rural municipalities are struggling to  

deliver on their mandate, suggesting that the PMS is not functioning as it ought. 

 

Service delivery protests throughout the country acted as the motivation for this 

study. These indicate that the local government system is not functioning 

optimally, and that this sphere of government requires a review of its systems, 

including the PMS, which is a tool for the assessment of the municipality’s 

performance. 

 

Van der Westhuizen (2016:142) defines performance appraisal as a phase of 

performance management through which the performance of an employee is 

reviewed and scores or ratings are awarded based on results. It is a process by 

which the job-relevant strengths and weaknesses of employees may be identified 

and recorded. This process should inform the organisation of its own capacity to 

function, and also help it to develop gaps in its functioning, including skills gaps in its 

employees.  

 

According to Odukoya (1999: 37), performance management is a strategic human 

resource practice that enables an organisation to evaluate and improve its 

performance against predetermined objectives aligned to the organisation’s 

corporate strategy and culture. The PMS helps municipalities to identify elements 

of non-compliance, maladministration, inefficiencies, waste and lack of productivity 

and to create a municipality that is better able to deliver efficiently and 

economically on its promises to communities.  

 

The CHDM uses the Balanced Scorecard (BSC) approach as its model for 

performance management. According to Kaplan (2007:90), the approach bridges 

the gap between mission (which is usually rather vague), strategy statement and 

operational plan. The scorecard is designed on the assumption that there is a 

relationship between the municipality’s performance and its objectives. Important 

elements to consider when implementing the BSC is the leadership capability and 

commitment of senior managers.  
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Kaplan and Norton (2007:265), who developed the Balanced Scorecard, argue 

that the leadership and commitment of senior managers is crucial for the 

successful implementation of a BSC. They are of the view that the BSC that is not 

reviewed periodically may not achieve its purpose, stating that the best practice is 

to review the system annually to ensure that there is still a clear, strategic link 

between components.  

  

In a demanding environment such as the CHDM, performance management is  

essential for improving the delivery of services, enhancing the municipality’s 

effectiveness and creating a culture that strengthens performance. In creating an 

enabling environment, the municipality has to ensure that it has the capacity to 

implement its projects and policies. According to Kanyane and Mabelane (2009: 

58-69), the key to good performance is a strong organisational culture. The 

municipality must promote a culture of performance in its administration. Ahmad 

(2012:96) argued that organisational culture and performance management are 

interdependent; a change in one will impact on the other. Amos and Ristow 

(2008:286) asserted that one of the reasons performance management is carried 

out in the public sector is to encourage a culture of performance through periodical 

assessements.  

 

There is a relationship between performance management and employee 

engagement; an increase in the level of engagement will result in an increase in the 

level of performance (Govender & Bussin, 2020:19). Employers must create an 

environment of inclusiveness, engagement and trust to improve the performance of 

the staff members they are managing. 

 

South Africa faces many challenges with regard to accountability in the public sector. 

Mudzedzi states that accounting officers, together with all administrative staff, must 

be held accountable through an effective employee performance management 

system, where performance agreements with clear performance targets are signed 

(Mudzedzi, 2016:5-7). Through their accounting officers (usually the mayor and the 

municipal manager), government institutions should implement effective and efficient 

recruitment measures to attract and retain skilled officials who will implement 
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adequate accountability measures. Measures to address public accountability 

challenges are vital to curtail corruption, lack of accountability and lack of 

commitment in the public sector.  

 

According to the Auditor General’s report in the 2018/19 financial year, only 20 out of 

284 municipalities received a clean audit. The report highlights the challenges 

experienced by municipalities that include maladministration, mismanagement of 

funds, lack of accountability and consequence management.  All of these issues are 

supposed to be addressed regularly through the practice of an effective performance 

management system. 

 

A comprehensive review of the PMS of CHDM revealed the following challenges 

that render the PMS ineffective: 

• Lack of resources resulting in differentiated implementation of the 

system across municipalities. The CHDM consists of rural and semi-

urban municipalities. The municipalities in rural areas do not always meet 

service delivery targets due to a lack of resources, and are unable to 

complete some of their projects. This has a huge impact on the assessment 

of the managers responsible for those municipalities, in light of the fact that 

the performance rewards and incentives are based on the achievement of 

targets.  

 

• Lack of commitment and accountability. Nair (2004:157) sees 

incompetence and a lack of commitment from senior managers to 

implement the PMS as the main hindrance to its proper functioning. He 

believes that these attributes result in a flawed system driven by political 

influence. Lack of accountability is often the cause of problems 

encountered by municipalities, as indicated by the AGSA report (2019/20).  

 

Some of the problems encountered at CHDM relating to service delivery 

are a result of lack of commitment and accountability, as most managers 

are political deployees of the ruling party and hold senior positions in the 

party structures. This makes them unwilling to account to the executive 

authority of the municipality,  who often hold more junior positions in party 
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structures. There is no clear line of accountability in practice, and as a 

result there is no commitment to implement municipal projects, including 

the PMS. 

 

• Consequence management. The AGSA regularly reports on a lack of 

consequence management that would hold the authorities and accounting 

officers responsible for their actions – and for the actions of those they 

oversee. Accountability and consequence management in local 

government provides a concrete background and legal context for 

accountability, detailing the consequences to be enforced in local 

government through specific interventions.  However, these are simply not 

followed.  

 

The authority vested with governance and oversight in the government 

should ensure that accountability is enforced and that appropriate 

consequences are implemented when officials do not comply with the 

requirements of an applicable legislative framework in the local sphere of 

government.  

 

• Techncal skills gap and lack of relevant competencies, resulting in 

uneven levels of understanding of the system. Not all respondents 

displayed knowledge or understanding of the system. Venter (2007:47) 

argues that individual capacity is the potential and competency, or lack 

thereof, of a person, normally reflected through his or her specific technical 

and generic skills, knowledge, attitude and behaviour, gathered through 

education, training and experience. The working experience of managers 

was regarded as an important variable to examine in this study, as it has a 

direct bearing on the capacity of individuals to perform effectively and 

influences the capacity of the municipality to perform better. From the 

interviews conducted, only two managers had less than three years’ 

experience in their current positions. This suggests that most managers 

had the necessary experience to perform their jobs adequately. What could 

be missing is ongoing training on management strategic functions. In 

CHDM, performance management is regarded as a compliance exercise 
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and has no meaning to most staff, particular those who receive no 

incentives. To enhance knowledge, capacity, effectiveness and efficiency 

in the public service, performance-based training that seeks to close skills 

gap should be developed and adequately implemented (Mudzehenzi, 

2017).  

 

• Compromised review system that involves political leadership. The 

review model of CHDM involves a committee that consists of the mayor 

and speaker of the municipality. In the view of most participants in this 

study, only the assessment of the municipal manager should involve 

politicians. In addition, the model used is not transparent and objective. It 

was argued that performance reviews should also involve the person 

whose performance is being reviewed.  

 

• Stakeholder engagement. Participants felt that the municipality has a 

strong community stakeholder engagement strategy. The programmes and 

projects of the municipality are informed by the IDP that sets out the 

municipality’s goals and development plans. There is an intensive 

programme of consultation with communities during the development of the 

IDP, SDBIP and budget. However due to limitations in the scope of the 

study this claim  could not be verified with the community as they were not 

part of the interviews. If this research could be taken forward, it is 

recommended that interviews should include the selected members of the 

community. 

 

5.4 RECOMMENDATIONS FOR ADDRESSING THE RESEARCH PROBLEM 

The following recommendations were made regarding improvements to the system: 

 

a) Institutional strengthening and capacity building  

Inadequate capacity at the senior management level and lack of appropriate skills 

often result in poor service delivery and are the major constraints facing 

municipalities in the CHDM.  

 

Many respondents displayed a lack of knowledge and understanding of the 
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system. It is recommended that PMS-specific managerial training be conducted 

to ensure that every manager at CHDM is fully aware of the system and how it 

should be implemented. A weak understanding of the policy and relevant 

legislation was one of the challenges identified, along with the fact that 

performance management is done as a compliance exercise. There is no deep 

understanding of why it has to be done and how is it supposed to be linked with 

other municipal processes such as planning and reporting. There is a need to 

regulate capacity-building sessions that include retraining on the legislation that 

governs local government. In addition, there is a need for municipalities to audit 

the Workplace Skills Plan to identify skills gaps and thereafter to arrange proper 

training for the identified group. 

 

b) Legislative compliance 

It is recommended that the municipality take issues of compliance with legislation 

seriously. Senior managers need to pay attention to issues of legislative 

compliance and fulfil requirements not only as a compliance issue but as a means 

of improving performance and fulfilling good corporate governance. 

 

c) Adequate allocation of financial resources  

It is recommended that for struggling municipalities such as CHDM, 

government ought to consider increasing the financial allocation to enable the 

municipalities to deliver on their mandates without being constrained by 

limited resources. It was indicated that the PMS requires the municipalities to 

reward excellent performers, which also requires an increase in the budget of 

personnel to cater for these monetary rewards. One of the challenges 

identified is the inability of indigent communities to pay rates and electricity 

bills, and poor record keeping in this regard. The municipality does not have 

proper records of levy-paying households. In order not to rely solely on 

government transfers, the municipality should improve its levy collection 

system and develop projects that will generate an income for the municipality.  

 

d) Recognise and reward excellent performers 

Assessments are meant, amongst othe things, to motivate employees through 

incentives to those who have performed well and achieved the set objectives. 
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The are also meant to help identify and manage underperformance. It is 

recommended that good performers be recognised and rewarded in many 

ways apart from the bonus incentive. People feel valued when their efforts are 

recognised. Managers could find ways to give appreciation or compliments, 

as personal encouragement and motivation should not be neglected if 

municipalities wish to improve their performance.  

 

e) Strengthen management commitment and accountability 

The raft of legislation governing local government creates a number of 

mechanisms for strengthening accountability. The first mechanism involves 

clarifying and separating the roles and responsibilities of the political 

executive and the administration of the municipality. The separation of political 

and management roles is critical for good governance and effective 

management. The executive mayor and the executive mayoral committee are 

responsible for providing political leadership in the municipality, and should 

not to be involved in administrative processes. The municipal manager holds 

primary legal accountability for the effective administration and management 

of the municipality. It is therefore recommended that even if the manager 

holds an executive position in the political structure under which the 

municipality falls, the two roles should be performed independently.  

 

Lack of commitment is always associated with the appointment of 

incompetent managers. The reality of incompetent managers who are 

awarded positions because they are leaders in their political parties was 

highlighted during interviews. Juggling leadership positions within the 

municipality and the political party creates conflict and compromises the 

planned projects an systems of the municipality, especially when political 

leadership ignores all protocols in order to achieve projects related to their 

political standing.  

 

Where the municipal manager holds a leadership position in the political party 

there appears to be a sense of security and inviolability in the individual, 

resulting in lack of commitment to management duties and the performance  

of substandard projects. In such cases, the assessment of performance is not 
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taken seriously as the mayor depends on the political appointee both 

internally for effective management and externally for political accountability. It 

is therefore suggested that senior managers of any municipality should be 

appointed based on their qualifications, skills and experience, and not 

deployed because of their political standing. This would strengthen the 

commitment and accountability of the management. 

 

f) Embed transparency 

It was reported that only the municipal manager, mayor and the speaker are 

involved in the review stage of the PMS. Management ought to form an integral 

part in the implementation of the PMS. It is important to make the system 

transparent and to promote accountability, and for this reason, it is recommended 

that every manager be involved in each step of the system, including the 

contracting stage. At this stage, performance deliverables should be thoroughly 

explained to employees to avoid resistance. Increased transparency would place 

pressure on managers to adhere to commitments and delivery.  
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