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ABSTRACT

Public organisations account for their performance by making annual reports
available to the public. While such increased emphasis on performance leads to a
greater awareness of annual reports, it also raises the question of whether
performance information is relevant and effective for accountability purposes. This
qualitative study uses the Critical Realism approach to assess the contribution of
performance reports in making municipalities more responsible; and their managers
accountable for achieved and failed service delivery targets. Content and thematic
analyses are applied to the collected data following case studies on the metropolitan
cities of Ekurhuleni, Johannesburg, and Tshwane in Gauteng, South Africa. The
findings are that despite poor quality issues in reports, there is no link between
performance and accountability. In other words, while performance reports have the
capacity to correctly provide actual performance data, they are not used to hold
public managers to account. Generally, politicians from underdeveloped countries
are elected based on popularity rather than ability, hence they are reluctant to utilise
performance reports, instead they tend to keep those public managers who look
after their interest despite failures. Therefore, lack of consequences, complex
governance systems, and passive citizenry, create a safe zone for both councillors
and public managers to remain unaccountable. Further studies are recommended

on empowering communities and accountability of councillors to citizens.

Key terms:

Public service accountability; Municipality performance evaluation; Service delivery
assessment, Relevant performance information; Citizen empowerment;
Consequence management; Complex governance; Management controls; Political

protection; Underperformance
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CHAPTER 1

BACKGROUND/ORIENTATION

11 INTRODUCTION

Reports on performance measurement are meant to provide relevant and useful
information to stakeholders to facilitate accountability. However, the public sector
has been concerned with accountability challenges (Almquist, Grossi, van Helen &
Reichard, 2013) regarding service delivery, costs, and quality of services to society
at large. In South Africa, municipalities form the core of local government and,
therefore, are responsible for service delivery and provision of essential services to
communities (South Africa, Municipal Systems Act 7 of 2011). Consequently, they
handle huge transactions and have high-value assets at their disposal. As such, the
reported performance information is crucial for citizens to understand the cost and
value of their tax spend (Manyaka & Sebola, 2015). However, the quality and
relevance of performance reports by most local governments in South Africa have
not been evaluated against the Batho-pele (people first principle) and their

effectiveness in solving accountability problems.

This study, therefore, was driven by the increased emphasis on performance and
accountability in the public sector that has led to a greater awareness of annual
reports as an appropriate mechanism by which local government could adequately
meet increased accountability expectations. In these circumstances, case studies
were conducted for this study on the three Gauteng metropolitan municipalities; the
cities of Ekurhuleni, Johannesburg, and Tshwane to check the relevance and
effectiveness of performance information in their annual reports. The questions that
have since arisen have been: Are the performance reports produced relevant and
effective for accountability purposes? Do politicians change their decisions and the

behaviours of public managers upon receipt of performance reports?



As a result of the above-mentioned questions, performance measurement as part
of the general accountability requirements of the public sector was emphasised in
this study. According to Goh (2012), performance measurement and management
have now become the focus in government to address the failing issues of
accountability and transparency. In fact, performance measurement is viewed as a
tool that can be used to encourage better performance in the public sector
organisations by the setting of correct targets and ideal performance indicators that
are linked to budgets and resource allocation. However, the debate remains about
whether this management tool is fulfilling its role in performance improvement
through the reporting of relevant performance information to stakeholders (Blanco,
Lennard & Lamontagne, 2011; Saliterer & Korac, 2013; Van Dooren, Bouckaert &
Halligan, 2015; Adi, Martani, Pamugkas & Simanjuntak, 2016; Martin, Nutley,
Downe & Grace, 2016).

The overall design of Chapter 1 in this study is presented by the structure shown in

Figure 1.1 below.
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1.2 Background Information:
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1.2 BACKGROUND INFORMATION

The surveillance metaphor (advocated by policy initiatives such as the transparency
agenda) that requires public bodies to make performance information available
online, has developed into a so-called ‘synoptic’ approach in Western societies
(Eckersley, Ferry & Zakaria, 2014). Synoptic approach in this context means a
common view of the main parts of performance measurement applied to public
managers in developed countries. In this way, the wider public watches and
monitors the behaviour of the powerful few in government, who are thereby
motivated (by payment of tax) to moderate any activities that could be identified as
misconduct or underperformance by its citizens. As a result, the prevailing
accountability problem in many societies can be addressed by adopting the
transparency agenda which empowers citizens to hold public bodies to account
through their access to information (Almquist et al, 2013; Bracci, Humphrey, Moll &
Steccolini, 2015; Hayne & Salterio, 2012; Klenk, 2015). This approach of holding
public officials to account is supported by the Hawthorne Effect which states that
the mere fact of being observed changes one’s behaviour and performance (Abbott
& McKinney, 2013; Tesfay, 2016).

In a broader perspective, the introduction of the New Public Management-inspired
reforms (NPM) has changed the way governments used to operate. The NPM was
an administrative reform introduced in the 1990s which guided the government to
use private-sector principles to promote efficiency. This has been seen as a great
shift in public sector management from a focus on activities and processes to
outcomes and benefits for citizens (Perrin, 2015). The NPM reforms have also
endorsed the development of ‘hybrid’ forms of organisation with unclear boundaries
between public, private, and third sector organisations (namely, not-for-profit non-
governmental service organisations). This, in turn, has tended to complicate the
problem of accountability due to multiple relationships. As such, public service
delivery can be achieved through collaborations, network alliances, and public-
private partnerships when services are outsourced. The challenge brought about by
the hybrid forms of organisation has necessitated the use of performance

information to trace accountability (Saliterer & Korac, 2013).



In short, the rise of information technology through the World Wide Web has
provided management with powerful technology to collect, process, analyse, and
report performance information directly to stakeholders. The internet has changed
information sharing in terms of availability and transmission time, making it possible
for information to be available immediately. As a result, a new generation of
consumers has grown up with technology widely available and, with social media
central to their lives, has increasingly demanded government accountability based
on the publicly available information. Consequently, today the absence of
information is often perceived as suspicious and contrary to the foundational

expectation for transparency (Hall, 2017).

1.2.1 Performance measurement

Performance measurement is generally a process of determining how successful
organisations have been in attaining their objectives. It is an intentional activity for
quantifying performance and includes the collection, analysis, and reporting of
performance information (Lebas, 1995; Amaratunga & Baldry, 2002; Le Galés,
2016). In other words, measuring performance is a systematic collection of data by
observing and registering performance-related issues for a purpose, a casual

reason, or an organisational objective.

According to Van Dooren, Bouckaert, and Halligan (2015), the most activities in a

performance measurement system are:

. defining or prioritising measuring efforts;

. formulation of indicators including performance targets;
. data collection;

. analysis; and

. reporting.



A performance measurement system is a systematic way of evaluating inputs,
outputs, transformations, and productivity (Amaratunga & Baldry, 2002; Le Gales,
2016). The model requires the development of organisational strategy and the
resultant deployment of goals throughout the organisation. Based on the mission
statement, critical success factors are identified and key performance indicators
(KPI) are defined. The targets are set based on customer requirements and known
organisation criteria. Responsibilities are assigned at the organisational level for the
achievement of the desired outcome. The responsibility rest with the directors and
senior managers who develop plans to achieve the targeted outcome. Periodically,
performance is then measured against KPIls and compared to the targeted outcome
(Amaratunga & Baldry, 2002: Le Gales, 2016).

Performance appraisal is the process in which organisations establish measures
and evaluate employees’ behaviour and accomplishments for a period of time. The
use of performance information and its integration with other management cycles
such as budgeting and contract management in daily decision-making is known as
‘performance management’ (Hall, 2017). Performance management is a
systematic, data-oriented approach to managing employees on a frequent and
ongoing basis that relies on positive reinforcement as the major way to maximise

performance (Amaratunga & Baldry, 2002; Hall, 2017).

In general, performance is a broad concept defined regarding its context. According
to Van Dooren Bouckaert and Halligan (2015), performance is also both quality of
actions and achievements, characterised by sustainable results. The most
important objectives for performance information are steering, control, giving an

account, and leaning. In other words:

. finding weakness and developing solutions;

. commanding activities;

. keeping track (that policies and programmes are on target); and
. communicating performance results.



The following are similar studies that revealed challenges in performance

measurement and the management of performance information:

Minassians (2015) conducted a research in USA to find out how the
governance of multi-actor networks influences the design of performance
measures. The findings indicate that the design of performance measures
remained isolated to the organisation and did not reflect the hybridised
collaboration between various entities. Measurement indicators still focused
on the value of services as perceived by both clientele and taxpayers
(Minassians, 2015).

Choong (2014) carried out a study in China on the fundamentals of
performance measurement systems and discovered that there were various
pragmatic and research gaps; no clearly defined features based on
measurement theory, and no distinction between data and measuring
attributes. Instead, there was an over-emphasis on performance although
basic measurement constituted numerous activities within the performance
measurement system. Stakeholders' needs were not considered and attuned

to the performance goals of the organisation.

Demirbas and Eroglu (2016) conducted a study in Turkey on the evaluation
of annual reports in local government and found that the municipalities were
not at the required level in terms of accountability. The annual reports did not
sufficiently account for the use of resources and were weak as regards to
accessibility, understandability, timeliness, full disclosure, accuracy, and

neutrality.

Malefane (2010) noted that in South Africa performance management
system created disparity. Public managers were rewarded for outstanding
performance whilst the intended beneficiaries, citizens expressed
dissatisfaction in the service delivery with violent protests over the
government’s failure to provide basic services. The granting of performance
rewards to civil servants for outstanding performance had no impact on

service delivery (Malefane, 2010).



e On the same view, Bezuidenhout, Bussin, and Coetzee (2018) confirmed the
disparity trend in South Africa on their study; The chief executive officer
(CEO) pay-performance relationship within South African state-owned
entities. The findings indicated that the CEOs’ remuneration continued to
increase even when the state-owned entities were performing poorly
(Bezuidenhout, Bussin & Coetzee, 2018).

Given the above scenarios, it is clear that if performance information is not used as
a tool for positive improvements then the purpose of performance measurement is
defeated. Therefore, the modern assumption is that objective measures or balanced

reporting is the panacea to accountability in the public sector (Goh, 2012).

One of the trajectories of modernisation is the measurement of performance based
on the assumption that the availability of performance information fosters
information-gathering for public managers about what is happening. This
information is used to trace the causes of success and dysfunction (Onesti, Angiola
& Bianchi, 2016). Similarly, decision-makers and overseers should learn from
performance information which, in turn, enables them to make better-informed
decisions and improve government performance. Hence the usefulness of

performance reports is vital to complete the accountability loop.

1.2.2 Accountability

In general, accountability involves an obligation by the agent to answer to the
principal by providing information to justify conduct. In a democratic government,
accountability arises from the nature and role of government that requires it to make
wise decisions because citizens pay taxes. This reflects the relationship between
principal and agent (Ali, Elham & Alauddin, 2014). As such, accountability
obligations in local government emanates from the use of public funds and this is a

principal-agent relationship, where the agent is appointed to manage the affairs.



In the public sector, however, accountability relationships are complex whereby
elected councillors are agents for citizens that elected them, and public managers
are agents for councillors. Rendering of account requires the agent to provide
information about decisions and activities to the principal. As such, the enormous
number of relationships; decisions, activities, and performance (between councillors
and public managers, citizens and councillors, citizens and public managers)

complicates the accountability process (Ron & Tippett, 2011).

Most importantly, the question of how local government spends public money is the
concern of citizens, since the way the funds are used impacts the public. In a greater
perspective, the public wants to know how the funds are managed, whether it
benefits the majority or not. The assumption is that an accountable government
spends public funds wisely on effective public programmes, and this is evidenced

by the non-existence of wastages and leakages (Ali et al., 2014).

Furthermore, accountability requires consideration of strategy and stakeholders. In
the case of municipalities, therefore, this requires the linking of integrated
development plans with service delivery budgets and also how performance is
measured and reported. Also underlying this accountability are issues of data
collection, reporting formats and content (Harrison, Rouse & De Villiers, 2012). As
a result, accountability and performance measurement are inextricably linked as the
analysis of performance requires accountability as its reference. It should be
inferred, therefore, that an accountable government needs to pay attention to the
management of the public purse by monitoring the performance of its activities. The
productive government, therefore, must address the measurement of internal
capabilities, output, and the outcome achieved (Ali et al., 2014). It is argued,
therefore, that accountability in the public sector could be enhanced through the use
of a performance of a measurement system whereby communication of
performance information is vital for decision-making. Without a performance
measurement system, such a government would be failing to be accountable to the

public.



1.2.3 Performance measurement reports

Recent research has shown that public managers prefer to gather performance data
informally by talking to collaborators and customers rather than analysing
management reports (Onesti et al., 2016). However, in large organisations such as
municipalities, performance measures still need to be compiled and incorporated
into management reports to guarantee the quality of information for the decision-
making processes. Therefore, the success of performance-based reforms depends
on the public manager’s use of written/ formal information about performance to
learn what is not working and why there are inefficiencies and ineffective processes.
This factor is what underscores the importance of performance reports (Hall, 2017;
Henman, 2016; Saliterer & Korac, 2013).

Kloviene and Valanciene (2013) have noted the growing pressure within the public
sector to provide meaningful performance results to citizens. Traditional approaches
for checking compliance and mere approval of expenditure against budgets are no
longer adequate to keep communities well informed (Kloviene & Valanciene, 2013).
The demand for more information has posed challenges and fostered a shift
towards performance-based accountability. In this regard, Saliterer and Korac
(2013) have suggested that several factors are essential to deal with accountability
in public organisations. These are:

. the re-design of cash budgeting systems;
. the introduction of performance indicators; and
. communication of performance information.

This indicates that the quality of performance reports in government is important if

efficiency and effectiveness are to be dealt with.

Most performance measurement systems in local government focus on information
that is important for internal management decisions, inputs, outputs, and resource
allocations. In managerial-driven systems, departmental managers determine

priorities, goals, and objectives internally.
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As a result, they decide what to measure, measures to be used, monitor
performance, and distribute information which may or may not be for an external
audience (Lewis & Triantafillou, 2012; Gao, 2015). However, Goh (2012) has stated
that while the internal focus of such systems is an important tool for informing
decision-making related to program and service delivery, in terms of outcomes,

there is no guarantee that what is tracked is what matters to citizens.

Similarly, Ron and Tippett (2011) have noted the predominance of one aspect of
accountability for the participating parties; namely, the reported results of a
managerial-driven performance measurement system have little to do with providing
accountability to other stakeholders other than government employees or
councillors. Thus, there is a need for a two-fold change of focus for performance
reports if they are to be useful to tax-payers. Firstly, they should be about initiatives
that help make performance information more meaningful to a broader segment of
the population, and secondly, they should empower citizens to better understand
government processes to stimulate dialogue around public performance as well as
support democratic values and administration (Woolum, 2011; Nguyen, Le, Tran &
Bryant, 2015).

Previous research on citizenship involvement in performance measurement has
shown these differences in approach (information coverage) by citizens and the
government itself. The research has suggested that citizens preferred performance
information that is less about operational issues and more of value creation; namely,
access, fairness, and responsiveness (Woolum, 2011; Ali, Elham & Alauddin, 2014;
Nguyen et al., 2015). In other words, performance reports should focus not only on
the quality of service offerings but also on the effects of policymaking,
implementation, and service delivery to citizens (Van de Walle & Cornelissen,
2014).

11



1.2.4 Management accounting

Performance measurement issues can also be viewed from other perspectives as
they are addressed by different disciplines: namely, management accounting,

management control, and public finance.

In management accounting, public sector performance measurement relates to
public accountability, the efficiency of service provision, and the containment of
cost. (Harrison et al.,, 2012). The main objective is to make relevant information
available to stakeholders on time for decision making. As such, management
accounting scans the best available resources for information that are useful for
decisions to be taken. By understanding the needs of the stakeholders, the most
relevant information is identified, collected, analysed, and reported (Chartered

Global Management Accounting, 2015).

Accountability and management accounting have strong links, especially around
performance reporting (Harrison et al., 2012). Many approaches in performance
measurement, stem from management accounting research and practice such as
the:

+ Balanced Scorecard,

« Strategic Measurement and Reporting Technique,

* Results and Determinants Framework,

* Performance Prisms,

* Integrated Performance Measurement System (Lynch & Cross, 1991, Kaplan
& Norton, 1992; Arias, Higuita & Castrillon, 2010; Bourne, Melnyk, Bititci, Platts &
Andersen, 2014; Vosselman, 2016).

In South Africa, the Municipal Planning and Performance Management Regulations
Act 32 of 2000, Municipal Finance Management Act 56 of 2003, Municipal Systems
Act 7 of 2011 and the Constitution, requires local government institutions to report
their performance to central authorities and citizens regularly (Government of South
Africa, 1996). As such, there is a need to check the usefulness of performance

reports.
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1.3 PROBLEM STATEMENT

In general, there has been growing interest in the use of performance
measurements by public service organisations to improve government efficiency
and effectiveness by increasing public managers’ accountability (Merchant & Van
der Stede, 2012). Accountability issues concerning service delivery, costs, and
quality of service have been dominant in the government’s performance debate
(Almquist et al, 2013) and as such, communication of performance information has
been of great importance.

Most importantly, in the public service, performance measurement can be viewed
as the administrative response to citizens’ demand for accountability (Craig, 2015;
Jessa, 2012). In particular, elected officials consider the pressure of re-election and
responsiveness to their constituencies and need the application of performance
information to extend their stay in office (Chen, 2013). Therefore, performance
reporting should provide evidence for the government’s achievements,
responsiveness, and accountability that could assist the careers of their elected
officials (Saliterer & Korac, 2013).

Essentially, the accountability factor between the actor and different forums
develops around information, discussions, and consequences (Agyemang et al.,
2017; Almquist et al, 2013; Bovens, 2007; Bracci et al, 2015; Williamson, 2018). In
principle, a comprehensive analysis requires relevant information to establish who
is accountable to whom, for what, and why (Bovens, 2007; Jann & Laegreid, 2015).
Therefore, a prerequisite to the performance measurement process is that
performance reports need to be useful and relevant to resolve accountability issues.

Thus, the most challenge identified in public sector organisations.

In a broader context, public reporting is an action taken by government to inform its
citizenry (Gao, 2015; Lee, 2012; Melitski & Manoharan, 2014). In that, it relates to
managerial initiatives for transparency and regularly informing the public about
government operations. Annual reports are intended to provide relevant
performance information to promote transparency, the effectiveness of

management, and accountability in the public service organisations.
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According to the World Bank report on South Africa, however, the primary issue
identified in public service delivery was its weak accountability systems. Their
recommendations were to strengthen the community’s capacity to hold service
providers and community leaders accountable (The World Bank, 2011). This should
be possible through the communication of relevant and credible performance
information (Ngrreklit, 2014). However, the main challenge experienced in
municipalities has been the provision of quality performance reports to assess
accountability (Asmah-Andoh, 2015; Manyaka & Sebola, 2015; Solomons, 2016).

In South Africa, research has shown coverage of the quality of performance reports
(Asmah-Andoh, 2015; Craig, 2015; ljeoma & Sambumbu, 2013; Manyaka & Sebola,
2015; Okubena, 2016; Solomons, 2016). However, the use and management of
performance information to enhance accountability have not been given much
attention. In most local governments, the usefulness of performance reports in
changing the behaviour of public managers has not been given enough coverage.
The management and use of performance information by councillors in their
oversight roles as political leaders in local government has not yet been covered.
The focus of this study is to assess the use of performance reports to drive change

of the behaviour of senior managers to improve service delivery in municipalities.

1.4  RESEARCH AIM, OBJECTIVES, MAIN QUESTION AND SUB-
QUESTIONS

To address the problem statement, the following research aim and objectives were

formulated, and the relevant research questions followed:
1.4.1 Research aim

The primary aim of the research was to get in-depth knowledge of performance
reporting, its relationship with accountability, and contributions to service delivery.
Despite sound theory and extensive practice, very little is known about the effect of
performance measurement reports, their contributions to effective management and
accountability (Lee, 2012; Van de Walle & Cornelissen, 2014).

14



As a result, it was necessary to verify whether the contributions justified the
continued use of performance reports as an external communication and
management tool to stakeholders (Hall, 2017; Melnyk, Bititci, Platts, Tobias &
Andersen, 2014). In other words, the goal is to establish the relevance and
effectiveness of performance reports to stakeholders (particularly citizens) in

resolving accountability issues in local government.

1.4.2 Research objectives

From this research aim, the objectives of the study are stated as follows:

1. To explore the reporting process of performance information in
municipalities for accountability.

2. To evaluate the concept and practice of performance reporting in line with
Batho-Pele (people first) principles.

3. To critically analyse the relationship between performance and
accountability in municipalities.

4. To ascertain ways to increase the usefulness of performance reports on

accountability.

1.4.3 Main research question
This study sought to answer the following primary question:

Do performance measurement reports address the problem of accountability in

the public sector?

15



1.4.4 Sub-Questions

To achieve the study objectives, the following sub-questions had to be answered:
SQL1. How is performance information reported in municipalities for

accountability?

SQ2. What is the nature and practice of performance reporting in

municipalities? How does this compare to the ‘Batho-Pele’ principles?

SQ3. Is there any link between performance and accountability in
municipalities? What is the effect of performance reports on service delivery?

SQ4. What steps can management take to improve the usefulness of

performance reports to enhance accountability?

15 SIGNIFICANCE OF THE STUDY

Public service performance reporting plays an important role in the accountability
process since the quality and comprehension of the reported information is central
to the entire process of performance measurement. The research outcome
determines the usefulness of municipal reports and also the issues that affect their
quality under the mandated performance measurement systems. The results add
value to the performance management literature in terms of evaluating performance
reports and the issues that affect the quality of these reports. It is hoped that the
results are not only important for Gauteng Province but municipalities in other
jurisdictions and countries with similar systems in need of improved communication

to citizens through performance reporting.

It is also expected that several participating groups could benefit from this study in

the following ways:
e Taxpayers may become more aware of the use of resources (how their tax
rand is spent) and thus understand the performance measurement system

to enable them to raise questions on service delivery.

16



By contrast, when information is shared confusingly, taxpayers and ordinary
citizens become frustrated which then leads to increased distrust, service-

delivery protests, and apathy in government.

Public managers in municipalities may be able to see the need to strengthen
accountability systems activities. Non-performers ought to exit the public
office to enable improved service delivery. Consequently, the improved
reports will lessen pressure from informed stakeholders (particularly citizens

demanding service information).

Elected officials will be able to justify their continued stay in office by keeping
competent public managers, who will support their vision and enhance the
direct accountability to communities with useful performance information that

keeps everyone well-informed.

The relationship between local government and its citizens will improve with
useful reports that inform citizens and build trust and confidence in local
government. As such, empowered citizens will use their votes wisely.
Citizens can keep elected officials focused and accountable, and also will be

able to benchmark progress with other similar establishments.

RESEARCH METHODOLOGY

As noted by Yin (2004, 2016a), the research methodology focuses on the research

process and the tools and procedures to be used. Generally, researchers handle

numerous challenges and apply research methods to get the best answers (Adams,
Khan, Raeside & White, 2007; Piekkari & Welch, 2018; Taylor, DeVault & Bogdan,
2016b). In this study, the focus is to evaluate the relevance of metro municipality

performance measurement reports in holding public officials to account for their

performance and also establish how to improve such reports for stakeholder use.
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Following Creswell (2014) and Yin (2016) an exploratory (discovery) research
design and a critical multi-case study approach were chosen to explore a real-life
context and collect data in natural settings. Based on the research questions
discussed, a qualitative approach was applied as it was more appropriate to analyse
data from interviews and written documents. It also facilitated an inquiry for real-
world settings inductively to generate rich narrative descriptions (Molina-Azorina,
2018; Patton & Patton, 2005; Saunders, Lewis & Thornill, 2016; Taylor et al.,
2016b).

1.6.1 Population and sampling

Gauteng Province has three metropolitan municipalities and two district
municipalities with seven small municipalities under them. The population targeted
was of all three metropolitan municipalities; namely, the cities of Johannesburg,
Tshwane, and Ekurhuleni. Gauteng metropolitan municipalities are viewed as the
hub of the South African economy (Richter, Norris, Ginsbury & Coplan, 2009; Taylor
et al., 2016b). These were consciously selected to widen the potential for
developing new insights. The units of analysis were accountability programmes and

performance management systems.

Purposive sampling was used to select certain participants, such as senior
administrative managers, who are considered information-rich with valid in-depth
insights. Despite its inherent bias, most researchers agree that purposive sampling
can be reliable and robust (Emmel, 2014a; Wienclaw, 2017). The senior managers
interviewed were selected from the following five key administrative departments
from each metropolitan:

o City Strategy and Organisational Performance Management

e Governance and Support Services

e Economic Development and Spatial Planning

e Group Financial Services

e Group Audit and Risk
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The assumption was that these key departments are involved in the design and
operations of performance management in municipalities hence best placed to

provide relevant information for the objectives of the study.

1.6.2 Data collection and analysis

Data was collected from interviews conducted with senior managers and from
annual reports accessed on-line from all the municipalities’ websites. The
researcher used ‘Atlas. Ti’, a computer-aided qualitative data analysis software

together with thematic analysis to present and interpret findings for this study.

Thematic analysis (TA) was used to describe and classify data from documents and
comments of the respondents from interviews. The data were coded, and the codes
were grouped to form themes for analysis (Yin, 2016a). Reflexive TA provided
systematic procedures for generating codes and themes from qualitative data
(Clarke & Braun, 2017). In this approach, coding evolved throughout the coding
process; splitting, combining, and renaming the codes before grouping them to form
themes. The aim of such an exercise during coding was to better capture the

developing conceptualisation of the data (Braun, Clarke, Hayfield & Terry, 2019).

Using theoretical orientation (for instance, the connection between performance and
accountability) helped this researcher to focus on certain data about the research
guestions (Braun & Clarke, 2014). The strategy was to analyse case study data by
building explanations and casual links. The explanations were the result of

comparisons of findings to research objectives and the general cross-case analysis.

1.7 DELINEATIONS OF STUDY

Delineation refers to a particular area of focus (Hofstee, 2006). The researcher
broadly looked at performance management, performance measurement then

narrowed to performance information and focused on performance reports.
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The main area of interest was the way performance information is reported to
external parties (stakeholders) as well as the contribution this makes on
accountability in local government. The central point was the assessment of the
performance report as a communication and management tool to resolve
accountability issues in municipalities. Following this perspective, performance
reports were central to assess the relationship between performance and
accountability. By contrast, other forms of communication such as the mayor’'s

public address were not considered.

1.8 DEFINITION OF KEY TERMS

For this study, the following definitions were used for key terms while some are

provided within the context of the dissertation.

e Accountability: a duty by an individual or company to explain its activities,
accept responsibility for them, and transparently disclose results.

e Performance: the quality of both actions and achievements characterised
by sustainable results.

e Performance management: the use of performance information
incorporating other management cycles in decision making.

e Performance measurement: an intentional activity for quantifying
performance that involves the collection, analysis, and reporting of
performance information.

e Measuring performance: a systematic collection of data gathered by
observing and registering performance-related issues for a purpose, cause

or organisational objective.
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1.9 CHAPTERS OVERVIEW

Chapter 1 introduces the research topic, provides the background of the
research, and outlines the research problem. Besides, the chapter provides the

objectives and the methodology employed to solve the problem.

Chapter 2 examines various theoretical perspectives employed to explain and
evaluate performance measurement and reporting and to prescribe how

reporting should be conducted.

Chapter 3 presents the literature review on performance measurement and
reporting from prior research on the relevance of reported information on

accountability.

Chapter 4 discusses the methodology employed, research approach and design,

as well as the research methods and data collection.

Chapter 5 presents, analyses and discusses the results. The data for each

metropolitan municipality is presented and compared per the research objectives.

Chapter 6 provides the summary and conclusions based on the research findings
together with recommendations and suggestions for future studies.

The next chapter examines the theoretical perspectives on performance

measurement and reporting.
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CHAPTER 2

THEORETICAL FRAMEWORK

2.1 INTRODUCTION

Public reporting comprises action by a government to keep citizens well informed
about its activities aimed at meeting their needs (Melitski & Manoharan, 2014). It
relates to managerial initiatives for regularly informing the public about the
government’s bid to meet citizens’ needs (Hibbard, Greene & Daniel, 2010; Lee,
2012). The work of ljeoma and Sambumbu (2013) has revealed that many
governments are increasingly searching for the best mechanisms to improve the
extent of how public officers could be effectively held accountable for their
performance and use of resources. Therefore, it is important to explore the
theoretical framework and perceptions guiding the production of performance

measurement reports.

According to Zhang, Van de Walle, and Zhuo (2016), public sector performance
information does the following:

e describes the outputs and outcomes of public programmes and
organisations;

e reduces performance uncertainty; and

e allows public managers to make evidence-based decisions for improved

performance and accountability.

Van der Walle and Cornelissen (2014) have emphasised that performance
measurement information is supposed to give answers to both achievements of

programme outputs and the accountability of public agencies.

This chapter proceeds with an overview of performance management, performance
measurement and accountability, then various theories will be examined that guide
the reporting of performance information from the management accounting
perspective. This will help to understand the framework used to produce
performance reports and their relevance to stakeholders’ needs. The overall view of
the chapter is presented by the structure below:
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2.2 Performance
2.1 Introducton —— Management

v

2.3 Performance
Measurement ‘

2.4 Accountability

J

2.5 Performance Reporting

—

2.6 Overview of Reporting Theories:
2.6.1 Accountability & Agency theory
2.6.2 Stakeholder theory

2.6.3 Organisational theory

2.6.4 Blame-Avoidance theory

2.6.5 Stewardship theory
2.6.6 Decision-Model & Decision-Makers Approaches

—

‘ 2.7 Chapter Conclusion

Figure 2.1: Chapter 2 design structure
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2.2 PERFORMANCE MANAGEMENT

According to contemporary researchers, the budget is a key instrument of focus in
government settings. However, in the past the budget alone has failed to address
inefficiencies, incompetence, wastefulness, and corruption that has often been
associated with the public sector (Bleyen, Lombaert & Bouckaert, 2015; Mutiganda,
2013; Rivenbark, Roenigk & Noto, 2013). Nevertheless, recent studies have
uncovered the wide use of performance management in the public sector,
associated with the realisation of public values such as efficiency, effectiveness,
equity, robustness, openness, and transparency (Chu, Lu, Wang & Tsai, 2016; Hall,
2017; Le Galés, 2016). In support of the argument, Poister, Aristigueta and Hall,

(2015) have posited that performance is at the core of public management.

Generally, performance in the public sector is complex as governments serve
several stakeholders and could be held to account by many different principals
(Charbonneau, Bromberg & Henderson, 2015; Kim & Lim, 2017; Micheli & Matri,
2014;). As a result, the conceptualisation of performance may vary depending upon
the perspective from which it is viewed. This could be a challenge for most public
managers in their endeavour to deliver service (Charbonneau et al., 2015).

Performance management (PM) refers to various attempts to design ways to ensure
organisational effectiveness and efficiency (Van Dooren et al., 2015). Lebas (1995)
viewed PM as a philosophy that is supported by performance measurement.
Amaratunga and Baldry (2002) defined PM as the use of performance measurement
information to effect positive change in organisational culture, systems, and
processes by helping to set goals, allocating resources, and changing policies to
meet those goals. PM provides organisations with the opportunity to refine and
improve their development activities from feedback based on specific objectives
derived from the desired outcome of performance measurement results
(Amaratunga and Baldry, 2002).

According to Melnyk and others (2014), PM systems encompass processes of
assessing the differences between actual and desired outcomes to identify and flag
critical differences and could apply corrections when necessary. However, Otley

(1999) has cautioned that getting the goodness fit of the system is important.
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Pasha and Poister (2017), have posited that effective performance management

systems (PMS) typically include the following:

e the setting of performance goals;

e developing plans;

e defining performance indicators;

e monitoring progress;

¢ analysing performance information; and

e using the results to make decisions.

Many supporters of PM agree to the assumption that PMS is known to have effective
management controls with a solid performance framework that enriches efficiency,
effectiveness, and accountability (Goh, 2012; Harrison et al., 2012; Pekkanen &
Niemi, 2013). However, Amaratunga and Baldry (2002) pointed out that to have an
effective performance management programme two key components need to be in

place:

¢ the right organisational structure which facilitates the effective use of
performance measurement results,
¢ the ability to use performance measurement results to bring about change

in the organisation.

Focusing on PM, Charbonneau, and others (2015), have reiterated the concept of
performance regimes in public sector management which are supposed to improve
performance. Performance regimes are institutional arrangements that influence the
organisation’s performance in the form of performance contracts, targets, and
rankings (a common feature in municipality settings). These institutional
arrangements steer the expected performance and create a shared understanding
of the dimension and perspective of accountability (Charbonneau et al., 2015).
However, as noted by Onesti and others (2016), the effectiveness of performance
regimes depends on the organisational culture and societal context. As a result, the
organisation’s management of performance information is important in testing the

relevance of performance reports for accountability.

25



2.3 PERFORMANCE MEASUREMENT

Whilst performance management is the strategic use of performance information in
decision-making, performance measurement documents the level of performance
achievement during a specified period (Poister, Aristigueta & Hall, 2015). Pasha
and Poister (2017) have viewed performance measurement as a process that builds
on organisational strategy to find appropriate indicators to measure progress
towards goal achievement. The same view has been shared by Bleyen, Lombaert
and Bouckaert (2015), and Van Dooren and others (2015), who have concurred that
performance measurement systems encompass the process for setting goals
(developing the metric set) and collecting, analysing, and interpreting performance
data. The aim of the process is to convert data into information and to assess the

effectiveness and efficiency of action (Melnyk et al., 2014).

It is vital to unpack performance and measurement to lay a good foundation of our
understanding. In management, measurement helps to identify the past, present
and future positions. Most importantly, measurement gives answers to where the
entity desires to go, how to get there, and how to know it is there (Lebas, 1995; Chu
et al., 2016). It can be said that a performing business is the one that will achieve
the set objectives by managing a coalition (Lebas, 1995; Poister, Aristigueta & Hall,
2015). In that view, performance can then be taken as the capability to retain future
value defined by certain criteria within an organisation. This is supported by views
in management and accounting systems where past data is used to evaluate the
future by way of extrapolation (Lebas, 1995; Poister, Aristigueta & Hall, 2015).
However, such views require the stability of the relations that created data in the
first place, which is stable causal models. It is therefore important to provide
measures that capture the elements of the causal models close to the original cause
so that any extrapolation can be more responsive to changes in the causal
relationship (Lebas, 1995; Micheli & Mari, 2014).
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The causal models that require a systematic watch of the underlying phenomena
will be an essential part of any performance measurement system. Part of the
measurement system should include a component that will continuously check the
validity of possible extrapolations (Lebas, 1995; Cohanier, 2014). It follows then that
the understanding of causal models is of great importance to which the concepts of
performance measurement and the correlative causal model must be shared to all
participants for the success of the business. In that view, the definition of
performance can be expanded to include deploying and managing well the
components of the causal models that lead to the timely attainment of stated
objectives within constraints specific to the organisation (Lebas, 1995; Cohanier,
2014).

According to the traditional managerial accounting model of a firm focused on
product-costing, performance is the difference between sales and costs
(Lebas,1995). This traditional approach did not worry about the drivers of costs
whether from one or multiple cost pools, the only concern was costs were incurred
and had to be allocated according to the known percentage of direct labour cost.
The advent of activity-based costing (ABC) philosophy brought about an idea that
to solve problems, the root cause had to be identified (Lebas, 1995). To minimise
costs, processes had to be scrutinised to avoid waste and duplication. This modern
approach views performance as the minimum amount of process costs that give
value to the customer (Lebas, 1995; Micheli & Mari, 2014).

According to Astrini (2014), a good performance measurement system should
facilitate the development of strategic plans, give feedback on the achievement of
objectives, and help with comparison of performance. Besides, Gao (2015) has
emphasised that the indicators used in the performance measurement system
should adhere to the organisational strategy and be used to describe daily targets.
Kloot (2009), Pekkanen, and Niemi (2013) have acknowledged that performance
measurement is critical in motivating staff, supporting decision-making, fostering

organisational learning, and continuous improvement.
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In contrast, Moynihan and Pandey (2010) have warned of challenges and problems
that organisations could face when using performance measurement as window
dressing due to political pressure. Lack of ownership and accountability together
with a public manager’s dysfunctional behaviour and exclusion of other values are
bound to be a common problem (Frederickson & Frederickson, 2006; Goh, 2012).
As such, the dynamic interaction of performance measurement systems and their

use are a challenge to many public managers (Vakkuri & Meklin, 2006).

However, when the systems are designed and implemented effectively, they provide
a tool for managers to maintain control over their organisations (Poister et al., 2015).
Performance measurement creates incentives that help to align individual goals with
organisational objectives and performance management gives valuable feedback
information that can be used as a base for accountability (Spekle & Verbeeten,
2014).

2.4 ACCOUNTABILITY

Baker and Schneider (2015) have described accountability as a relationship
whereby one party demands reasons for conduct from another party whose
obligation is to present an account and answer for the execution of delegated duties.
Accountability has a deeper scope and operation than mere responsibility because
with the transfer of resources comes expectations, directives, and specifications to
carry-out the delegated responsibility (Bovens, 2007; Chang, 2015; Klenk, 2015).

According to Kloot (2009), public sector accountability has over time shifted from an
internal focus (upper government and parliament) to an external focus with a range
of stakeholders from users of public services to the general community. Similarly,
Connolly and Hyndman (2004) have likened accountability to a ladder with steps

denoting different types of accountability.
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This confirms the change over time where accountability which once meant only a
narrow financial focus has now come to mean a broader concept of management
accountability through the use of performance measurement and reporting (Kloot,
2009; Almquist et al, 2013; Vosselman, 2016).

Managerial accountability is about monitoring output/results and holding those
accountable those delegated with responsibility for carrying out tasks according to
the agreed performance criteria accountable (Askim et al., 2015; Chang, 2015). It
further means that managers are granted additional autonomy and are accountable
for results/outcomes rather than the methods of operation (Manafe & Akbar, 2014).
However, Jantz, Christensen, and Leegreid (2015) have cautioned about the
complexity and contradictory interpretations of accountability and emphasised the
need to be explicit about which dimension and perspective of accountability is being

used to assess a specific scenario.

In the same way, accountability for performance addresses the problem of output
legitimacy; that is, the policies adopted should represent effective solutions to
common problems faced by citizens (Harrison et al., 2012). However, managing the
short and long route to accountability is a challenge that requires relevant
information for the accountability mechanism to work (The World Bank, 2011).
Social accountability, however, goes beyond the organisations’ objectives in that
entities could be held accountable by the wider public on various interests ranging
from quality of service to sustainable production (Caldas, Dollery & Marques, 2016;
Eckersley et al., 2014; Klenk, 2015).

According to the World Bank (2011), social accountability refers to actions initiated
by citizen groups to hold public officials, politicians, and service providers to account
for their conduct and performance in terms of delivery of service, improving people’s

welfare, and protecting people’s rights.
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Also, given the existence of public-private partnerships, it is important to understand
organisational responses to public accountability (Klenk, 2015). For the same
reason, performance measurement reports are instrumental mechanisms which
could be effectively deployed to foster accountability between various layers of
societal agents and citizens (Chang, 2015). Therefore, there is a need to understand

municipal performance reports and test their relevance to accountability.

2.5 PERFORMANCE REPORTING

The concept of accountability seems inextricably linked with the view that
accounting should provide information that satisfies the needs of users (Blanco et
al., 2011; Connolly & Hyndman, 2004; Van de Walle & Cornelissen, 2014).
According to Walker (2016), accounting is perceived as essential to the
organisation’s management control and is identified among the range of calculative
practices that feature in the rise of control in today’s information society. Ideally,
Connolly and Hyndman (2004) have viewed the user-needs model as well
established for use as a conceptual framework for public reporting where annual

reports are key documents for the discharge of accountability to external users.

According to major accounting conceptual frameworks, the main purpose of external
reporting is to provide information that is useful for decision-making (CGMA, 2015;
IASB, 2015). The same information should also be useful in assessing stewardship

responsibility and accountability with qualitative characteristics that include:

relevance;

faithful representation;

reliability;

understandability;

comparability;

timeliness; and
verifiability (CGMA, 2015; IASB, 2015).
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There is a distinction between fundamental qualitative characteristics (relevance
and faithful representation) and enhancing qualitative characteristics (comparability,
timeliness, verifiability, and understandability) (CGMA, 2015; IASB, 2015). As a
result, performance reports as part of external reporting have to contain both
fundamental and enhancing qualitative characteristics to be useful for accountability
(Connolly & Hyndman, 2004; Kurtzman & Greene, 2016).

The Governmental Accounting Standards Board (GASB) in its Service Efforts and
Accomplishments (SEA) reporting, have highlighted the inclusion of performance
information in the general purpose external financial statements (GASB, 2009). The
key goals have been to examine the purpose and scope of the report and to conduct
a detailed examination of performance information as well as to check how well

performance data is communicated.

2.6 OVERVIEW OF THE REPORTING THEORIES

There is a variety of theories of reporting financial and non-financial information
employed in both financial and management accounting and their selection is per
their suitability for the intended function (Cluskey, Jr, Craig & Rivers, 2007; Walker,
2016). Malmi and Granlund (2009) have emphasised that theories should be
capable of explaining and predicting the use of management accounting information
that lead to informed decisions, goal congruence, and sustainable growth. The
theoretical perspectives that are devoted to value maximisation and social equality
are discussed in this study in line with public reporting, performance information,

and accountability.

In terms of the background of transparency and accountability, Joshi (2013) has
posited that the theory underpinning service provision is that communities often do
not have information on performance from their service providers and the provision

of this could incentivise community members to demand accountability.
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Likewise, Spekle and Verbeeten (2014) have cautioned that the theory on

performance contracting requires specified unambiguous goals, undistorted

measures, and control of the production function that transforms efforts into results.

As such, if an organisation is unable to specify what it wants from managers,

performance metrics cannot give much guidance, and management control

becomes just another type of political control (Tessier & Otley, 2012).

Theories selected for this study were as follows:

Accountability theory looks at relationship between the owner and manager
of which requires an account and reasons for certain conduct from the
delegated authority.

Agency theory looks at the protection and looking after the interest of the
principal by an agent of which requires the application of incentives to limit
divergences.

Stakeholder theory which requires management to consider all interests of
various groups affected by the organisation. As such, management has a
duty of care to all stakeholders' interests.

Organisational theory which assumes that organisations are prone to the will
power of managers who sometimes misrepresent situations to control scarce
resources.

Blame-avoidance theory assumes there is a bias in reaction to negative
news, as such managers tend to misrepresent to protect their interests.
Stewardship theory assumes that managers are motivated by aligning their
interests with those of the organisation and gain satisfaction from respect for
authority and work ethic, the need for achievement and recognition.

The production of performance reports approaches, looking at the Decision-
model and Decision-makers' views to ascertain the most suitable for the

study.
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2.6.1 Accountability and Agency Theory

Agency theory originated as a solution to the problem of the separation of ownership
and control. It suggested a way to deal with the positive relationship between
effective monitoring of management, the value of the firm, and the costs of
dysfunctional behaviour (Jensen & Meckling, 1976; Mohammed, 2018). Agency
theory assumes that the manager (agent) and the owner (principal) are both
motivated by economic self-interest and there is a substantial chance that the agent
will choose to maximise his utility regardless of how this affects the organisation’s
performance(Jensen, 1986; Vinnari & Nasi, 2013; Nevile, 2013).

According to Coule (2015), information asymmetries, self-interest, and lack of trust
under the Agency theory are threats that need to be managed carefully by the
principal as a cushion to stabilise the relationship. The assumption associated with
Agency theory is that people act unreservedly, using guile and deceit when it is
advantageous for them, hence the bad behaviour of employees when the manager
is not looking. Similarly, exaggeration of the difficulty of assignments to make
performance seem more impressive is a non-accidental result of the Agency's

perspective (Bjgrnholt & Salomonsen, 2015; Heath, 2009; von Kriegstein, 2016).

Agency theory also claims that agents, as much as they are rational and always
opportunistic, the principal will seek to resolve trust issues by putting in place
mechanisms to reduce such behaviour by managers (Heath, 2009; Kamala, 2014,
von Kriegstein, 2016). The Agency theory has been used to explain why managers,
acting in their self-interest, will select particular accounting methods based on their
view that an alternative purpose of accounting is beneficial to them (Kim & Lim,
2017; Vosselman, 2016).

On the other hand, the Accountability theory demands reasons for the conduct, thus
requires an account from the delegated authority (Baker & Schneider, 2015;
Bovens, 2007). It considers the individual’s decision-making or judgements when
their behaviour is monitored by stakeholders who can create consequences for such

behaviour (Carnaghan, 1999; Eckersley et al., 2014).
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Based on the understanding of what is desirable, the theory assumes that if enough
pressure is exerted on the actor there should be a change of behaviour that pre-
empts or minimises sanctions (Jantz et al., 2015). As such, the theory states that
the principal should be able to check the actions of agents and sanction them if their
performance is poor (for instance, by removing them from positions of authority)
(Bovens, 2007; Vosselman, 2016). Thus, effective accountability requires
mechanisms for steady and reliable information, and communication between
stakeholders as well as mechanisms for imposing penalties when required (Kim &
Lim, 2017). The relevance of performance reports is central to the Accountability

theory.

2.6.2 Stakeholder Theory

Organisations are required to perform and communicate their achievements to key
stakeholders (Micheli & Mari, 2014). The stakeholder theory assumes that different
groups have different interests which should be considered by management.
According to Freeman (1994), the stakeholder enabling principle states that
organisations shall be managed in the interest of its stakeholders. Most importantly,
managers have a duty of care to define and direct the affairs of the organisation per
the Stakeholder enabling principle. As such, stakeholders can bring an action
against management for failure to perform the duty of care (Deegan & Blomquist,
2006; Freeman, 1994; Klenk, 2015).

Generally, there are challenges to stakeholder management as noted by Harrison,
and others (2012). These are owing to conflicts about the applicability of different
approaches to performance measurement for different stakeholders in the public
sector. The usefulness of information to stakeholders depends on their needs and
interests, hence it is important to identify these interests for a common cause
(Harrison et al., 2012). Goh (2012), has viewed stakeholder involvement as a key

element in the process of performance measurement.
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This assumed that stakeholders in the public sector could be participants in
developing performance measures and use the same information to demand
accountability (Goh, 2012; Ron & Tippett, 2011).

Calland and Bentley (2013) have emphasised that freedom of information reverses
the power relationship between the municipality and citizens (duty-bearers and
rights-holders) because it empowers the rights-holder to demand information from
the duty-bearer when there is an information disparity between those that govern
and the governed. The importance of stakeholder management is also supported
by the worldwide increase in access to information laws and regimes which reflect
an emerging concern with participation and accountability in the political and
economic development sphere (Calland & Bentley, 2013; Joseph & George, 2011).

In conclusion, the basic tool stakeholders (particularly citizens) have in holding the
state to account for its use of the public purse, is the power to demand information
on how decisions are made and whether agreed performance targets have been
met. (Calland & Bentley, 2013; Harrison et al., 2012; Woolum, 2011). As a result,
performance reports should have useful information in this regard, hence the need

to check their quality and relevance to accountability.

2.6.3 Organisational Theory

Under Organisational theory, the assumption is that entities are rational institutions
that serve human needs through established objectives for the provision of utilities
and products (Luke, Barraket & Eversole, 2013; Mbo & Adjasi, 2017). However,
Vosselman (2016) has viewed organisations as being affected, influenced, and
pressured by their technical and institutional environments as open systems depend
on resource availability. As a result, the dependence on resources exposes
organisations to the will and discretion of managers in power to control those
resources (Mbo & Adjasi, 2017).
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In this respect, organisations may influence performance measurement systems by
practicing the politics of representation (Taylor, 2014). The measurement system
may be influenced through the ambiguous conceptualisation of performance such
as playing with fundamental concepts, unclear measurement standards, and
distortion of information (Saliterer & Korac, 2013; Vakkuri & Meklin, 2006).

In the same way, organisations may influence the dynamic interaction between
actors to make a positive impact on measures of their performance (Saliterer &
Korac, 2013; Vakkuri & Meklin, 2006;). The assumption is that organisations may
find it rational to influence public perceptions through a reactive strategy by
attempting to reshape their performance (Taylor, 2014). Against this background,
service providers can incorrectly apply information asymmetries to consumers
(citizens) to improve their performance figures. Consumers can, therefore, become
easy targets for such behaviour if unaware of the exact reasons for the service
quality (Vakkuri & Meklin, 2006; Vosselman, 2016).

The contention is that in such settings measurement systems are only used as
window dressing for political decision-making and not to support stable preferences
of the actual intended performance management systems (Mbo & Adjasi, 2017). In
that case, performance measurement reports could be viewed as misleading and
irrelevant for accountability purposes (Vosselman, 2016), hence checking on

organisational influence is important.

2.6.4 Blame-avoidance Theory

Performance information is meant to assist in decision-making, resource allocation,
and reform but research has shown that the misrepresentation of reports is rampant
due to the ‘blame-avoidance syndrome’ of public managers and politicians
(Charbonneau & Bellavance, 2012; Justin Coates & Tognazzini, 2012; Nielsen &
Baekgaard, 2015).
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The underlying assumption of the Blame-avoidance theory is due to the bias in
reaction to the grievances of citizens who are known to pay more attention to
insufficient performance and take good governance for granted (Charbonneau &
Bellavance, 2012).

In the 1980s, Weaver had posited that the avoidance of blame was central to
understanding the behaviour of public officials. He argued then that a key motive for
politicians was to avoid blame and the resulting negative media coverage that could
damage their chances for re-election (Weaver, 1986). In 2012, the same views were
shared by Charbonneau and Bellavance, who noted that public managers are
concerned with avoiding blame that might damage their organization’s autonomy
and funding or could hurt their career prospects. Similarly, these public managers
also tend to claim credit for positive events and attempt to attribute these to their

own ability and effort.

In the same way Justin Coates and Tognazzini (2012), state that blame-avoidance
is an interesting reflection on politicians and public managers because the
performance of public services is directly relevant to the attribution of credit or
blame. Consequently, the reporting of poor or negative results has a limited appeal

in public organisations and is generally avoided (Justin Coates & Tognazzini, 2012).

Blame-avoidance is generally viewed as a hallmark of the public sector because it
can influence the non-reflection of omissions, improper discretion, and invalid
arguments by a selective reporting process that limits blame (Charbonneau &
Bellavance, 2012). As a result, the users of such information have to combine such
flawed performance reports with the Auditor General’s reports to get an assurance

on the actual quality of the reported information (Nielsen & Baekgaard, 2015).
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2.6.5 Stewardship Theory

Stewardship theory is viewed as the opposite of agency theory and assumes that
service providers are intrinsically motivated stewards who value co-operative
behaviour over self-interest and act to maximise organisational objectives
(Donaldson & Davis, 1991; Vinnari & Nasi, 2013). In this perspective, managers are
not only motivated by individual economic objectives but are rather conceived as
stewards whose interests are aligned with those of the organisation. As such,

principals need to empower them rather than seek to control them (Nevile, 2013).

Stewards are expected to gain greater utility from pro-organisational and collective
behaviour than from pursuit of purely personal gain. In municipality settings,
councillors who play oversight roles are expected to act as stewards when

assessing reports from the executives.

2.6.6 The Decision-model and the Decision-makers approaches

Performance measurement reports are supposed to provide relevant information to
stakeholders for decision-making and accountability. As such, it is important to look
at the Decision-model and Decision-makers' views and approaches that influence
production of performance reports (Bradonijic, Franke & Luthje, 2019; Levin & Nolan,
2014).

The Decision-model is viewed as an approach that assumes accountants, who are
preparers of reports, know the needs of decision-makers, and can guide the content
of the accounting reports (Bebbington & Gray, 2001; Patel, 2015). This is a top-
down approach, where the company accountant decides upfront the decisions that
users need to take and what information is needed to inform these decisions
(Kamala, 2014).
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This view adopts a one-size-fits-all approach by assuming that the various classes
of stakeholders have the same information needs and such users are not always
adequately qualified to determine their own needs (Bebbington & Gray, 2001; Levin
& Nolan, 2014).

For some researchers, given that the main aim of accounting and public reporting is
communicating information to users for decision-making purposes, the lack of
consideration of their views on what information they need is unacceptable and
unforgivable (Bradonjic et al., 2019; Deegan & Blomquist, 2006; Kamala, 2014). As
a result, the Decision-model approach was not favourable for this study because it
is believed that the stakeholders’ interest should be considered when providing

performance information.

On the other hand, the Decision-makers approach assumes that users themselves
are in the best place to decide the type of information that will influence their
decision-making actions or behaviour (Bebbington & Gray, 2001; Bradonjic et al.,
2019; Deegan & Blomquist, 2006). The Decision-makers approach maintains that
the only way to discover the information needs of users is to enquire directly from
them under the Behavioural Accounting Research approach (BAR) (Deegan &
Blomquist, 2006). Under this approach, meaningful and useful performance
measurement reports may be produced and a test for accountability on such reports

will be relevant.

2.7 CHAPTER CONCLUSION

This chapter provides an overview of theoretical perspectives that are common in
performance measurement, accountability, and performance reporting to enhance
accountability. Theories on the organisation’s strategy, culture, and environment

were put forward to understand the common views used in performance reporting.
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According to the Contingency Theory of management accounting, there is no
universally applicable system of management control, but the right techniques will
depend upon the circumstances surrounding a specific organization (Tessier &
Otley, 2012). As such, the strategy and goals that an organization decides to pursue
will heavily influence the choice of performance measures to be used and the

appropriateness of the fit of such a system.

However, in this study, the Decision-makers approach through BAR was more
appropriate and was used to help in testing performance reports for accountability.
As stated by Deegan and Blomquist (2006) it is vital to consider the information
needs of stakeholders in public reporting since the lack of such a consideration
renders the reports irrelevant. This theory provides a framework that helps
researchers to understand the current performance measurement reports, and their

evaluated relevance in terms of accountability and suggested improvements.

The next chapter presents a review of the literature relevant to this study which
guides the objectives of this research. Chapter 3 proceeds with a review of
assessments conducted on public reporting and performance reports in
municipalities. This is followed by a review of the studies for stakeholders’

information needs, accountability, and the relevance of reports produced.
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CHAPTER 3

LITERATURE REVIEW

3.1 INTRODUCTION

Contemporary public administration practice has had a major focus on performance
measurement and its relationship with the role of citizens using this information for
accountability (Chouinard, 2013; Lee, 2012; Van de Walle & Cornelissen, 2014).
Most importantly, performance measurement calls for standardised ways to
measure activities of local government by focusing on outcomes rather than output
and by making such information available to the public at large for democratic
accountability (Lee, 2012).

This chapter provides an overview of performance reporting. It commences with the
evolution of reporting and is followed by issues in municipal reporting for
accountability, then it explores the Batho-pele principles and its application on South
African reporting, and the last focus is on the challenges of reporting. The theoretical

perspectives relating to this literature review were covered in Chapter 2.

The overall design view of this chapter’s structure is presented in Figure 3.1 below:
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Figure 3.1: Chapter 3 design structure




3.2 EVOLUTION OF PERFORMANCE REPORTING

As far back as 1900, reporting in the public sector was already a significant issue
for both theorists and practitioners with the need for public officers to keep citizens
well informed about institutional activities (Lee, 2002, 2006b; Van de Walle &
Cornelissen, 2014). At that time, for example, in Turkey, this was based on the
principles of the democratic state and was highly important where citizens could not
hold public officers accountable for their activities due to the unavailability of

information, time and resources (Demirbas & Eroglu, 2016).

According to Lee (2006b), public reporting refers to the obligation of senior civil
servants to report regularly to the citizenry on their public activities and
accomplishments. Public reporting has contributed to an informed citizenry without
which there was no democracy (Lee, 2006; Nguyen et al., 2015; Woolum, 2011).
However, given the general lack of interest and understanding of municipality
business by most citizens in South Africa, the effectiveness of performance reports

remains a challenge to most South African municipalities (Asmah-Andoh, 2015).

Typically, public reporting aims to give stakeholders as much information as
possible about public sector organizations activities systematically and regularly to
contribute to the democratic rights of citizens (Baber, 1983; Connolly & Hyndman,
2004; Nguyen et al., 2015). As previously mentioned, ideally this makes it possible
that such information enables public managers to be held to account for their actions
(Eckersley et al., 2014). This is also in line with the conventional view of accounting;
as a purposive activity directed towards a specified end to meet the information
needs of users (Connolly & Hyndman, 2004; Nguyen et al., 2015). Reporting is a
key component for public accountability (Hudaya, Smark & Silaen, 2015).
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3.2.1 History of public reporting

According to the Governmental Accounting Standards Board (GASB), in the United
States of America, the emphasis on better public performance reporting dates back
to 1900 with the National Committee on Municipal Accounting which issued
statements that required governmental financial reports to have both financial

statements and statistical tables for selected service offerings (GASB, 2009; 2019).

Globally, public reporting can be traced back to the 1920s, when a Normative Theory
of Reporting was developed that called public managers to submit regular reports
to an informed citizenry (Van de Walle & Cornelissen, 2014). This early public
reporting was developed out of a background of local government reports which

were hardly readable and with statistical data without interpretation.

The idea to improve reporting was later re-emphasised by the popular ‘Blue Book’
published by the American Municipal Accounting and Auditing in 1951 which
continued to view statistical tables as part of the general-purpose external financial
reporting (GASB, 2009; 2019). Major research advocates for better municipal
reporting at that time were Clarence Ridley, Herbert Simon, and Herman Beyle.
Ridley and Simon focused on how to do public reporting whereas, Beyle’s interests
were focused on the effectiveness of the reports (Ammons, 2013; Lee, 2006b;
2012).

In 1971 the American Accounting Association’s Committee specified the concepts
applicable to the public sector for which were to be used for accountability (Lee,
2006b). These were:

¢ financial resources;

e compliance with administrative requirements;

o efficiency and economy in operations; and the

e results of activities as reflected in accomplishments, benefits and

effectiveness.
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The idea of the general-purpose external financial reporting was to provide
information on the public service’s efforts and accomplishments (SEA) for external
users. The duties that were fulfilled by the government were intended to be publicly
accountable so that users were enabled to assess that accountability (Mead, 2018).

The notion that accounting and financial reporting are more than just numbers
predates the creation of the Financial Accounting Standards Board (FASB) and
GASB. By the time the FASB was established in 1973, the accounting profession
had already embraced the idea of non-financial information in performance
reporting; namely, operational and service performance information, as a necessary
ingredient in accounting with an entity’s financial position and results of its operation
(GASB, 2019; Mead, 2018;).

When the GASB issued Concepts Statement No. 2, ‘Service Efforts and
Accomplishments Reporting’, the objectives were to provide information to assist
users in assessing service efforts, costs, and accomplishments of the governmental
entity. In this respect, Service Efforts and Accomplishments (SEA) helped to provide
more details of reported information for performance assessment, accountability,
and decision making. The SEA is a form of external financial reporting that assists
governments in meeting their responsibility to be publicly accountable. The reporting
includes information about the services provided and the effectiveness of those
services to assist users in assessing how well governments achieved stated goals
(GASB, 2009; Mead, 2018).

The increased emphasis on performance measurement and accountability,
however, led to more general-purpose financial reporting based on accrual
accounting in the public sector as well as a greater awareness of the annual report
which included performance information (financial and no-financial) as an
appropriate  mechanism by which government could meet accountability
expectations. (Demirbas & Eroglu, 2016; Stanley, Jennings & Mack, 2008).
However, financial reports produced by the public sector can be viewed as too

complex for ordinary taxpayers and the reports need to be simplified (Mead, 2018).
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3.2.2 South African Legislation on reporting

In South Africa, under section 75 of Municipal Finance Management Act 56 of 2003,
municipalities are required to report performance regularly through submission of
annual reports which contains performance information and financial statements.
Theses annual reports are placed on municipality websites together with supporting

documents for public scrutiny.

The purpose of performance reporting is to clearly state the goals and objectives,
present information at different levels of detail, and focus on relevant measures
(South Africa, Public Service Commission, 2012). Asmah-Andoh (2015) opined that
most municipalities in South Africa have challenges to present such quality
information in line with SEA recommendations and the Batho Pele principles.

3.3 MUNICIPAL PERFORMANCE REPORTING

In this section, municipal reporting will be discussed in terms of accountability,
detailed legislative requirements in South Africa, and Batho-pele principles. Reports
are evaluated in line with accountability requirements and detailed reporting
procedures. Batho-pele (people first principle) refers to the agreed service
standards by local government to citizens for which the quality of service is

measured against.

Generally, the need for the disclosure of performance information is based on the
existence of incentives for the preparation of the report that enables users to process
the information (Adi et al, 2016; Hatry, 2010; Lee, 2012). The major drivers for
performance reporting in municipalities are:

e need for transparency and accountability

e need to report on service delivery updates and

e cCitizen engagements.
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3.3.1. Accountability

According to Demirbas and Eroglu (2016), accountability is recognised as part of
the solution to a wide range of problems in contemporary public administration and
Is a key component to public sector reforms. The assumption is that accountability
results in greater transparency and openness, enabling elected officials to be held
more accountable for their actions (Okubena, 2016). Accountability discourages bad
behaviour, poor performance, and secures justice for the public by challenging those
who abuse the public through corrupt practices (Bovens, 2007; Baker & Schneider,
2015; Klenk, 2015). It also encourages loyalty to explicit rules and codes of
behaviour, hence making elected officials more ethical and dedicated to service
delivery (Demirbas & Eroglu, 2016).

Accountability is important in performance measurement as it enables the
identification of senior managers who fail to meet agreed targets. It allows the
overseer in the municipality to consider reasons for failure before applying
consequence management to correct the situation for citizens to have improved

service delivery.

3.3.2 Reporting in South Africa

In South Africa, local governments are required to account for their performance and
use of resources to the provincial and central government as well as to citizens
(South Africa, Municipal Planning & Performance Management Regulations Act 32
of 2000). As such, regular performance reports are produced and made available to
the central government and the general public for their consumption (South Africa,
Public Service Commission, 2012). The purpose of performance measurement and
reporting is intended to advance the interests and values of citizens and to provide
them with reliable and understandable information for participation in the integrated
development programmes and decision-making (Asmah-Andoh, 2015; Manyaka &
Sebola, 2015; Solomons, 2016).

As stated previously, the reporting of performance information to the public is a
requirement for public entities in South Africa in the democratic context in which the

government operates (Lee, 2002; 2012).
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The South African municipalities’ performance management and reporting
requirements reside in Chapter 7 of the country’s constitution (Government of South
Africa, 1996). This legislation necessitates the results and should have:
e policy development and performance improvement with services that
address community needs;
e a provision of information that enables accountability and transparency;
e improved communication between local government and informed citizens to

foster trust (Government of South Africa, 1996).

For the same reason, Section 52 of the Constitution requires the local authorities to:
e provide a democratic and accountable government for local communities;
e ensure the provision of services to communities in a sustainable manner; and
e encourage the involvement of communities in the matters of local

government (Government of South Africa, 1996).

According to Melitski and Manoharan (2014), local governments must acknowledge
both the challenges and opportunities faced when incorporating performance results
into financial reporting processes. Integrating performance data into budgeting and
financial reporting ensures transparency, improves public trust, and holds agencies
accountable (Vosselman, 2016). However, similar to business executives in the
private sector, external factors can affect outcomes whereby public managers could
also benefit from windfalls not related to their performance and suffer from negative
events outside their control (Hatry, 2010).

To address community needs, the legislation ((South Africa, Municipal Planning &
Performance Management Regulations Act 32 of 2000) requires municipalities to
draw up integrated development plans (IDP). The IDP is a five-year local strategic
development plan that covers municipal budgets, land management, economic
development, and institutional transformation in a consultative and systematic
manner. The municipalities draw up the IDP and engage communities to discuss
developmental and service delivery plans which is then followed by periodic

feedback sessions on progress made.

48



Essentially, Section 53 of the Constitution also requires municipalities to undertake
developmental duties to:
e structure and manage their administration;
e budget and plan for priorities to supply the basic needs of the community;
and
e promote social and economic development (Government of South Africa,
1996).

However, according to Solomons (2016), the IDP process reinforces bureaucratic
rather than developmental thinking. This is because a broad misconception exists
that the municipality has complied with the law by preparing a plan which is far more
important than the content of the plan. However, as pointed out by Van Donk, Swilling,
Pieters, and Parnell (2008), the value of the IDP should be embedded in the
formulation of focused plans that are based on developmental priorities. Therefore,
municipalities need to adopt a more business-like approach to ensure a prudent
allocation of scarce resources and curb wasteful expenditure (ljeoma & Sambumbu,
2013).

To ensure effective, efficient, and sustained service delivery, municipalities are
required by the Public Service Commission to make informed projections for service
delivery budgets under the Service Delivery Implementation Plans (SDIP). The IDP
and SDIP reviews should enable improvement of service delivery and the quality of
service (South Africa, Public Service Commission, 2012).

The Local Government Municipal System Act 7 of 2011 also stipulates performance
reporting as a legislative requirement to provide useful information for citizens to
evaluate the utilisation of public resources. Thus, municipalities are required to
publish development and service delivery objectives, targets, and report on
achievements (South Africa, Public Service Commission, 2012). The importance of
these performance measurements is for the public to know how public managers

have performed in delivering service to communities.
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Furthermore, according to this legislation (Municipal System Act 7 of 2011),
performance reports should cover progress made in attaining the following founding
values of the Constitution as follows:
¢ To heal the divisions of the past and establish a society based on democratic
values, social justice, and fundamental human rights; and
e To improve the quality of life of all citizens and free the potential of each

person (Government of South Africa, 1996).

This should give reports an objective and take out meaningless value judgements
(Lee, 2004; 2012). However, according to Asmah-Andoh (2015), the local
government statutory requirements should meet the key tests of relevance and user-
friendliness for citizens. Reported information still needs to indicate the relationship
between strategic objectives in IDPs and resource utilisation, and at the same time
should be based on a reporting model that is understood by all stakeholders (Asmah-
Andoh, 2015).

According to the Municipal Finance Management Act, 56 of 2003, South African
municipalities are required to prepare and post annual reports on their websites to
provide a record of financial activities and performance against budgets. The
process of making available performance information promotes accountability to the
local community for decisions made throughout the year by the municipality. The
annual reports consist of a performance report, financial statements, and the Auditor
General’s report (South Africa, Municipal Finance Management Act 56 of 2003).
However, the usefulness of these reports remains an unanswered question to this

point.

3.3.3 Batho Pele Principles

Batho Pele (“people first”) principles capture the Sotho ethical tradition to drive the
initiative of service orientation to the general public. Public servants are expected to
strive for excellence in service delivery and commit to continuous service
improvement (South Africa, Department of Public Service & Administration, 1997,

South Africa, Public Service Commission, 2012).
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According to Solomon (2016), it is also a simple and transparent mechanism that
allows citizens to hold public servants accountable for the level of service delivered.
Annual reports are required to provide information in-line with Batho Pele principles
in terms of responsiveness, transparency, and accountability which require the
provision of useful information for the assessment of service efforts and
accomplishments (Job Mokgoro Consulting, 2003; South Africa, Public Service

Commission, 2012). Therefore, all efforts lost if not applied in performance reporting.

3.3.4 Application of Batho Pele on Reporting

Accordingly, Batho Pele principles should facilitate the assessment of the quality of
service delivery in terms of transparency, redress, and value for money.
Consequently, the South African public service can be judged mostly by its
effectiveness in delivering services that meet the basic needs of its citizens (South
Africa, Department of Public Service & Administration, 1997; South Africa, Public
Service Commission, 2012).

As a result, reporting on service delivery improvements allows for an assessment of
the following efforts and accomplishments:

e Openness and transparency entail informing citizens how the
municipalities are run, who are the people in charge, and the cost of running
the entity (South Africa, Public Service Commission, 2012; Gauteng
Provincial Government, 2018). Performance reports should provide
comparisons of results achieved against budgets and resources consumed.
Ridley (quoted by Lee, 2012) states that a good public reporting system
requires the development of comparable income-costs-and-service data that
gives reporting authorities some yardstick against which to measure
performance. This gives reports an objective basis and could take them out
of the realm of what is sometimes meaningless value-judgement and useless
statistics (Kurtzman & Greene, 2016; Lee, 2012).
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e Redress: demands an apology, full explanation, speedy and effective
remedy if standards of service are not delivered (South Africa, Public Service
Commission, 2012; Gauteng Provincial Government, 2018). According to
Lee (2012), performance reports should provide information regarding
shortfalls, as well as the reasons and corrective measures to put things right.
The users of information should then be able to assess the municipality’s
efforts to restore the promised standards, making performance reporting ‘a
two-way street’ (Job Mokgoro Consulting, 2003; Goh, 2012).

e Value for money: the public services in local government need to be
provided economically and efficiently to give citizens more value for their
money (Gauteng Provincial Government, 2018; South Africa, Public Service
Commission, 2012). Performance reports should reflect the extent to which
a municipality has simplified processes and eliminated waste and
inefficiency. The information should facilitate the comparison of citizens’
expectations against their assessment of how well the municipality has met
these expectations (Woolum, 2011). This, according to Asmah-Andoh (2015),
means that performance in municipalities is based on value judgements. As
such, the competence of the municipality and achievement of objectives are
functions for community evaluation. Hence reporting timely with
understandable performance information is necessary for community
assessment (Caldas, Dollery & Marques, 2016; Asmah-Andoh, 2015; Van de
Walle & Cornelissen, 2014).

3.4 ISSUES ON PERFORMANCE REPORTS

Therefore, according to SA legislation, municipal performance reports are meant
to provide timely relevant, and user-friendly information to facilitate public
accountability in South Africa. However, it has been found that most local
governments face challenges about the provision of optimum content and the ideal
structure of such reports (Kurtzman & Greene, 2016). Here, this study turns to the

literature to explore performance reporting issues.
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The following is a brief review of similar studies conducted in different

countries;

In Canada Schatterman (2010) analysed municipal reports in the State of Ontario.
The findings were that despite clear legislation terms and reporting standards,
there were differences in the quality of reports due to negative perceptions by
municipal managers who disregarded citizens in their communication to avoid

accountability (Schatteman, 2010).

In New Zealand Harrison, Rouse and Villiers (2012) researched on accountability
and performance measurement from a stakeholder perspective. They looked at
the problem of balancing competing stakeholders’ needs in a performance
measurement model. The findings were that public organisations require
managers to identify the purpose of performance measurement, the primary
stakeholder (citizens), their main goal for the organisation and relevant
performance indicators to that goal, then consider the needs of other stakeholders
last (Harrison, Rouse & De Villiers, 2012).

In South Africa Asmah-Andoh (2015) conducted research for citizen participation
under the title; Can the reporting of local government performance enhance
citizens’ engagement? The findings were that communication of credible and
relevant information to citizens was needed to improve and enhance engagement
and participation. The communication of performance information in an
understandable manner is needed for accountability to have better management
(Asmah-Andoh, 2015).

Magoro (2015) also researched a local municipality in South Africa to find out
whether performance agreements for senior managers have any impact on service
delivery. The findings were that performance agreement had no direct impact on

service delivery due to the non-existence of a performance management system.
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The local municipality faced challenges to implement a sound performance

management system (Magoro, 2015).

Craig (2015) researched the relationship between municipal audit outcomes and
level of service delivery in Western Cape, South Africa. The findings were that the
audit results did not reflect the level of service delivery. The audit outcomes were
not related to municipal operational performance but to financial compliance
(Craig, 2015).

Performance reporting issues and recommendations made by other

researchers to enhance accountability and to improve service delivery:

According to Lee (2012), central to the democratic accountability process is that
performance reports need to use vocabulary that is made understandable to
citizens. The same view has been supported by Hibbard, Greene, and Daniel
(2010) whose study on the quality of reporting suggests that the use of plain
language in performance reports enables consumers to understand better and see
greater value in the reported information. In South Africa, the Public Service
Commission also recommends that the issue of language used should enable
better comprehension by citizens (South Africa, Public Service Commission,
2012).

Complexity has also been observed to be an issue in that financial reports normally
produced by most local governments are too complex for ordinary taxpayers (Lee,
2012; Stanley, Jennings & Mack, 2008). This has resulted in an initiative taken by
the Government Accounting Standards Board (GASB) to simplify performance
measurement reports into a format for ordinary taxpayers to readily understand
them (GASB, 2019).
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In South Africa, municipalities are required to submit performance and financial
reports in their Annual Reports to reflect actual service delivery performance
against the budget in a clear format as possible for accountability (South Africa,
Municipal Systems Act 7 of 2011) However, it has been found from comparative
presentations that reporting styles may negatively impact consumers’
comprehension, decision-making and response to the accountability process
(Kurtzman & Greene, 2016). As a result, public managers need to pay more
attention to the style and layout of the reports (Adi et al, 2016).

In terms of technical reliability, Connolly and Hyndman (2004) have found that the
most significant challenge in public service is the reliability of reported information.
If there is no verification of performance numbers reported, there could be
temptations to present figures perceived as more acceptable to the readers by
exaggerating good performance regardless of its accuracy. This then requires

auditors to verify the reports (Connolly & Hyndman, 2004; Vosselman, 2016).

By the same token, Eckerslely et al (2014), have noted the challenges faced by
auditors who try to balance public sector efficiency and protection of public interest
in the outsourced public services. The complexity arises on shared accountability
when outsourced services are shaped by the interests of public, private, and third
sector service providers (Bjgrnholt & Salomonsen, 2015; Craig, 2015). Most
academics agree that it is more important for auditors to give an assurance that
the interests of the public are protected in such complex private-public partnerships
(Eckerslely et al., 2014; Da Cruz & Marques, 2011).

According to Asmah-Andoh (2015), the key test of relevance and user-friendliness
for citizens needs to be met in performance reporting. Performance reports should
indicate the relationship between strategic plans in the form of IDPs, SDIPs, and
resource utilisation rather than by irrelevant and useless statistics (Lee, 2012,
Asmah-Andoh, 2015; Zhang et al., 2016).
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It has been suggested, therefore, that performance reporting be based on the

usefulness of a reporting model that can be relevant and understood by citizens.

In terms of quality, Adi et al (2016) have studied the quality of information and
revealed that municipal performance reports are generally of low quality due to
some information not being presented or not adequately covered. Klenk (2015),
has also noted that the delivery of performance information set by regulatory
standards was not enough to meet the obligations of public accountability and has

called for more comprehensive information as required by stakeholders.

The same view has been shared by Gao (2015) who defined comprehensive
information as relating to input, output efficiency, effectiveness, community
satisfaction, speed and quality of public service. However, Kurtzman and Greene
(2016) have also argued for a balanced presentation that optimises its citizens’
understanding and engagement instead of offering an information overload.

In the same way, Adi et al (2016) recommend that a systematic and uniform
approach on performance reporting is required. For this, regulators should develop
a disclosure manual containing the basic information to be reported and the style
of presentation that best helps the public to comprehend and assess the service,

efforts, and accomplishments of the municipality.

In summary, it is also essential for performance reports to meet all the qualitative
characteristics of financial reporting. There is a distinction between fundamental
qualitative characteristics (relevance and faithful representation) and enhancing
gualitative  characteristics  (comparability, timeliness, verifiability, and
understandability). As a result, performance reports as part of external reporting
have to contain both fundamental and enhancing qualitative characteristics to be

useful for accountability (Connolly & Hyndman, 2004; Kurtzman & Greene, 2016).
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3.5 CHAPTER CONCLUSION

In South Africa, the Public Service Commission (2012) emphasises that the quality
of performance reporting made by municipalities is crucial for public accountability.
This chapter, therefore, reviews the quality of reports produced globally and their
relevance to accountability by reviewing the literature on municipal reporting. Policy
requirements and issues on current reports are covered and the need to comply

with policy is highlighted.

The main aspects from the legislation and prior literature reveal that the intended
purpose of performance reporting in municipalities is to facilitate the assessment of
service delivery. Performance reports should provide adequate information to
stakeholders for public accountability (Vosselman, 2016). As such, the presentation,
layout, and quality of reports are of great importance. Performance reports should
be fit for purpose: to communicate service delivery performance to citizens (Lee,
2012; Van de Walle & Cornelissen, 2014).

The next chapter will discuss the research methods employed to achieve the
objectives of this dissertation. Chapter 4 discusses research design and

methodology; design type, approach, data collection, and analysis.
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CHAPTER 4

RESEARCH DESIGN AND METHODOLOGY

4.1 INTRODUCTION

This chapter outlines the research paradigm, design type, approach, data collection
and analysis methods employed to evaluate performance reports that assess the
accountability of public managers in municipalities. In terms of a world-view, this
study’s research design and strategies used for collecting, analysing, and

interpreting data were meant to address the following objectives:

e To explore the reporting process of performance information in municipalities
for accountability.

e To discuss the concept and practice of performance reporting in line with
Batho-Pele (people first) principles.

e To critically analyse the relationship between performance and accountability
in municipalities.

e To ascertain ways to increase the usefulness of performance reports on

accountability.

The Chapter 4 design structure is presented by Figure 4.1 below:
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Figure 4.1: Chapter 4 design structure
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4.2 RESEARCH PARADIGM

Generally, a paradigm is a set of beliefs, values, and assumptions about how things
work. It is a system or theory that guides the way things are done (Robson &
McCartan, 2016). Most scholars defined a paradigm as a framework for observation
and understanding that shapes how the world is viewed (Martens, Cidro, Hart &
Mclachlan, 2016; Saetren, 2014; Stage & Manning, 2016).

Recent studies reflect that the choices available to researchers and arguments over
which paradigm is best to have been replaced by the idea of the promotion of the
public good through service (Stage & Manning, 2016). According to Denzin (2017),
there is now a great openness and celebration of the proliferation, inter-mingling,
and convergence of paradigms and interpretive frameworks. However, research has
shown that it is still important to align within a certain paradigm, as the framework
affects the methodology in which the thinking falls and this dictates how the research
questions will be addressed (Blaikie & Priest, 2017; Kardorff, Steinke & Flick, 2004;
Stage & Manning, 2016).

The main research paradigms are;

e positivism,
e interpretivism,
e pragmatic and

e critical realism.

For this study, critical realism was chosen as explained below.

4.2.1 Critical Realism

The realist ontological assumption is that reality is external and independent of the
ideas, experiences, and perceptions human beings might have of it. It acts
independently and behaves in a regular way (Blaikie & Priest, 2017). In the late
1970s, Realism in social science was known as Critical Realism (Bhaskar, 2012;
Blaikie & Priest, 2017; Ferber & Harris, 2013; Lawson, 1997; Owens, 2014).
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Critical Realism is rooted in its epistemological assumptions and adopts the view
that observed regularities are explainable in terms of underlying real causal
structures (Bhaskar, 2012; Easton, 2010; Owens, 2014). As such, the Critical
Realists, believe that they have identified the scientific principles that are capable of
adequately explaining any aspect of social life (Blaikie & Priest, 2017). They argue
that there is a real-world independent of human consciousness and at the same
time there is a dimension that includes our socially determined knowledge about
reality (Owens, 2014). Therefore, by putting on Critical Realistic lenses it influences
the way the world is viewed, what can be known, how it can be investigated, and
the kinds of theories that can be constructed about it (Bhaskar 2012; Owens, 2014;
Blaikie & Priest, 2017).

4.2.2 Reasons for Critical Realism paradigm

A Critical Realist approach has been chosen for this study because it enables this
researcher to justify building on important insights and conducting in-depth research
to understand the underlying mechanisms and structures that are present
(Mutiganda, 2013). It also adopts a wider scope, looking for adequate causal
explanations that require the discovery of regular relations between phenomena and
mechanisms that link them (Blaikie & Priest, 2017).

According to the Critical Realists, three domains of reality differentiate the world; the
empirical, the actual, and the real (Bhaskar, 2012; Blaikie & Priest, 2017; Ferber &
Harris, 2013; Mutiganda, 2013). The empirical domain consists of personal
experiences of events and can be only a fraction of events that exist. The events
normally observed and acknowledged as the top layer, the empirical domain, are
determined by the combined activities of hidden casual mechanisms located in the
real domain beyond the reach of people’s experience (Bhaskar, 2012). The middle
layer, the actual domain, consists of events that occur whether or not they are

experienced.
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Events that are not experienced can be inferred from their effects, given the Critical
Realists assumption that what happens in the world is not the same as what is
observed (Ferber & Harris, 2013). By this description, the observed and unobserved
events are caused by mechanisms contained in the bottom layer, the real domain
(Bhaskar, 2012).

The Critical Realist approach further explains that the mechanisms in the real
domain (structures, rules, or policies) contain guidelines that have the power to
affect events. As such, the interpretations of these guidelines in the middle layer
(the actual domain) produce actions, events, or relationships that are reflected by
the top layer (the empirical domain) as outcomes, output, numbers, statistics, or
other measures (Mutiganda, 2013). As a result, Critical Realists argue that research
needs to switch from concentrating on offering explanations that describe
observable events on the top layer (the empirical domain) and develop a deeper
understanding of the underlying mechanisms which cause the events (Blaikie &
Priest, 2017; Ferber & Harris, 2013; Mutiganda, 2013).

Furthermore, Critical Realism applies principles of abstraction and retroduction
which lead to a deeper understanding of the nature of relationships and interactions
between actors, players, or stakeholders (Bhaskar, 2012; Mutiganda, 2013; Vincent
& O’Mahoney, 2018). Abstraction involves isolating all those factors that account for
the existence of the object of interest, thereby combining the divisible and the
indivisible (Owens, 2014; Vincent & O’Mahoney, 2018). Retroduction, however, is a
mode of inference in which events are explained by identifying mechanisms that are
capable of producing them (Bhaskar, 2012; Lawson, 1997; Mutiganda, 2013;
Vincent and O’Mahoney, 2018). Hence, Critical Realists suggest that finding the true
cause of events involves moving from a conception of some phenomenon of interest
to another of a different kind of power to what generated the given phenomenon
(Blaikie & Priest, 2017; Easton, 2010; Mutiganda, 2013; Vincent & O’Mahoney,
2018).
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Besides, Critical Realism advocates intensive research methodology in conducting
field studies (Ferber & Harris, 2013; Mutiganda, 2013; Owens, 2014; Sayer, 2000).
Intensive research requires active and continuous interactions between the
researcher and actors in their fields, using counter-factual thinking in planning and
conducting interviews (Ferber & Harris, 2013). Critical Realists argue that counter-
factual thinking leads to deeper interview questions regarding processes in a
particular setting (Blaikie & Priest, 2017). Hence data collection in this respect seeks
to understand relations and connections between groups of individuals in their
settings and how different mechanisms interconnect in the production of an event
(Blaikie & Priest, 2017; Mutiganda, 2013; Owens, 2014).

In summary, the Realist approach employs no standard formula but emphasise on
the base strategy to produce a clear Theory of Program Mechanisms, contexts, and
outcomes and then use them to design the appropriate empirical measures and
comparisons (Blaikie & Priest, 2017; Ferber & Harris, 2013). This kind of approach
assisted the researcher in collecting sufficient data to address the research

objectives.

4.3 RESEARCH DESIGN

Research design is a process that fits into the entire research plan from the framing
of a question to analysing data and reporting the findings (Creswell, 2014; Hofstee,
2006). A research design is meant to ensure that the evidence obtained answers
the research question in a convincing way (Yin, 2016a). The research design is
fundamentally affected by whether the research question is descriptive or

explanatory (Taylor et al, 2016).

In line with the Critical Realism philosophy, explanatory design with a qualitative
method was chosen for this study. While the Critical Realists believe that there is an
external and objective reality to the world, social conditions affect the way it is

interpreted and understood (Saunders, Lewis and Thornill, 2016).
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Thus, a qualitative analysis was required to better understand the research problem
(Molina-Azorina, 2018). The explanatory design was more suitable for this study
because of its focus on the ‘why’ questions which fit well with Critical Realism

philosophy.

4.3.1 Explanatory research

Apart from being a ‘good fit’ with Critical Realism, explanatory research has the
advantage of an in-depth view of causal relationships. The drive to develop and
evaluate causal theories blends well with the quest to understand relations and
connections between stakeholders in their settings and mechanisms that drive the
event (Mutiganda, 2013; Saunders et al., 2016).

However, causal explanations are affected by two ways of thinking: deterministically
and probabilistically (Saldana, 2011). Deterministic causation specifies the exact
variables or conditions that cause an event (Micheli & Mari, 2014; Vakkuri & Meklin,
2006). On the other hand, probabilistic causation specifies variables that are most
likely to cause an event (Bennett & McWhorter, 2016; Vogt, Vogt, & Gardner,
2014a). For this study, the probabilistic nature of causation was preferred to avoid
invalid inferences and to improve causal explanations, and conditions under which
the phenomenon was most likely affected were specified (Bennett and McWhorter,
2016).

The explanatory research with a qualitative design, chosen for this study, started
with collection and analysis of text data from documents and was followed by
narrative data from interviews to refine and explain the general picture. The
gualitative analysis evaluated the relevance of performance reports and was used

to identify reasons why such reports are produced in municipal settings.
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4.3.2 The deductive research approach

The research approach is the procedure in which the research questions are
answered (Creswell, 2014; Masocha, 2017). The relationship between data
collection and analysis, theory, and data, can be explained using deductive or
inductive reasoning (Kennedy, 2018). In logic, deduction is a process that starts with
a specific rule or theory and then examines whether raw data support or confirm the
need for modification of that theory (Blaikie, 2011; Kennedy, 2018). On the other
hand, inductive reasoning uses a series of empirical cases to identify a pattern from

which to make a general statement or theory (Kennedy, 2018).

Recent researchers have noted that evaluation studies usually adopt a deductive
approach (Kamala, 2014; Masocha, 2017; Mbala, 2016). Similarly, in this study
deductive reasoning was adopted to test the relevance and usefulness of these
reports for the assessment of performance reports. Qualitative analysis was applied
to analyse textual data and compare with the existing theoretical framework to check
whether the same is supported (Kennedy, 2018).

4.3.3 Design type —the case study

A case study is about viewing and studying something in its completeness, looking
at it from many angles, and attempting to understand the interconnectedness of
elements that it comprises (Thomas & Myers, 2017). As opposed to the common
thinking, Piekkari and Welch (2018) have emphasised that a case study is a design
framework that incorporates several methods and analytical frames. It is popular for
its in-depth exploration from multiple perspectives of the complexity and uniqueness
of a particular system in a real-life context (Farquhar, 2013; Piekkari & Welch, 2018;
Thomas & Myers, 2017). This design frame (case study), places cases on the centre
stage, and are defined by boundaries around places and periods. In summary, case
studies are analyses of persons, events, decisions, periods, policies, institutions, or
other systems that are studied holistically by one or more methods (Thomas &
Myers, 2017).
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The driver in a case study was well explained by Thomas and Meyers who alluded

to the fact that a case is the subject of inquiry, an instance of phenomena that

provides an analytical frame (the object) within which the study is conducted and

which the case illuminates and explicates. The assumption is that by looking at the

subject from many and varied angles, the researcher gets closer to how and why

something happened (Thomas & Myers, 2017).

The literature has revealed that there are various types of cases and selection

depends on the information required to address the research question (Piekkari &

Welch, 2018). Farquhar (2013) has explained the common categories as follows:

Extreme case obtains information on unusual cases, providing insight into
the particular problem.

The maximum variation case obtains information about the significance of
various circumstances for the case process and outcomes.

Critical case obtains the information that can support, challenge or extend
the theory.

Representative case captures circumstances and conditions in an everyday
situation.

The revelatory case offers an opportunity to investigate a phenomenon
previously inaccessible.

The longitudinal case provides information over some time and shows how

conditions have changed (Farquhar, 2013).

According to Yin (2013), the number of cases to be conducted depends on the

ontological and epistemological perspectives such as:

A single-case study design that has advantages of depth, insight,
revelatory, and uniqueness. However, there is a risk that the case might not
turn out to be quite what the researcher anticipated.

An embedded-case study design that involves more than one unit of
analysis but within the same organisation. This allows in-depth investigation

across several units generating the subtle and rich data.
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e A multiple-case study design that enables the researcher to compare and
contrast cases and explore the phenomenon in several different cases
(Farquhar, 2013; Yin, 2009).

To evaluate the usefulness of performance reports in three Gauteng cities
(Ekurhuleni, Johannesburg, and Tshwane) for this study, the critical case type with
the multiple-case design was selected because it was suitable to provide information
to address the research problem. The information permitted logical deductions as

to ‘how’ and ‘why’ the current performance reports were produced.

Essentially, Critical Realism is compatible with the critical case approach and the
‘three layers view’ fits in well for collecting evidence (Ferber & Harris, 2013; Piekkari
& Welch, 2018). The cutting edge of this research design type was to continue to
ask the 'why’ questions whereas, with the Critical Realist approach, an in-depth
analysis was to ascertain mechanisms and the drivers of performance reports in

municipal settings to answer the research question (Piekkari & Welch, 2018).

4.3.4 The qualitative research method

The term 'research approach’ refers to plans and procedures that span from broad
assumptions to detailed methods of data collection, analysis, and interpretation
(Creswell, 2014). There are three types of research methods; namely, the
guantitative, qualitative, and mixed methods approaches. According to Yin (2013),
guantitative methodology gathers data, which is numeric, and uses the empirical
method of objective observation to describe facts. Qualitative methodology,
however, gathers data in narrative form that persuades the reader, through the rich
description, to interpret the phenomenon from the meanings people attach to them
(Rheinhardt, Kreiner, Gioia & Corley, 2018; Saldana, 2011; Yin, 2016a). A mixed-
methods approach is a hybrid of both numeric and narrative data collection and
analysis (Molina-Azorina, 2018).
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Quantitative methods require valid conceptual grounding (Creswell, 2014), whereas
qualitative methods are a necessity for the understanding of social phenomena
(Rheinhardt et al, 2018; Yin, 2016a;). Ideally, combining quantitative and qualitative
approaches enables the exploration of more complex aspects and relations of the

human and social world (Molina-Azorina, 2018; Vincent & O’Mahoney, 2018).

In this study, therefore, a qualitative approach was used to find answers to the
research questions. The qualitative approach allows the ontological,
epistemological, and methodological aspects of the research to emerge and there
is also a more explicit articulation of the philosophical base. The qualitative research
design draws out rich understandings of the empirical observations, explains, and
helps to conceptualise the ways of the world as they unfold through time (Burns,
2014). The qualitative method was considered most appropriate in conducting this

research in the quest to understand how people cope in real-world settings.

4.4 POPULATION

The population is defined as the total collection of elements with which the
researcher wishes to make some inferences (Wienclaw, 2017). It covers the area
that the study is interested in (Ornstein, 2014). For this research, therefore, the
population comprises the three Gauteng metro municipalities; Johannesburg,
Tshwane and Ekurhuleni for documentary data collection. For data collection
through interviews; there are five key departments (one manager from each
department) from each metro making it 15 departments from all three metropolitans.
The population of managers is all mangers from these 15 key departments.

However, selection depends on availability given the nature of senior civil servants.

Gauteng cities are viewed as the hub of the South African economy (Richter et al,
2009) and have been consciously selected to widen the potential for developing new
insights (Taylor et al, 2016).
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4.5 SAMPLING

According to Wienclaw (2017), sampling is a set of techniques that is used to select
a subset of a population so that research can be done with a manageable group
and then applied to the entire study. It is impossible to gather data from every
member of a population under study, hence researchers typically base their studies
on samples that are strategically drawn (Emmel, 2014b). However, Wienclaw
warned that to be useful for research purposes, these samples should be drawn in
such a way as to minimise bias and truly represent the underlying population
(Wienclaw, 2017).

Sampling is broadly categorised into probability and non-probability sampling
methods. Selection depends on the extent of representation and depth of
information required to answer the research question (Schreier, 2018). In this study,
a sample was drawn from all senior managers from all municipality departments

using purposive sampling.

Purposive sampling is a non-probability sampling method in which the researcher
seeks to sample members with characteristics relevant to the topic under study
(Ornstein, 2014). According to Daniel (2012), it is a non-probability sampling-
procedure in which elements are selected from the target population based on their
fit with the purposes of the study. Elements are purposely selected because they
satisfy specific inclusion and exclusion criteria for their participation (Daniel, 2012).
As a rule, purposive sampling encourages researchers to use their judgement in

making sampling choices (Emmel, 2014b).

Purposive sampling can be classified into several categories based on certain
criteria. The common categories are based on central tendency, variability, theory
development, judgement, and reputation (Emmel, 2014a; Schreier, 2018).
Generally, purposive sampling is more appropriate for research focused on

particular segments of the target population.
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As noted by Emmel (2014b), the focus of sampling in case study research is towards
achieving a depth of investigation rather than broad coverage. The key idea is to
seek in-depth insights; select individuals, key informants, and knowledgeable
participants who are ‘information-rich’ to answer the research questions (Emmel,
2014a; Schreier, 2018). In this study, judgement reputation and availability were

included under purposive sampling.

The main disadvantage of purposive sampling is bias because it is a non-probability
sampling method that contributes more to internal validity than external validity
(Ornstein, 2014). As a consequence, the interpretation of results is often limited to
the population under study (Schreier, 2018). Despite its inherent bias, most
researchers agree that purposive sampling can be reliable and robust (Bvumbi,
2017; Emmel, 2014a; Ornstein, 2014; Wienclaw, 2017). The nature of enquiry in this
study as well as the data required to answer the research questions and availability,

therefore, favours the use of the purposive sampling method.

Using this perspective, this study selected managers from the 15 key administrative
departments on the belief that they were knowledgeable and involved in the
performance management system, therefore best placed to provide answers to the
research questions (South Africa, Municipal Systems Act 7 of 2011; South Africa,
Municipal Planning & Performance Management Regulations Act 32 of 2000; South

Africa, Public Service Commission, 2012).

The key administrative departments from each metro are:
e City Strategy and Organisational Performance Management
e Governance and Support Services
e Economic Development and Spatial Planning
e Group Financial Services

e Group Audit and Risk.

70



4.6 UNIT OF ANALYSIS

The unit of analysis refers to the elements that have to be examined, relates to the
basic problem, and entails the focus of investigation (Farquhar, 2013). According to
Yin (2016), units of analysis can be classified as various objects of investigation,
which may be individuals, organisations or programmes. In this study, the units of
analysis were twofold: accountability programmes and performance management
systems. Essentially, the sources of data were interviews, annual reports,
performance contracts and budgets. The South African Public Service Commission’s

Batho Pele principles were used as parameters to evaluate the units of analysis.

The variables (areas of interest) are the various attributes of these reports from
municipalities that are under study (Vogt, Vogt & Gardner, 2014a). These aspects
relate to the quality of performance reports; namely:

e Disclosure;

e Readability;

e Quality of presentation of reports;

¢ Reliability and

e Drivers of accountability (organisational culture, goal clarity, support from

elected officials, and external demand for reports).

Data was collected, analysed, and interpreted on these variables for each

metropolitan municipality.

4.7 DATA COLLECTION

This study is a deductive approach aimed at gathering data on the specified
variables relating to the quality of performance reports and the drivers of
accountability. The three principles of data collection; namely:

e multiple sources of evidence,

e case database, and

e chain of evidence.
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These were applied to ensure quality control during the data collection process and
analysis (Tracy, 2013). As advised by Yin (2016a), these principles made the data
collection process explicit and are intended to cover issues of construct validity and
reliability of the final results. Both primary and secondary data were collected using
a qualitative approach with the following research instruments; interviews and

documentary analysis respectively.

4.7.1 Document analysis

Document analysis deals with secondary qualitative data. It is a systematic
procedure that reviews both printed and electronic material (Altheide & Schneider,
2017b; Coffey, 2013). The documents contain text (words) and images that have
been recorded without a researcher’s intervention (Olsen, 2014). The review
process requires that data is examined and interpreted to give meaning, gain
understanding, and develop empirical knowledge (Williams, 2017).

In this study, computer software Atlas.ti was used to review and analyse data. Text
documents, images, audio, and video recordings were added in the Atlas.ti project
for coding and analysis. This secondary data was collected from administrative
documents available on-line; Integrated Developments Plan (IDP) reports, service
delivery budgets, annual reports, performance contracts, audit reports, and

municipal legislation.

Document analysis was used to answer the research objectives:
e To explore the reporting process of performance information in municipalities
for accountability.
e To discuss the concept and practice of performance reporting in line with
Batho-Pele (people first) principles.
e To analyse critically, drivers of accountability, and their effect on performance
reporting.
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e To ascertain ways to increase the usefulness of performance reports on

accountability.

According to Yin (2016a), documents are important in case studies as they provide
specific details to collaborate information from other sources. They provide data on
the context within which research participants operate; a case of the text providing
context and background information as well as historical insight to help generate
new interview questions (Guest, Namey & Mitchell, 2017). Other advantages of
documentary analysis include ease of access as most documents are in the public
domain (Yin, 2016a). The process is cheap, less time consuming, just requires data
selection instead of the collection (Creswell, 2014). Documents are stable (non-
reactive) and provide broad coverage (Taylor et al, 2016).

4.7.2 Interviews

Interviews deal with primary qualitative data and are viewed as the most favoured
‘digging tools’ for researchers who rely largely on verbal accounts to learn about
social life (Potter & Hepburn, 2014; Taylor et al, 2016). Yin (2016a), advanced the
idea that interviews are among the most important sources of case study
information. According to Tracey (2013), interviews are guided conversations with
a purpose, of which the researcher has questions and the informant (participant)

has answers.

In this study, interviews were conducted to collect data for all research objectives

as follows:

e To explore the reporting process of performance information in municipalities
for accountability.
e To discuss the concept and practice of performance reporting in line with

Batho-Pele (people first) principles.
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e To critically analyse drivers of accountability and their effect on performance
reporting.
e To ascertain ways to increase the usefulness of performance reports on

accountability.

The selection of different types of interviews ranging from unstructured to structured
depends upon the data required (Roulston & Choi, 2018). A qualitative (in-depth)
interview is a nondirective, unstructured, non-standardised, and open-ended
interviewing (Roulston & Choi, 2018; Schurink, 2005; Tracy, 2013). It is suitable for
situations where research interests are well defined (Yin, 2016a), where there is a
need to understand a broad range of settings (Roulston, 2014), when there are time

constraints and when there is pressure to produce results (Taylor et al, 2016).

The in-depth interviews were conducted for this study. The advantages of this
approach include; the allowance for more emergent understanding to blossom and
for the informant’s complex viewpoints to be heard without the constraints of
scripted questions. Similarly, in-depth interviews have the potential to tap both

content and emotional level (Tracy, 2013).

However, the main weakness of interviews is that participants can decide not to tell
the truth. The literature has shown that in some cases people can say and do
different things (Tracy, 2013). Qu and Dumay (2011), have noted that even when
informants have accepted and trusted the interviewer, what they say cannot be
taken at face value for deeply held beliefs and feelings. In the same way, there is a
risk of misunderstanding due to language differences and again the informant can

be unwilling to articulate important things (Taylor et al, 2016).
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According to Roulston (2014), these challenges can be addressed by putting more
effort in getting to know the participants well enough to understand their settings. It
has been suggested (Potter & Hepburn, 2014; Roulston, 2014) that the researcher
has to develop and stick to a process, such as:
e maintain two positions (level 1 & 2 questions) throughout the interview
process;
o follow the line of enquiry reflected on case study protocol; and

e ask actual questions in an unbiased manner.

In the same way, the literature has shown that meanings in social interactions are
not simply communicated but are constructed during the interview process (Taylor
et al, 2016). In this respect, the interviewer had to participate in the construction of
meanings because information and attitudes exist in people’s heads and can only
be elicited by asking the right questions in the right way (Pearson, 2018; Potter and
Hepburn, 2014; Roulston & Choi, 2018).

Interviews were conducted with senior managers from the key administrative
departments of each metropolitan municipality. The interview questions were
formulated on the main categories relating to the quality of performance reports and
the drivers of accountability as shown in Table 4.1. Interview questions were
formulated around the categories to address the objectives. The matching of
categories to the objectives is as follows (for detailed questions see interview

protocol in the annexure):

e Objective 1 (to explore the reporting process): disclosure (including
compliance).

e Objective 2 (to discuss the concept and practice of performance): disclosure,
readability, presentation, and reliability.

e Objective 3 (to analyse critically, drivers of accountability): drivers of
accountability.

e Objective 4 (to ascertain ways to increase the usefulness): disclosure

presentation, readability, reliability, and drivers of accountability.
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Table 4.1 Interview Questions on Main Categories

accountability

Category Sub-category Questions
Disclosure Performance results Do you think performance results for your department
are currently well reported? What can be done to
improve?
Links to budgets and IDP | Can results be easily linked to budgets and IDP?
Comparative Are you able to make any comparisons and check
progress on service delivery?
Explanation Is there an adequate explanation for under-
performance?
Readability Plain language Is the language used appropriate for your municipality
considering ordinary citizens?
Definition of technical Do you think ordinary citizens can follow the service
terms delivery story easily given the technical terms used?
Easy to understand Do you think stakeholders can easily understand the
current performance reports?
Reliability Adverse audit What were the findings by Auditor General? What was
the organisation's response to the findings?
Credibility Is there a defined process to check and verify
performance data in the reports?
Good source Is there supporting documents to back-up the reported
information?
Presentation Visual elements Are visual elements helpful in making performance
reports easy to understand?
Logical In your opinion, are performance reports logically
presented?
Table of contents Do you think the table of contents is detailed enough to
guide readers?
Accessibility Are performance reports easily accessible to citizens?
Drivers of Organisational culture Does the current culture in your municipality promote

accountability?

Goal clarity

Are most employees clear of the tasks they are expected
to perform?

Elected Official's support

Do councillors care about performance? Are oversight
committees competent to question the administration
regarding performance?

Outside demand for
performance

Are communities consulted on service delivery? Is there
any formal demand for performance on service delivery
from citizens? How were these demands met?

(Source: Amirkhanyan, 2012)
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4.8 DATA ANALYSIS

In this study, the qualitative approach was used to analyse data. Content analysis
was applied to textual data from documents reviewed and narrative data from
interviews conducted through the use of the computer software; namely, Atlas.ti.

This researcher followed the analytical techniques as advised by Yin (2016b), by:
e making constant comparisons;
e being alert to negative instances;
e developing rival explanations; and
e continually posing questions about the accuracy, reliability and validity of
data.

4.8.1 Content analysis

Content analysis is a widely used data analysis technique whereby researchers
investigate content within a message or text (Crawford, 2009; Holman, 2018).
According to Hsieh and Shannon (2018), it is an analytic method mostly used in
qualitative research for the systematic reduction and interpretation of text or video
data. Macias and Macias (2018) have also defined content analysis as a method of
converting qualitative, textual information into quantitative data for ease of analysis.

From the above definitions, it is apparent that content analysis is an essential
analytical tool to investigate and make sense of the communication’s content (Hsieh
& Shannon, 2018). Indeed, it is a technique for gathering data that consists of
codifying qualitative information in anecdotal and literary form and then into
categories to derive quantitative scales of varying levels of complexity for analysis
(Altheide & Schneider, 2017).

4.8.2 Justification of Content Analysis

The main objective of this study is to evaluate the usefulness of performance reports
in assessing the accountability of public managers in municipalities. Data was
collected on specified variables to test the relevance of reports to accountability.
Content analysis can handle data generated from a variety of sources including in-
depth interviews, text from articles, reports, statutes and books (Hsieh & Shannon,
2018).

Research has shown that content analysis has distinct advantages; firstly, the
analytic approach to data is unobtrusive and nonreactive, secondly, it is easy to
learn and use, and thirdly, it is fast and effective in finding patterns within multiple
types of qualitative data (Altheide & Schneider, 2017; Crawford, 2009; Holman,
2018; Hsieh & Shannon, 2018). According to Hsieh and Shannon, qualitative
content analysis has gained popularity in manifesting content and latent content.
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In this study, content analysis has been used to interpret narrative data by identifying
codes and common themes and to construct the underlying meaning of the
performance reports produced. Content analysis is viewed as the most appropriate
technique when dealing with qualitative data and has been applied in prior studies
with similar objectives (Kamala, 2014; Mbala, 2016; Schatteman, 2009).

4.8.3 Process of Content Analysis

Content analysis is considered a flexible method with linear guidelines for
conducting the analysis (Holman, 2018). However, there are several types and
approaches to content analysis, and these are due to the study design, sampling
decisions, analytical strategy or coding schemes developed (Crawford, 2009; Gross,
2018). Hsieh and Shannon (2018) have explained that the selection of approaches
largely depends on the research purpose and availability of existing knowledge. In
this study, the thematic analysis, an extension of content analysis (in essence
pattern recognition) was used for coding, categorising, and interpretation (Braun,
Clarke, Hayfield & Terry, 2019; Castleberry & Nolen, 2018).

4.9 THEMATIC ANALYSIS

Thematic analysis (TA) is a method of capturing patterns across qualitative data
sets. It involves identifying, analysing, and interpreting themes within qualitative data
(Castleberry & Nolen, 2018; Clarke & Braun, 2017) The themes provide a framework
for organising and reporting the researcher’s analytic observations. The aim is to
provide a coherent and compelling interpretation, grounded in the data. Codes are
the smallest units of analysis that captured interesting features of the data relevant
to the research question (Braun et al., 2019; Castleberry & Nolen, 2018). Codes
were the building blocks for themes underpinned by a shared core idea in the
municipal setting.

The TA is an umbrella term for approaches aimed at identifying patterns (themes)
across qualitative datasets set (Braun et al., 2019). There are three common types
of TA, coding reliability, reflexive and codebook.

e Coding reliability approach, the coding process is designed to prioritise
reliable data employing accurate codes based on predetermined themes.

o Reflexive approach, the emphasis is on the active role of the researcher in
the knowledge production process whereby the data analysis techniques are
underpinned by the chosen qualitative philosophy.

e The codebook approach sits between coding reliability and reflexive, sharing
the structured approach with coding reliability. In a codebook approach, all
themes are determined in advance of full analysis and are conceptualised as
domain summaries setting (Braun et al., 2019).
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For this study, the reflexive approach was used because of its flexibility and it
allows researchers to have some kind of social justice motivation for a more
radical agenda for a social critique (Clarke & Braun, 2017).

4.9.1 Coding Process

The collected data was coded, and the codes were grouped to form themes for
analysis (Yin, 2016b). The four main categories were; disclosure depth, readability,
presentation, and drivers of accountability.

1. Disclosure depth refers to the report content and the four codes were:
e Performance goals
e Links between budgets and IDP
e Comparative
e Explanation.

2. Readability refers to the use of common language that can be easily understood
by stakeholders and codes used were as follows:
e Use of plain language
e Definition of technical terms
e Easy to understand.

3. Reliability refers to the credibility of the information reported, and the codes were:
e Adverse audit
e Credibility (checked and verified)
e Good source (evidence-based)

4. Presentation refers to the report format and the codes used were as follows:
e Visual elements used
e Logic
e Table of contents
e Easily accessible.

5. For drivers of accountability, the study looked at:
¢ Organisational culture towards accountability
e Goal clarity
e Support from elected officials
e External demand for performance
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The factors that drive the accountability of public managers are important to the
entire accountability process, hence the establishment of the relationship between
performance and accountability was paramount for the research (Blanco at el.,
2011; Connolly & Hyndman, 2004; Van de Walle & Cornelissen, 2014).

This study looked at the divers of accountability in general and evaluated their
relevance against the quality of reports. According to Vosselman (2016),
organisational culture can influence how managers and employees behave and
interact with stakeholders. Besides, if the organisation is developmental, it is more
likely to have a culture of risk-taking, innovation, and accountability (Vosselman,
2016). As a result, it is more likely to have better and more informative performance
reports to communicate achievements to stakeholders particularly citizens (Su,
Baird & Schoch, 2015; Tessier & Otley, 2012; Vosselman, 2016).

Goal clarity has the potential to improve organisational communication (Freeman,
1994; Micheli & Mari, 2014). It promotes report focus and cohesion and at the same
time shifts attention to stakeholders that results in higher standards of information
demanded to assess performance (Saliterer & Korac, 2013). In this respect,
municipalities with clear goals are likely to promote the use of performance
information to improve the quality of their reports (Hall, 2017).

From previous studies, it was noted that elected officials who wish to extend their
stay in office usually support external communication efforts to citizens (Justin
Coates & Tognazzini, 2012; Nielsen & Baekgaard, 2015; Weaver, 1986;
Zimmerman, 1977). Essentially, the aspiring officials influence the reporting process
of performance information to ensure stakeholders (particularly citizens) in their
constituency are well informed of any achievements made in the service delivery
process (Justin Coates & Tognazzini, 2012). Ideally, the building of a positive image
through transparency and positive reporting supported by elected officials improves
the quality of performance reports (Lee, 2013).

Another factor is that the external demand for performance reports by citizens can
influence the production of quality reports (Calland & Bentley, 2013; Joshi, 2013).
The renewed emphasis on performance management and citizen-driven
performance measurement puts pressure on most municipalities to create
conditions for advancing reporting initiatives (Astrini, 2014). Therefore, when more
people develop an interest in service delivery management and request
performance reports, municipalities are forced to improve the quality of reporting
(Jaaskelainen & Luukkanen, 2017; Shah, 2014).
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4.9.2 Interpretation and analysis

According to the reflexive approach, themes are conceptualised as meaningful
patterns after considerable analytical work to develop an understanding of recurring
designs across the datasets. For this approach, coding evolved throughout the
process; splitting, combining, and renaming the codes before grouping them into
topics/themes. Such adjustments aimed to better capture the developing
conceptualisation of data (Braun et al., 2019).

Reflexive TA is in essence pattern recognition. The researcher needs to review the
coded data and find how it was connected, and then look for ideas that permeate
the data and make links within and across categories (Braun et al., 2019; Gross,
2018). The links recurring throughout the data were taken as themes that described
aspects of the construct and answered the questions ‘How’ and ‘Why’? As a result,
pattern matching, explanation building, and cross-case synthesis were applied
(Tracy, 2013; Vogt et al., 2014a; Yin, 2016b).

This researcher then applied causal analysis to identify sufficient conditions by
bearing in mind that conditions that are sufficient to explain may not be sufficient to
predict. The challenge was to find necessary and sufficient conditions that were
theoretically interesting to explain by narrowing the range of the likely predictor
variables (Vogt et al., 2014b). As such, process tracing was applied to examine the
chain of causations.

In the same way, explanatory and narrative analysis was done to explain the causal
pathways that led to the outcome. Rival explanations were addressed in the process
to build more confidence in the findings and counterfactual reasoning was used to
understand how an outcome would have occurred by applying ‘what if scenarios
(Yin, 2016b).

In summary, this researcher developed a comprehensive interpretation that is
complete, fair, empirically accurate, credible, and value-adding. Rich descriptions
and highly detailed accounts were used to interpret data, events, and actions within
their meaningful contexts (Yin, 2016b). The results were displayed regarding the
study’s objectives under the themes; disclosure, regulatory compliant, presentation,
reliability, and accountability driver.
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4.10 RELIABILITY AND VALIDITY

According to Tracy (2013), the quality criteria in qualitative research helps to answer
whether findings are sufficiently authentic, trustworthy, and secure for people to act
on their implications. The makers of quality include factors such as; worthy topic,
rich rigour, sincerity, credibility, significant contribution, resonance, and meaningful
coherence (Tracy, 2013).

Similarly, in quantitative research, Leedy and Ormrod (2015), have advised that
validity and reliability influence the threefold purpose for which a researcher can:

e learn from the phenomenon under investigation;

e assess the probability of obtaining statistical significance in data analysis;
and

e explore the extent to which a meaningful conclusion can be drawn from the
data (Leedy & Ormrod, 2015).

Generally, most researchers agree that reliability and validity are the most important
measurement tools in research to reinforce trustworthiness, rigour, and quality
(Guba & Lincoln, 1985; Lincoln, 2003; Lub, 2015; Yin, 2016b).

4.10.1 Reliability

Reliability entails that operations of study, such as data collection procedures, can
be repeated with the same results. Reliability is an indicator of a measure’s internal
consistency; dependability of the research, the degree to which the process can be
repeated while obtaining consistant results (Quinlan, Babin, Carr, Griffin & Zigmund,
2015). In other words, such reliable studies are replicable, stable, and consistent
over time (Tracy, 2013).

This researcher, as a management accountant, was aware that any calculation is
capable of being audited and documented every step followed in these case studies.
This is in-line with Yin’s advice that a case study database developed has to be
maintained together with the chain of evidence and that the process can be easily
repeated with the same results (Yin, 2016b).
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4.10.2 Validity

Validity is the extent to which the measuring instruments accurately assess the
characteristics intended that enable justifiable inferences to be made (Leedy &
Ormrod, 2015). According to Quinlan and others (2015), validity relates to how the
research is logical, truthful, robust, sound reasonable, meaningful, and useful. Other
researchers have also explained validity as the extent to which data collection
methods accurately measure the degree of the research findings compared to what
they profess to be (Saunders et al., 2016).

Validity itself can be a threefold measure: construct validity, internal validity, and
external validity. Construct validity checks the correct operational measures for the
concepts under study (Yin, 2016b). In this study, it has been addressed by the use
of multiple sources of evidence and maintenance of the chain of evidence.
Interviews were conducted to confirm and provide more clarity to the documentary
analysis.

Internal validity checks the relationship between data and explanations or casual
relationships in explanatory case studies (Tracy, 2013). For this study, therefore,
care was exercised in matching and building explanations by addressing all rival
explanations. In this regard, the researcher applied causal thinking using a more
probabilistic rather than a deterministic approach.

External validity checks the domain to which a study’s findings can be generalised
(Lub, 2015). Case studies rely on analytical generalisation (Farquhar, 2013; Piekkari
& Welch, 2018). Given the three cases of Gauteng metropolitan municipalities under
study using the same analysis, this researcher was confident that the findings could
be generalised and applied to other municipalities in similar situations.

4.11 ETHICAL CONSIDERATIONS

Most studies have noted that the researcher must respect the needs, rights, values,
and desires of the participants (Hofstee, 2006; Schurink, 2005; Taylor et al, 2016).
Participation in research invades the life of the informant and the researcher has to
protect and safeguard the participant’s rights (Israel, 2015). In this study, ethics
clearance was obtained from the university’s Ethics Review Committee and written
permission to proceed with the study was obtained from the relevant officials of the
municipalities under study.
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The researcher explained the research objectives (see appendix; the cover letter)
to the participants before interviews were conducted. The cover letter issued to all
participants explained that anonymity and confidentiality were guaranteed. It was
also confirmed that participants were to remain anonymous by not being linked to
their responses.

In the same letter, participants were informed about their rights:
e to participate in the study;
e to ask questions;
e to refuse to give information; or
¢ to withdraw from the study any time they wished.

Participants were also given an assurance that their consent, rights, interest, and
wishes were to be considered first when further choices were required regarding the
reporting of data.

The participants were also informed about the availability of research findings and
also information regarding data collection activities when required. Also, the lack of
remuneration for participation was explained together with the importance of the
intended findings of the study; to evaluate the usefulness of performance reports in
assessing the accountability of public managers in municipalities.

4.12 CHAPTER CONCLUSION

In this chapter, the preferred research paradigm, research design, and approach for
this study are discussed, Critical Realism principles have been chosen and applied
throughout the data collection and analysis process. The views and suitability of
Critical Realism in this study are then discussed. A discussion on compatibility and
fitness of these principles with research type (case study), explanatory research,
and deductive approach follows.

The qualitative approach and two methods of data collection are described,
documentary analysis and in-depth interviews. Both advantages and disadvantages
for these methods and reasons for their selection are highlighted. Content and
thematic analysis are also discussed together with coding, analysis, and
interpretation of data.

The chapter then concludes with the quality of study; measures are undertaken to
ensure the reliability and validity of data collection, analysis, findings, and ethical
considerations. In summary, this researcher contends that the methodology adopted
was appropriate for the research objectives of this study. The next chapter (Chapter
5) presents results, discussions, and findings of this study.
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CHAPTER 5

RESEARCH RESULTS DATA ANALYSIS AND FINDINGS

5.1 INTRODUCTION

This chapter presents the results of collected data, analysis, and findings regarding
the usefulness of performance reports on the public manager’s accountability in
three metropolitan municipalities in Gauteng. The results and findings were obtained
after following the set of procedures detailed in Chapter 4. The examination,
analysis, interpretation of data, and discussions were based on accountability

practice and Batho Pele principles.

The sources of the data were interviews, annual reports (2016, 2017 and 2018) Mid-
term reports (2019), Integrated Development Plans (IDP), performance contracts
(HOD section 57 managers), and the two-State of City Addresses. The Annual
Reports included those of the Auditor-General South Africa (AGSA) reports, and the
Oversight Committee reports. Interviews were conducted and recorded with senior
managers in the cities of Johannesburg and Tshwane and then transcribed. Other

documents were accessed online and downloaded.

The gathered data were uploaded for each city as a separate project on the
Computer Assisted Qualitative Data Analysis Software (CAQDAS) package, Atlas.ti,
for analysis to address the following objectives of the study:
e To explore the reporting process of performance information for
accountability.
e To discuss the concept and practice of performance reporting for
accountability in line with ‘people first’ principles.
e To critically analyse the relationship between performance and accountability
in municipalities.
e To ascertain ways to improve the usefulness of performance reports for

accountability.

The overview structure of the chapter is presented in Figure 5.1 below:
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5.1 Introduction —%‘ 5.2 Data Analysis

5.2.1 City of Ekurhuleni

5.2.1.1 Reporting Process

5.2.1.2 Practice of Performance Reporting

5.2.1.3 Relationship between Performance & Accountability
5.2.1.4 Ways to Improve Usefulness

v

5.2.2 City of Johannesburg

5.2.2.1 Reporting Process

5.2.2.2 Practice of Performance Reporting

5.2.2.3 Relationship between Performance & Accountability

5.2.2.4 Ways to Improve Usefulness

5.2.3 City of Tshwane

5.2.3.1 Reporting Process

5.2.3.2 Practice of Performance Reporting

5.2.3.3 Relationship between Performance & Accountability
5.2.3.4 Ways to Improve Usefulness

v

5.3 Research Findings 5.4 Discussion
5.3.1 Main Findings 5.4.1 Research Objective 1
5.4.2 Research Obijective 2
5.4.3 Research Objective 3
5.4.4 Research Objective 4
P |

5.5 Chapter Conclusion

Figure 5.1 Chapter 5 design structure
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5.2 DATA ANALYSIS

The municipal performance reporting is highly regulated. Various legislative
prescripts govern the entire process of performance reporting and accountability.
Performance reporting is regarded as an instrument to express a key tenant of good
governance. Section 71 of the Municipal Finance Management Act 56 of 2003
(MFEMA) requires a monthly budget statement, section 52(d) of the same act
requires quarterly performance report and section 46 of the Municipal Systems Act

7 and section 121 of the MFMA requires annual performance reporting.

The governance of a municipality consists of the legislator (the Speaker, Chief Whip,
Oversight Committees, and the Councillors) and the executive (Executive Mayor,
Members of the Mayoral Committee (MMCs) and the administration led by the City
Manager). The main role of the Oversight Committees is to oversee the performance
of the executive branch and departments on behalf of the Council. This design is
intended for the city to execute its function through the leadership of the Executive
Mayor while the legislator oversees the activities of the executive branch for

transparency and accountability.

The accountability process commences with internal auditors whose duties are to
check and verify reported information submitted by reporting departments/entities
against supporting documents. The regulatory procedure for the external audit is as
follows: the Auditor General (AGSA) audits the performance report before
evaluation by various Oversight Committees and finally by the City Council meeting
for decision making (South Africa, Municipal Planning & Performance Management
Regulations Act 32 of 2000; South Africa, Municipal Systems Act 7 of 2011).

5.2.1 Research results: City of Ekurhuleni

The city of Ekurhuleni (COE) did not respond to several requests for permission to
conduct interviews with senior managers. The gatekeeper ignored correspondence

and follow-up telephone calls.
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The researcher was not deterred by the negative response which is a common
practice in government settings. This could only be mitigated by a document
analysis (without interviews), thereby limiting the discovery of underlying meanings,
acknowledgement of both visible and unobservable forces, illusions, ideas, and
desires (Piekkari and Welch, 2018). In other words, the reasons and politics behind
the preparation and effects of performance reports from the perception of the

managers in COE were not obtained.

In the COE, data was collected from the Integrated Development Plans (IDP),
Performance Contracts for Section 56 managers (The City Manager and the
respective direct reports), Annual Reports (2017 to 2018) and the Mayor’s State of

the City address (2019), which could all be accessed on-line.

5.2.1.1 Objective 1: Reporting process for accountability

The COE followed a defined performance reporting process in compliance with
municipal regulations. The reports followed through a defined process as regulated.
Checks and verifications were done by internal auditors before submitting to AGSA.
The audited reports are later evaluated by oversight committees before discussions

by the Council.

The compliance with regulations is emphasised in the IDP and Budgets
documents,for example in 2019 Review reads as follows:

“In this regard, the City (COE) engages on the compliance reporting process by
following the in-year reporting process in line with the legislative framework. Key to
this process is the compliance with the regulated timelines and observing the
performance information standards and requirements” this is reflected in Fig 5.3
(Item 9.6.)

Because of compliance, it could be inferred that performance reports were produced
in line with the normal requirements to provide leadership with relevant information

on performance measurement and for accountability.

The results of the reporting process, quotations, and links to regulatory compliant

themes are set out from Figs 5.2 to 5.4 below.
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5.2.1.2 Obijective 2: concept and practice of performance reporting

The COE performance reports reflected issues on disclosure, presentation, and reliability.
The 2017 Annual Report reflected a trend (in comparison with 2016) of omissions, errors,

and comprehension problems by the general community.

The issues identified reflected a lack of attention to the contents and quality of reports
produced (2016 and 2017 reports). The AGSA findings for 2017 annual report were:
“Senior management did not implement adequate systems of internal control over financial
reporting and compliance with key legislation. In the circumstances, financial and
performance reports did not always agree with the supporting evidence provided and
compliance to key legislation was not always monitored”. This is reflected in Fig 5.5 (ref 1:10
44), 5.9, 5.10, and 5.11.

Weak internal controls contributed to the material findings of this study on the reliability of
reported information. However, the 2018 Annual Report reflected a great improvement in the
credibility with no findings regarding reported information. Performance reports reflect that

COE is conscious of Batho-pele (people first principle) see Fig 5.7.

Other challenges for the COE were:

e disclosure (omissions of items in financial statements)

e presentation (comprehension by ordinary citizens), besides the website available to
everyone, the City uses Ward Committees for public participation see Fig 5.12.
However, this can be viewed as only effective to the people of the same ruling party.
In that perception, understanding performance reports by ordinary citizens is still a

challenge as evidenced by repeated violent service delivery protests.

Other categories had no issues for COE, reports had clear performance goals (targets), from a
well-formulated vision, prior-year figures were included for comparison. Visual elements were
used for clarity, table of contents and the logic flaw were all good. The reports used simple

English language with technical terms well defined.

The results of the reporting practice, quotations and links to disclosure, reliability and

accountability driver themes are set out in Figs 5.5 to 5.8 below.
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5.2.1.3 Objective 3: the relationship between performance and accountability

The COE reports were evaluated to establish the relationship between reported
performance and accountability. Despite a trend of poor performance results reported
during the period under study (2016 to 2018), there was no consequence management

effected on heads of departments who failed to reach targets.

Even on the quality of performance report, there was no consequence to the
incompetence highlighted by the Council’s meeting on the 2018 Annual Report:

“The accounting officer did not ensure that systems of internal control were adequately
implemented and monitored to ensure credible financial reporting and compliance with
key legislation. This resulted in material errors and omissions being identified during

the audit process” Fig 5.10.

The absence of consequence management on senior managers weakens
accountability. There is a need to change the mindset of municipality managers and
overseers (councillors). Although there is a willingness to account for performance,
they remain in control and are not accountable to citizens as commented in Fig 5.10,
“this line of thinking needs to change; the communities are not clients, but shareholders
of which politicians and public managers should give an account on failure to perform

on predetermined objectives”.

The results of the drivers of accountability, quotations and links to the accountability
driver theme are set out in Figs 5.9 and 5.10 below.
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sitting in plenary, is the highest
decision-making structure of the
municipality, Council is required by
section 160(1) of the Constitution of
the Republic of South Africa to
make decisions cancemning the

43, The accounting officer did not
ensure that systems of internal
control were adequately
implemented and monitered to
ensure credible financial reporting
and compliance with key
legislation, This resulted in material
errors and omissions being

44, Senior management did not
implement adequate systems of
internal controls over financial
reporting and compliance with key
legislation. In certain instances, the
financial statements did not  always
agree to the supporting evidence

Key amang them was the important
task of deepening the relationship
between the City as a provider of
services and communities as clients.

cuss|

This line of thinking needs to change, the
communities are not clisnts but

and all staloe_ho\de_rs wwth_respeft‘ exercise of its powers and the identified during the audit process. provided and compliance to key sharehalders of which politicians and
dignity and integrity, and in a . . E legislation was not always public managers should give an account
. 3 performance of its functions, and is itored. y .
manner that is consistent with the } monitored, on failure to perform on predetermined
R empowered by section 59 of the i
values and principles it upholds, et oA e a e objectives.
expands ]
contradicts
] supports
a e
a
a
’ — 1
¥ ¥ — — 5:22 The City has taken a firm stand
"1 2:8 A system of checks and balances 2:14 Through the ward committee = 5:3 The CoF has committed to ensure g |=) 8:2 performance Pmm"’es and on issues of consequence
to guarantee answerability, system, the municipality broadens that the municipality is governed in £ targets reflected in the annual management o...
transpar... COMMUN... Bune 3 performance...

A system of checks and balances to
guarantee answerability,
transparency and responsiveness,
characterises the palitical-
administrative governance relations
within the City. The mutual
cooperation between the political
and administrative formations or
wings in the City promotes good
govemnance, This translates into
positive strides, evident in a
number of service delivery areas,

while also th

accountability

Through the ward committee
system, the municipality broadens
community involvement on
municipal affairs and serves to
express accountability,

The CoE has committed to ensure
that the municipality is governed in
a timely, inclusive, open, honest
and accountable manner. The
municipality has established
systems and processes, values, by

+

explains

which local government is directed
and controlled and threugh which
they account to, engage with and,

Figure 5.9: COE comments on drivers of accountability
(Source: Atlas.ti Ver 8)

-

where appropriate, lead their
communities

performance objectives and targets
reflected in the annual performance
plan which forms an annexure to
the performance agreement that
must be met, time frames within
which those performance objectives
and targets must be met;
performance objectives and targets
that must be practical, measurable
and based on the key performance
indicators set out in the
municinalitvll At < intearater

The City has taken a firm stand on
issues of consequence
management on issues that relate
to Supply Chain Management
processes, The Employee Relations
ability to facilitate and process
misconduct processes has been
greatly enhanced by the
establishment of the Case
Management Unit as well as the

216 Section 29 (1) (b) of Chapter 5 of
the Municipal Systems Act of 2000
L..

f |
- -
-
) N N (7 5:2 Key among them was the
()1:9 43, The accounting officerdid not | | = 11044 5:::: "“;‘fge”"' "ff ot " important task of deepening the
ensure that systems of internal con... !mhzlelr:e lequate systems relationship be...
internal c...

Section 29 (1) (b) of Chapter 5 of
the Municipal Systems Act of 2000
requires that municipalities through
appropriate  mechanisms,
processes and procedures
established in terms of public
participation; allow for communities
to be consulted on their
development needs and priorities;
enabling the local community to
participate in drafting of the IDP.
The City of Ekurhuleni uses the
Ward Committees as a mechanism
to drive public participation in the
IDP process.

|=)7:2 The key objective here was to
build an efcient, clean, accountable
an.

The key objective here was to build
an efcient, clean, accountable and
innovative administration that
works frmly within the guidelines of
legislation.

training 49 presenting and
Presiding Officers during the course
of the Financial Year

I

contradicts
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Figure 5.10: COE reports linked to the code drivers for accountability
(Source: Atlas.ti Ver 8)
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5.2.1.4 Objective 4. Ways to improve the usefulness of reports

Oversight Committee reports and AGSA findings indicated areas that needed improvement;

disclosure, presentation, and reliability.

Amongst others, the Council meeting highlighted areas of improvement for the 2018 annual
report as follows:

“Ward Committees are the legitimate structure for enhanced communication and public
participation. Through the ward committee system, the municipality broadens community
involvement on municipal affairs and serves to express accountability”. The Ward Councillors
and Committees should be used to present and explain performance reports in their

constituencies as part of the feedback process to improve readability.

General communication with citizens appears to be good. The COE uses its website as a
repository of municipal information and as a means of disseminating information that may be
needed by the community it serves. In that respect, the City’s website served as a powerful
tool to communicate as shown in Fig 5.9. However, given the complexity of performance
information and the level of computer literacy in communities, reliance on websites alone
might not be the best, hence the call to make use of Ward Committees and Councillors to

explain performance information to their communities.

“A rigorous system of data collection, analysis, and validation, supporting the evidence-based
reporting reform is implemented...” in Fig 5.13 shows the steps taken in the right direction by

COE to improve disclosure, presentation, reliability, and usefulness of performance reports.

The results of the recommendations to improve usefulness, quotations, and links to

accountability driver and reliability themes are set out in Figs 5.11 to 5.13 below.
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9:5 A rigorous system of data
collection, analysis and validation
supporti..

analysis and validation supporting
the evidence based reporting
reform is implemented. Despite a
myriad of challenges experienced, it
continues to impact positively on

and reliability of the City's reported
performance information.

A rigorous system of data collection,

improving the credibility, usefulness

F Y

E‘l RO4 Ways to improve usefulness of
reports

explaing

(=11:11 45, There was a lack of a proper
records management system that
could...

45, There was a lack of a proper
records management system that
could support the information
reported in the financial statements
and as a result material errors and
omissions were identified during
the audit process.

discusses

[ED 2:26 Annual Report 2016 - 17-updated

26. | identified material misstaterments in the annual performance report submitted for
auditing, These material misstatements werea on the reported performance information of
the following intermediate outcomes:

« |ntermediate outcome 1.1.2 - Regional Accessible Public Transport Network
Development

= |ntermediate outcome 1.2.1 — Invest in on grid Long Term Infrastructure

« Intermediate outcome 5.1, 1 — Integrate Service Delivery and Citizen Responsibility

« Intermediate outcome 5.4.1 — Strategic Acquisition and Management of Key Assets
27. As management subsequently comected only some of the misstatements, | raised

materal findings on the usefulness and reliability of the reported performance
infonmation.

Figure 5.11: COE comments on ways to improve usefulness

(Source: Atlas.ti Ver 8)

b

= 5:7 Ward Committees are the
legitimate structure for enhanced
communicati...

Ward Committees are the
legitimate structure for enhanced
communication and public
participation. Through the ward
committee system, the municipality
broadens community involwement
on municipal affairs and serves to
express accountability. As the face
of the ward, the Ward Councillor
engages directly with the ward
community using public meetings
to encourage community
participation and communicating
varnous ward-related issues for the
attention of municipal departments.
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records management system that gy | [EOTES

<OAccountability driver (11211 45. There was a lack of a proper _ || RQ4 Ways to improve usefulness of W
could... )

435, There was a lack of a proper
records management system that
could support the information
reported in the financial statements
and as a result matenal errors and
omissicns were identified during
the audit process.

s Feedback
Reports engage all stakefolders |e T T - ]
N | discusses _ il
£ *|(=) 2:26 Annual Report 2016 - 17-updated
T
26. | identified material misstaterments in the annual perfermance repert submitted for
auditing. These material misstatements were on the reported performance information of
I=)9:5 A rigorous system of data the following intermediate outcomes:
collection, analysis and validation
supporti... » Intermediate outcome 1.1.2 = Regional Accessible Public Transport Network
Development
A rigerous system of data collection, P
analysis and validation supporting + Intermediate outcome 1.2.1 — Investin on grid Long Term Infrastructure
& the evidence based reporting
Public Interest i i
el reform is implemented. Despite a4 + Intermediate outcome 5.1.1 - Integrate Service Delivery and Citizen Responsibility
Pressure fram active citizens to myriad of challenges experienced, it
perform (petifions, protest, continues to impact positively on " P . X
demonstrations, vote withdrawal) improving the credibility, usefulness « Intermediate outcome 5.4.1 = Strategic Acquisition and Management of Key Assats
a”?{ml'ah'l'ty_cff the City's reparted 27. As management subsequently comected only some of the misstatements, | raised
performance information. material findings on the usefulness and reliability of the reported performance
infarmation.

(£ 5:7 Ward Committees are the
legitimate structure for enhanced
communicati...

Ward Committees are the
legitimate structure for enhanced
communication and public
participation. Through the ward
committee system, the municipality
broadens community involvement
on municipal affairs and serves to
express accountability, As the face
of the ward, the Ward Councillor
engages directly with the ward
community using public meetings
to encourage community
participation and communicating
various ward-related issues for the
attention of municipal departments.

Cof con make use of Ward Councillors to
ensure that the community understands
and accept performance reports as a
feedback on agreed farget. This will widen
community participation and incregse the
numbers of the drtive citizens’

Figure 5.12: COE comments on ways to improve usefulness linked to accountability drivers

(Source: Atlas.ti Version 8)
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> Credibility
Reports have been checked and
verfied

contradicts

s Adverse Audit
Findings by Auditor General

'?} 1:11 45, There was a lack of a proper

s

records management system that
could...

45, There was a lack of a proper
records management systern that
could support the information
reported in the financial statements
and as a result matenal errors and
omissions were identified during
the audit process.

e reports

_= RQ4 Ways to improve usefulness of

-

-

explains

-

QGmd source

1

Free af errors

9:5 A rigorous system of data
collection, analysis and validation
supporti...

< Well-informing

Stakeholder appraisal of municipalify

performance

A rigorous system of data collection,
analysis and validation supporting
the evidence based reporting

reform is implemented. Despite a —

myriad of challenges experienced, it
continues to impact positively on
improving the credibility, usefulness
and reliability of the City's reported
performance information.

() 2:26 Annual Report 2016 - 17-updated

26. | identified material misstatements in the annual performance report submitted for
auditing, These material misstatements were on the reported performance information of
the following intermediate outcomes:

+ [ntermediate outcome 1.1.2 = Regional Accessible Public Transport Metwork

Development

+ Intermediate outcome 1.2.1 — Investin on grid Long Term Infrastructure
+ |Intermediate outcome 5.1.1 = Integrate Service Delivery and Citizen Responsibility
« Intermediate outcome 5.4.1 — Strategic Acquisition and Management of Key Assets

27. As management subsequently corected only some of the misstatements, | raised
material findings on the usefulness and reliability of the reported performance

information.

Figure 5.13: COE comments on ways to improve usefulness linked to reliability

(Source: Atlas.ti Ver 8)

() 5:7 Ward Committees are the
legitimate structure for enhanced
communicati...

Ward Committees are the
legitimate structure for enhanced
communication and public
participation. Through the ward
committee system, the municipality
broadens community involvement
on municipal affairs and serves to
express accountability, As the face
of the ward, the Ward Councillor
engages directly with the ward
community using public meetings
to encourage community
participation and communicating
various ward-related issues for the
attention of municipal departments.

Cof can make use of Ward Councillors to
ensure that the community understands
and accept performance reports os a
feedback an agreed target. This will widen
community participation and increase the
numbers of the dctive citizens’,

103



5.2.2 Research Results: City of Johannesburg

In the City of Johannesburg (COJ), the sources of data were from interviews, IDP,
performance contracts, and Annual Reports for 2017 and 2018. The Annual Reports

included Audit, Oversight Committees, and the Council meeting reports.

It was a difficult challenge to secure interviews with senior managers in COJ due to
unavailability and tight time schedules. As a result, the number of interviews were
reduced from the intended seven to four. The reduction of respondents had no major
impact on the findings as data saturation was reached since most of the candidates were
giving almost similar views. The four interviewed comprised three administrative

managers and a legislator, one of the chairpersons of oversight committees.

All interviews were conducted on the municipality’s premises, in each of the respective
managers’ offices and each lasted between 45 minutes to one hour. The interviews were
transcribed, and the transcripts sent for confirmation. However, only one confirmation

was received back, and this could limit the construct of credibility in the results.

5.2.2.1  Objective 1: Reporting Process for Accountability

Common to all municipalities, the process to submit performance reports is well-defined
and highly regulated. In the period under study, the COJ adhered to the process and
complied with the regulations for performance reports. The reports followed a defined
process passing through internal/performance auditors. The reports were also audited
externally by AGSA before evaluation by the oversight committees and then tabled by the

City Council.

One of the managers narrated the process as follows:

“‘Every entity/department in the municipality that is reporting must report quarterly. For
each quarter, they should provide their performance report for that period. The quarterly
performance report must be accompanied by a portfolio of evidence, and as performance
auditors, we compare what has been reported in this period by the entities/departments

against the supporting evidence”.
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However, it was noted that many errors passed through the system despite checks by
internal auditors. This reflected a lack of care concerning the contents and quality of the
reports. It can be inferred, therefore, that reports were produced just as a compliance

exercise rather than an effort to manage performance.

In the ideal world, the internal audit verify the correctness of the reported information and
should be able to pick errors and omissions. However, it is surprising that a lot of errors
pass through and are only identified by AG and oversight Committees see Fig 5.15. Also,
Fig 5.23 and 5.24, there is a lack of effective management controls by the accounting
officer and internal audit which is reflected by poor preparation of annual reports. This

leaves a question as to why such practice is allowed.

The results of this reporting process, quotations, and links to regulatory compliance

themes are set out in Figs 5.14 to 5.16 below.
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*1Q: Please walk me through, how
performance informatien is disclosed
in..

: Please walk me through, how
performance infarmation is
disclosed in the annual reports?

A: For municipality, every financial
year there must be a document
named a Service Delivery Budget
Implementation Plan (SDBIP). This
document is actually important and
derived from Integrated
Development Plan (IDP). The IDP is

= 8:9 Q: From your view point as the
Budget Office, are performance gaps
(bu...

Q: From your view point as the
Budget Office, are performance
gaps (budget shortfalls) covered in
the reports?

A: We do cover in the reports but let
us understand one thing MFMA
which is the domain legislation used
to report performance is structured
mostly on the financial part. It does
not cover non-financial

supports

perfarmance. Now. noliticians come

supports

-

0:1 On an annual basis, the City of

Johannesburg prepares an Annual
Report...

On an annual basis, the City of
Johannesburg prepares an Annual
Report, to provide an overview of
its performance in the previous
financial year. This is based on the
requirements of the Municipal

-

Systems Act (MSA), 32 of 2000,
Section 46(2), as well as the MFMA
Circular 63 on annual reporting.
The report reflects the City's

= 6:3 Upon receipt of the quarterly
reports, the Section 79 oversight
commit...

Upon receipt of the quarterly
reports, the Section 79 oversight
committee invites the MMC and all
heads of departments and their
managers. The reports are
scrutinised, The usual layout
comprises of; the executive
overview, HR matters through a
short summary of 10 to 20 pages
including the activity of the internal

The internal board decides on

board, if this entity is a stand-alone.

discusses

|

expands

supparts

W -

-

i || RQ1: Reporting Process

I

-

= 8:1 Q: Please walk me through, how
performance information is disclosed
in.

(: Please walk me through, how
performance information is
disclosed in the annual reports?

A: Our environment is highly
political, there are two elements to
it that we are employing in
reporting. We are reporting to the
extent that we meet the political
objectives as a translation of the

Manifesto, so we assist the political
lrmdarrhin 4n bha shla i draen

=_ 8:8 Governance arrangement plays a

major roll on the effectiveness of
perf...

Governance arrangement plays a
major roll on the effectiveness of
performance reporting within the
COl. This is another element that |
would emphasise. There was once a
document that came with the
parameters of the effectiveness of
the board. Cases where the board is
equivalent to management and
cases were the board is far away
from management, We are using
section 79 committee appreach in

(%) 91 Q: Kindly, walk me through the
process as to how performance is
report...

 Kindly, walk me through the
process as to how performance is
reported in your department.

A: | compile the performance report
for the unit. In terms of reporting of
performance, we have a hierarchical
reporting system in a sense that the
unit itself has a strategic reporting
point. We compile our own
performance report in a form of
muarterly renort. Once that

= 10:2 The City of Johannesburg
Metropolitan Municipality is a
Category A Mun...

The City of Johannesburg
Metropolitan Municipality is a
Category A Municipality in South

expandsy

Africa as defined in the Municipal
Structures Act, Act No. 117 of 1998
as amended. In line with having a
welldefined politically governed
system, the municipality upholds
the principles of a well governed
administrative system. At the heart
of a well governed administration,

supparts

-

-

11:1 In addition Section 12 1(1) of the
MFMA further s tipulates that th...

In addition Section 12 1 (1) of the
MFMA further s tipulates that the
council of a municipality mus tw
ithin nine months after the end of a
financial year deal w ith the annual
report of the municipality and of any
municipality entity under the
municipality's s ole or s hared
control in accordance w ith Section
129, Bas ed on the above ACT,
Council is ves ted w ith the res pons
ibility to overs ee the performance

~f thair rar nartia manmicinaliie

Supports

6:1 Q: Kindly give me an overview of
your department as regards to
perform...

Q& Kindly give me an overview of
your department as regards to
performance reporting?

A: In 2004 Government decided that
some bigger cities must become
metros and COJ became a metro in
2006. Through the Municipal
Management and Finance Act they
added new laws for the separation
of powers; the executive on one
side and the legislature on the other

mlasing 2n muarcinkt rals Oin tha

Figure 5.14: Comments on COJ reporting process

(Source: Atlas.ti Ver 8)
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~ E] RQ!: Reporting Process

'5' 741 Q: Please walk me through, how
perfarmance information is
disclosed in...

Internal auditing point of view; verify
correctness of the reported information
and should be able to pick errars and
omissions, However, it is suprising that a
Iof of errors pass through and are only
identified by AG and Oversight
Committees, Is it that internal auditors
are not really checking these reports?

&

Regulatory Compliance

1. To explore the reporting process of

performance information in

municipalities for accountability.

I

)8:1 Q: Please walk me through, how |61 Kindly give me an overviewof | | = ‘;ﬂ;gﬁ;g::‘iﬂiﬂ::he & ifﬁ?z:r;:rﬂ:s:ﬁ'gyaz?e:z:‘ted? N
Ty ()11 In addition Section 121(1) of erformance information is your department as regards to ' o
()91 Q: Kindl, walk me through the nizi) performan o gaps (b Atth..
process as to how performance s the MFMA further s tipulates that disclosed in... p
repart th.. : Deliberate ignoring reasons for non- The reparting pracess is said to be
performance and focusing on remedials improving as changes are infroduced to
The reporting pracess from the ) E s a political approach to shift attentions | | make the reports useful and reliable.
department level fo the oversight ! ] i and get way from consequence Howver, the pace of change might not be
committees. - o requlated process. supports - g supparts management. matching the demands from stakeholders
¢ 4 [110:1 On an annual basis, the City of ¢ ry given the findings and comments from AG
Tsuppons \ Johannesburg prepares an Annual J and Oversight Committees,
Z F Report... | 4 Y
1 "l Covering Issues
— <\_Regulated Process Cmmg eof es_senha_fs
<\_Compliance = including service delivery and reasons
—_— Process under legislation for failure
Reporting in-line with defined
DrOCESSES - T

Figure 5.15: COJ reporting process linked to regulatory compliant
(Source: Atlas.ti Ver 8)
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Process under legisiation

'Covering Issues

[{, Regulatary Compliance J

Cowverage of essentials inciuding service
delivery and reasons for failure

Compliance

[ ] G 9

Reporting in-line with defined
Drocesses

Figure 5.16: COJ annual reports linked to the regulatory compliance process
(Source: Atlas.ti Ver 8)
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5.2.2.2 Objective 2: Concept and Practice of Performance Reporting

Although at the time of this study the City was implementing changes to improve the quality of

reports, the COJ reports still had challenges on disclosure, reliability, and presentation.

One of the managers was asked whether in her opinion all relevant information was reported
and answered as follows: “...When it comes to reporting performance, it is important that we
should disclose a lot of things. The municipality is not perfect but there are improvements in
reporting information that is useful and relevant. | my opinion, we are working towards that and
from myside the information is reliable” Fig 5.18. However, contrary to the manager’s views,
comments from Oversight committees in the annual reports indicated poor data capturring and

recommended that the system be automated.
The other categories had no issues; COJ has clear performance goals (targets), from a well-
formulated vision, prior-year figures were included for comparison. Visual elements were used

for clarity, table of contents and the logic flaw were all good. The reports used simple English

language with technical terms well defined.

COJ is also conscious of Batho-pele (people first principles) as indicated in Fig 5.19.

The results of the reporting practice, comments, and links to disclosure, reliability, and
accountability driver themes are set out in Figs 5.17 to 5.20 below.
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. RQ2: Concept and Practice

=_ 7:9 Q: Are there clear goals (goal
clarity) on departments especially

(7, 8T We need to deal with
performance reporting at the most
senior level, a...

(7)9:9 @ Do you receive support from
elected officials (politicians) regardi...

Q: Are there clear goals (goal clarity)
on departments especially those
involved in service delivery?

A: Right now the municipality is
doing skills audit to identify whether
employees are capable of delivering
the required service. The outcomes
will be used to improve the
competence of key employees,
higher levels, directors and deputy
directors. At the moment it is rather
disappointing, some people placed
in these positions, some have

‘We need to deal with performance
reporting at the most senior level,
are they effective at all. To a certain
extent they are effective depending
with governance arrangement. Let
us take the part where they are
effective. Yes, they are effective if
the political leadership through
MMC can crack the whip on the
board and under-performance can
be dealt with at that level, then we
say it is effective in that line.
Partially, it is not effective in that line
because COJ is too big. If for
example City Power is under-

[,

@ Do you receive support from
elected officials (politicians)
regarding performance?

A: Yes, We do receive sufficient
support, that we do get. The only
stumbling block in most cases is the
approval processes, For an example,
| sought approval for improvement
of annual reporting, compiled a
report justifying the needy. The
signing process requires 4
independent assessors to approve
and takes time as some of them

talka lnnm ta cinn 2 ta 2 monthsl

-

. 7:8 Q: How is accountability viewed
in your municipality and what are

CQ: How is accountability viewed in
your municipality and what are the
drivers?

A: | am not going to talk about the
past but will talk about what | know
currently, At the moment there are
strategies in place where by the new
COQ is on a level whereby he drives
accountability forcefully. There are
committees in place in which the
COO sits and drives the monitoring
of performance information, how is
it reported by entities and

|

-

912 Q: Is it correct to say the
performance reports are produced
well but...

Q: Is it correct to say the
performance reports are produced
well but are not effective towards
accountability?

A Yes, if you look at the reports say
1st Q (Jun - Sept), takes long to be
produced, have not yet been
considered by council as we speak.
‘When you are considering that
report, you will be looking at issues
that happened long ago and
sometimes not considered worthy
o be debated. Something

5128 The key performance indicators
for the year under review have not
been...

A Y.

6:11 Q: Do you have structures that
can hold management accountable?

The key performance indicators for
the year under review have not been
achieved because the entity did not
have the tools to measure its
achievements and report against the
scorecard. However, the company
has set out in a new direction with
a new business plan that focuses on
its commercial viability. The new
digital strategy intends to secure
the MTC as the preferred supplier
for all ICT-related services in the
City. Revenue  estimated at R140

nn har haan carorad far tha navt

discusses. J

[

-

= T:4 Q: Does the reports cover KPI not
achieved, failed services and reason...

Q: Does the reports cover KPI not
achieved, failed services and reasons
for failure?

A Yes, | indicated that, Remember
when you report on performance
information you have planning

supports

-

(7110:14 The performance of the

organisation for the 2017/18 financial
YEar Was...

documents, IDP and SDIP. For us to
implement, we have a reparting
document, quarterly performance
report where you repert on that
information, When you ask about
deviations or shortfalls on the KPI's
that are not performing, the
quarterly report provide a provision,
a space to indicate why you haven't
achieved vour targets. what are the

The performance of the
organisation for the 2017/18
financial year was below
expectations. The organisation had
a deficit of R58.2 million in the year
relative to a deficit of R19 million for
the 2016/17 financial year. The
major drive for this deficit is
attributable to the shortfall in
revenue collections in - the current
financial year which stood at R62
million. This shortfall is a result of
the cutdated technology which is
used by the organisation in the
collection of the revenues on the
huses. In addition tn the shortfalls

expands

discusses

Q: Do you have structures that can
hold management accountable?

A You must remember that is a
function of Section 79 Committees
is to do oversight on the executive,
The MMC's are responsible for
everything within that particular
department. He or she must report
to the council on performance of
the departments and entities. They
are tasked to manage general
workers, middle management and
senior management (Section 56

:40 Ensuring Independent Oversight
In line with applicable legislation an...

Ensuring Independent Cversight In
line with applicable legislation and
best practice, the City constituted
independent governance oversight
and advice structures  that serve
the objective of giving an unbiased
opinion and advice to Council.
These are the Group Risk
Management Committee (GRMC)
and the Group Audit Committee
(GAC): which operate in accordance
with Council approved terms of
reference, corporate govemance
guidelines and practices (King III),

SR R IR SR R

- -

1:43 Summary of Performance The
lower-than-expected performance is
attribu...

and professional practice standards

Y

Summary of Performance The
lower-than-expected performance is
attributable to various factors: =
Backlogs caused by excessive rainfall
during the third quarter.
Maintenance depots could not cope
with the workload, given their
resource constraints.

» Heavy rainfall caused a loss of
construction time, placing some
Capex projects behind schedule,

* On some projects, particularly the
upgrading of gravel roads to tar
roads, contractor performance
icanes led tn delave Where

(=11:27 In the period under review, JDA
achieved 38% of it targeted
performanc...

In the period under review, JDA
achieved 38% of it targeted
performance, partially achieved
10%, and did not achieve 52%,
mainly because of delays in creating
a targeted 250 000 jobs and
transferming urban spaces. JDA
did, however, manage improve
mobility, exceeding its targets in
relation to those indicators.
Targets for capital projects were
only partially achieved as
community issues caused delays,

digcussq
S

Figure 5.17: COJ comments on reporting practice
(Source: Atlas.ti Ver 8)
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8:3 To feed on the completeness of

N
r :3 Q: In your opinion, is all relevant
— _" ¥ ¥ information being reported?...
~T* the report, we use the quality of (=10:10 Revenue An analysis of the 11:23 Only 55% of Pikitup's Capex 5
: polit... revenue performance by City Power budget was spent in 2016/17, Contrary fo this advice, comments from ———.
H : indicate... amounting to... Qversight Committees indicate omissions of
: information due to poor data capture ot
<\=0missiuns b source hence recommendations to
o automate the process.
Exclusion of imporfant ifems - pre
S d Waste N 4
overdrawntoa |4~ ent, Waste Prevention and Waste -
- tune of R451.5 million. This position Mi... discusses E = 7:4 (: Does the reports cover KPl not
H . QEudget Links - () 1:45 Economic Growth, Job can... |€ »|  achieved, failed services and reason...
- oW 1 tual results compared to budget Creation, Investment  Attraction and supparts +
{links to ogreed SDBIP & (DP) p| Poverty / y
- 1 1
—
4 (=)1:43 Summary of Performance The disfusés = el -
- . |4 21y indi ~ 1 RQZ: Concept and Practice
lower-than-expected performance s |4 = lfst:he key "E:“T""’,"cer':d'm;“ S 1:47 Transforming sustainable ‘_'| . et
attribu... beren € Year under review have n ~+*|  human settlements 12. Number of
< »Comparative s g informal...
3 ¢ vy
: Com_;:lamnn_afmrren’i‘reﬂmm the .__J :27 In the period under review, JDA ¢ {E; I
——a | Previous period achieved 38% of it targeted L )
perfo 10:9 Th ational fail at
oo o o et
. Performance Indicator Baseline :4 Q: Readability, are you satisfied
4 2015/16 2016/17 T... with the reasons for under-
I 3 performa...
[] L
F i There are claims of omissions and
B T — b — - v misrepresentation of information by
Ad y and failures are well = 10:1 Total waste diverted away from | 4 10:14 The performance of the reports when it comes to occountability.
explained landfills decreased from last year's % organisation for the 2017/18 financial 1:29 The company is insolvent as a Departments want more coverage, ¢
[ . & p| vearwas.. result of its liability exceeding its as... detailed information;
‘ l | T *
Y ]
AN

Figure 5.18: COJ comments on current reporting linked to disclosure
(Source: Atlas.ti Ver 8)
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Easily accessibility

stokeholders

Distribution of reports, accessibilify fo

Il

113 Q: Is this the reason why
citizens do not rely on performance
reports...

There is need to change focus on
performance reporting, inviove and direct
the same to the citizens, The communities

)40 Readability, are you satisfied

with the reasons for under-
performa...

There are claims of omissions and

-

should be the judges and contribute to the P of ion by things are overtaken by new events, hence
change of management through removal reports when it comes fo accountability. there is focus on mitigation plans than
of ineffective poliiticions. Departments want more coverage, causes of failure.
detailed information,
- L

v

=012 Is it comect to say the
performance reports are produced
well but...

I5 time frame an issue on accountability?

dynamic society, especiolly municipality

Lengthy proocess fo produce reports. in a

-

1:37 | have noted of a historic trend
in the City where matters raised by

8:2 Now in the design of the reports
that we have, we are purely using

€M

|

»|()8:3 To feed on the cc

&N nerformance

Stakeholder appraisal of municipality

t.

> Credibility

Reports have been checked and

verfied

||

-——

-

Generally there is o shift of attention from
causes for under-performance to
remedial action thereby diluting the
severety of the matter. Reports should be
taken seriously especiotly by the oversight
committees and some other structures

in o position to demand accountability
from administrators.

The composition of the board and/or
oversight committees is central fo the
assessment of accountability.

the report, we use the quality of
polit...

of ¢

. Adverse audit g t.
Findings by Auditor General
l l (7, 8:14 C: Let us come to accou ntability,
- - - are poor performers highlightedin | 4
. :Well-informing ¢

suburbs to informal settlements
and...

=, 6:6 We visit certain areas from leafy

['1 RQ2: Concept and Practice

2. To discuss the concept and practice of
performance reporting in line with
Batho-Pele (peaple first) principles.

The scrutiny by Oversight Committees is

recommendations and application of
consequence managgement makes the
enfire process ineffective. The

change which is supposed to have been
triggered by performance reports is slow
to foke-off or does not even happen.

commendable, however follow-ups to the

=1 7:3 Q: In your opinion, is all relevant
information being reported?...

Contrary to this advice, comments from
Oversight Committees indicate omissions
of information due to peor dato capture at
source hence recommendations fo
outomate the process,

T
)

-

Figure 5.19: COJ reporting practice linked to reliability

(Source: Atlas.ti Ver 8)
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6:12 Q: How is under-performance on

ZQuestions under-performance

reports dealt with, are
recommendations...

The polificians, legislators should follow-
Lp on the implementation of their
recommendations to protect their interest.
They were elected by the citizens to
govern well, as such, If the administration

-

5 CONCEMN on non-

Lol on under-performance leading fto

delivery

fails they fail too.

9 Q: Do you receive support from
elected officials (politicians) regardi...

Red tape to get approvals, is a couse for
concern. It appears politicians are not fully
commited or does nof

understand processes that promote
accountabilify. is it that they do not want
to be exposed?

. 8:7 We need to deal with

|

:6 We visit certain areas from leafy
suburbs to informal settlements
and...

The scrutiny by Oversight Committees is
commendable, however follow-ups fo the
recommendations and application of
CONSeqUEnCe Management makes the
entire process ineffective. The

~ 1:21 Ward Committees Ward
Committees are established in terms
of the Local...

Ward commiftees can play a cruciol role —

in assisting communities fo understand
performance reports as part of the
feedback process,

=

change which is supposed to have been

triggered by performance reports is slow
to take-off or does not even happen.

pE—

performance reporting at the most

‘_a[ll Support from elected officials on
—a W occountability

:11 On the other hand, because of
the indivisibility of the
infrastructure...

Options to incentivise performance, most
effective s when the communify takes

senior level, a...

is under-performance taken seriously or

it P are quickly bailed
out? Why?

16 Let me just touch on the
governance arrangement on the COJ.
We have ab...

Complex governance system, who is
ing? Is there any ace ility on

over control and has power to put and +
recall politicions to run the
municiplalifies.

ing these issues served

& ',Pen:eption on responsibility

el I VIEW On GCe

" as the motivation behind our 10-
Paint...

o—p| Mew regime, change of culture and view
on accountabilify,

»
»|

LAccountability

., 8:9 Q: From your view point as the
Budget Office, are performance
gaps (bu...

Request for a detailed account

consequence management

Deliberate ignoring reasons for non-
performance and focusing on remedials
is a polifical approach to shift attentions
and get way from conseguence
management.

—F

accountability being reviewed in
this munic...

» The current scenario, If appears as just

an exercise of reporting but there Is no
accountability for failed targets.

6 Q: In your opinion, how is —

’
¥ non-performers?

o 8118 Q: Is there any pressure from
higher government authority for
MUNICiPa...

The pressure to perform from other
higher office is not effective because
politicians are the same. Only active

citizens can exert meaningful pressure. | 4—e

I

["] RQ2: Concept and Practice

2. To discuss the concept and practice of
€ ing in line with

—

In view of the trend (level of under-
performance over the years), it is difficulf
indeed to convince anyone that there is a

13 Q: Is this the reason why
citizens do not rely on performance
reports...

There is need to change focus on
performance reporting, inviove and direct
the same to the citizens. The communities
should be the judges and contribute to the
change of management through removal
of ineffective poliiticians.

i

$| drive to

anyone for faiting to
meet fargets.

_ 1119 The City Manager is appointed
by the Council in terms of Section 82

The City Manager is primarily
gccountable to the city's performance and
agppoints the administration feam to
support him to deliver service to the
community. He reoprts fo the coluncil
(political leadership).

l—.

Batho-Pele (peaple first) principles.

- 8:14 Q: Let us come to accountability,
are poor performers highlighted in
t..

Generally there is a shift of attention from
causes for under-performance to
remedial action thereby diluting the
severety of the matter. Reports should be
taoken seriously especially by the oversight
committees and some other structures

in a position to demand accountobilify
from administrotors.

The composition of the board and/or
oversight committees is central fo the
assessment of accountability.

- -

ry

7

J

Figure 5.20: COJ reporting practice linked to accountability drivers
(Source: Atlas.ti Ver8)
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5.2.2.3 Objective 3: the relationship between performance and accountability

The COJ reports were evaluated for relationships between performance and
accountability. Although there seems to be contradicting evidence in Fig 5.21 (which
is a good mixture of both interview & documentary data), no senior
managers/executives were dismissed due to poor performance. In that respect, it is
fair to say the poor performance highlighted in reports did not affect at all on
accountability. Although the evaluation by Oversight Committees is commendable, the
absence of follow-ups to recommendations and lack of application of consequence

management to senior managers made the entire process ineffective.

In this regard, one of the managers pointed out that: “We have a tricky situation
because of the complex government arrangement within the COJ, wherein we are
using a Q1 arrangement. A Group Chief Financial Officer (GCFO) can only relate to
other performance using moral persuasion. For example, with City Power, he can say,
‘| can see you are underperforming but what is it that you are putting in place?’ If you
are not convinced by their response to under-performance, they can go and argue or
not take any action at all. This is because the picture that is at the board is not the
same as at the City, thus the challenge of the complex government arrangement that
we have" in Fig 5.22. The complex reporting lines made it difficult for the GCFO to
demand accountability from entities whose board reported directly to the Mayor.

The COJ experience external demand for accountability from the community in form of
service delivery protest see Fig 5.22. One of the managers on service delivery protests;
“Citizens protest are effective although costly, if these can be triggered by performance
reports there will be accountability but then it is left too late when the situation has
deteriorated.”

The results of the drivers of accountability, comments, and links to the accountability

driver theme are set out in Figs 5.21 and 5.22 below.
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["l RQ3:

|, 9:7 Q: Is it the reporting or political
system? A: It is the whole govern...

Sl

Q: Is it the reparting or political
system?

A It is the whole governance, the
government system itself which part

there is a particular company

know as an executive head, that

somewhere that produces say hand
sanitizer at a nrice that is far lower

0 Q: Is there any drive to hold
dividual accountable? A: Like |

Drivers of Accountability

i reports dealt with, are
recommendations...

individual accountable?

A Like | said, the COO's
responsibility is to drive

meetings, the governance

Qs there any drive to hold

accountability and works on

attending the auditor general

meetings, internal audit meetings,

112 Q: How is under-performance on

!

reports dealt with, are

Q@ How is under-performance on

recommendations followed-up?
A: Recommendations comes from

the new budget cycle and see if
there is room for implementation.
The City all so visit regions and we
have a few different IDP public

=, B:7 We need to deal with
performance reporting at the most
senior level, a...

We need to deal with performance
reparting at the most senior level,
are they effective at all, To a certain
extent they are effective depending
with governance arrangement. Let

Jo——

say it is effective in that line.

MMC can crack the whip on the
board and under-performance can
be dealt with at that level, then we

l

. 11:6 The Committee is of the view
that lack of cons equence ma
nagement to...

The Committee is of the view that
lack of cons equence ma nagement
to employees w ho neglect their
official res pons ibilities s eems to
be one of the contributing factors
to the recurrence of the AG

year but recurrence of findings
could only mean that the
corrective actions are not effective
or implementation is not

118 Q: Is there any pressure from
higher government authority for
municipa...

% 817 Q¢ Have you seen some changes
on performance where citizens have
...

Q: Is there any pressure from higher
government autherity for
municipality to perform?

A: Qur pressure to perform comes

fail. Another pressure comes from
technocrats (most employs are
specialist in their fields), for example
the budget office is run

@ Have you seen some changes on
performance where citizens have
carried out service protest?

A: There tends to be performance

) i i i fter service protest
of it has an accountability 3 us take the part where they are ! i from the size of the COJ and its improvemnent a r prots
component, it is the one that P::ELT;‘;‘:';F_?;'::H‘:; e ovemg: ttt.hat e ‘::Jh‘:; dt effective. Yes, they are effective if findings . A’_C“O“ plans to addres 5 position in the economy. There is bgcause the way citizens think is
presents challenges, If today, you !:.rormation o s recommendations must be added to the poliical leadership through the AG findings are developed every that element that we cannot let it different from technocrats, For

them, if they destroy property say
for example the library, it is

completely not there and we have
to start from all over again, That is

p

hannanina Thars iz 2 nesd tn peressioﬂally‘ There is \ntegrily wihara thara e rasction harsoea it ic
explains I
H £
3 1
é % g plains
| | , ‘ | { ] (
| B:6 Let me just touch on the = 8:4 We have a tricky situation (7, B:16 Q: If the reports flags under- | 8:8 Governance arrangement plays a (. 7:11 Q: Do heads roll for poor — = o
governance arrangement on the COJ. because of the complex government performance, is there a fumning of a major roll on the effectiveness of - performers? A: Yes. Once there s a |5, 7:8 Q: How is accountability viewed 5285 Qe ls it then, tha: pe.rfomanne
We have ab... Arrangeme... bli... perf... red in your municipality and what are reports are not used? A
the... Performance...
Let me just touch on the We have a tricky situation because Q: If the reports flags under- Govemnance arrangement plays a Q: Do heads roll for poor - — . O b it then tht perf
governance arrangement on the HPPomy of the complex gc:vemment pe.rfonﬂance., is there a turning of a exfains | Major roll on the effectiveness of supports | performers? C: How ISIE_CCGHntEb'l't)' viewed in rel Z:ts a:]'notau;:z“omance
COJ. We have about 28 votes and arrangement within the City of blind eye or is there no support ¥ performance reporting within the ¢ your municipality and what are the P !

technically there are 26 votes, 28 in
the sense that 2 votes are shared
votes, then 26 votes in the sense
that these have executive or
managing directors. These 26

Johannesburg (COJ), wherein we are
using a Q1 arrangement. A CFO for
City Power reports to board of
directors of the City Power, but does
report directly to the Group Chief

I

from the elected officials?

A: Politicians they know. If we start
with the basic, the quality of
monitoring performance depends

COJ. This is another element that |
would emphasise. There was once a
document that came with the
parameters of the effectiveness of
the board. Cases where the board is

& Yes, Once there is a red flag.
Remember the moment there is
poor performance on the indicator
especially with a big budget,
accountability is enforced, We as

disct

discusses

drivers?

A:1am not going to talk about the
past but will talk about what | know
currently. At the moment there are
strategies in place where by the new

!

A: Performance reports are used but
there is on effectiveness, The
systems approach to performance,
you have input, output and the box.
What you put as managers and

J

]

Figure 5.21: COJ comments on drivers of accountability
(Source: Atlas.ti Ver 8)
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S 816 I h " L 817 Q: Have you seen some = &:6 Governance arrangement plays a 7:8 Q: How is accountability viewed |3
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- " Citiens protests are effective although | Governance, reporting structure makes it The COO is the driving force of
Public Interest X ilite Gi
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when situation has deteriorated, individual accountable? A: Like | Politicians? g q
them._ " s the effectiveness. It appears the general
Meaningfl ‘_h‘:h"fe _‘:‘“ ca:ne kg r;’m_the Sl percepntion s you can get away with it as
communi citizens take their iti
~Involvement iy, if In view of the trend (level of under- long as it is nof froud.
stand, change the electorate system and y iy m L1
Talks to the citizens/public |® ¥ nominate the political leaders, they wil performance over the years), i i difficult €
articioation - =, 1112 It w as further mentioned that indeed to convince anyone that there is a 9:12 Q: Is it comect to say the
particip: have power to recall and replace in case . . X . . el ¥y
the roll-over application amounting drive to reprimand anyone for failing to erformance reports are produced
of under-performance. N o P p
- 0., meet targets. well but...
& | impementation of consequence m K . § 10:20 The status of disciplinary
Request for redress =/ 11:15 SAICA identified that on Pages management is required to complete the Is time frame an issue on accountobility? #| proceedings in the City Group is as |,
' P g q P Lengthy prpocess fo produce reports. In a
109t0118 the municipality only accountability loop. 14 i _ o follows...
Management's promise fo rectify | g | A ' = N dynamic society, especially municipality
failed delivery + =9:90Q: Do you recelv_e_s!:ll'-'nor‘t fmm_ things are avertaken By new events, hence RQ3: Drivers of Accountability
- elected officials (peliticians) regardi... there is focus on mitigation plans than r -
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>Questions under-performance |e y|  coundillors to know h.. " performers? A: Yes. Once there is a commited or does not || | in municipalities.
. red fl... understand processes that promote — - M The pressure to perform from other Lol
. ments concemannon- g > accountability. Is it thaf they do not want =, 8:6 Let me just touch on the A " | higher office s not effective because -
delivery }| There are no reports on dismisal dueto (% to be exposed? governance arrangement on the COJ. politicians are the same. Only active
(=105 Council also established 13 under-performance apart from fraud. We have ab... citizens can exert meaningful pressure.
Section 79 Oversight Committees, May be it is @ matter of clssification. #| Complex governance system, who is
Accountability to monito... ry benefiting? Is there any accountability on
b non-performers? L
Request for a detailed account 4 T N — perfo J’gﬁ.
on under-performance leading to ¥ , 612 0: How is U_"d er-performance on ¢ . 9:7 Q: Is it the reporting or political
R - N »| =, 8:4 We have a tricky situation . 6:9 At the IDP session last night, it reports dealt with, are system? A: It is the whole govern...
- because of the complex government was mentioned again by the MMC recommendations... -
amangeme... that.. - _ — Reports, are there for compliance than
g The politicians, legislators should follow- . 7;'25‘061':["‘_’“' get SI_“‘;"_’”’T T‘: accountability, who is benefiting from |4
— || Reporting lines mates it dificult for the The change of withthe | up on the implementation of their TI': ed officials (politicians)? A: this system? Politicians are they willing
Political Wil GCFO to demand accountabilty. One spiri of fighting comuption, one recommendations 1o protect thelr inferest ern.. to change the process?
Support from elected officials on wondiers whether this reopriing structure expects an enforcement of accountabilty They weere elected by thectizens to Comments from Oversight C
accountability benefifs the City ot all? on performance. gqvem weﬂ,_as such, if the administration indicate support from elected officials, |
T falls they fail toa. however, if appears consequence N
it management might be applied
E Y 4+ — g g. o PR = 613 Q: From your experience in the
+ selectively. Some individuals cre Council has there been an incident |4
+Perception on respensibility protected (politicolly correct). ofe.. N
Organisational view on accountability Y
x
b4

Figure 5.22: COJ drivers of accountability linked to codes
(Source: Atlas.ti Ver 8)
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5.2.2.4 Objective 4: ways to improve the usefulness of reports

The comments by AGSA, all oversight committees, and senior management on quality

of reports were captured for analysis.

Ward Committees can play a crucial role in assisting communities to understand
performance reports as part of the feedback process and these are the gaps that need

to be addressed to improve the usefulness of performance reports reflected in Fig 5.23.

On the quality of reports, there is a comment “There is a need to move away from
producing reports just as an exercise (required process) but work on producing
meaningful information which fits well in the accountability loop” advised by one of the

managers see Fig 5.23.

The interview with one manager reflects that the political system greatly affects
performance and accountability of which the majority rules. The current system is
driven by politicians and it works well for them. Meaningful change will come from the
community if citizens take their stand, change the electorate system, and have the

power to nominate and recall non-performing political leaders see Fig 5.23 and 5.24.

The results of the question for ways to improve usefulness, the comments, and links

to accountability drivers and reliability themes are set out in Figs 5.23 to 5.25 below.
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["1 RQ4: Ways to Improve Usefulness of
Reports
' 4, To ostertain ways fo increase the M
usefulness of perfarmance reports on
accountability
§ ¢
, 817 O Have you seen some =110:8 Meetings are held monthly to L] " ! .
changes on performance where discuss - issues raised within the (£19:4 Q; Readabillty, are you satisfied - 2980 Doyouf changes i = . ‘
itizens have cami. p— : with fhe reasons ﬁ'Jr under- = 9:5 Q: Inyour view, what can be - wgr.nancztr:l t::::rﬁurﬂng: n =, 6:8 Q: During your scrutiny as 10:27 The accounting offier did not
. - performa, done to improve that?  A: | think g T Section 79, are you happy with the adequately exercise oversight
Cmgs _-;Etf-‘“ W;m"f arﬁ;nugh Ward Councillors can be used to explain | what., How pawerful is the well-informed Qualty.. Tesponsib.
costly, if these can be tiggered by performance reports to ordinary citizens There are claims of omissions and ) . community? Can it push for change given i ; ;
performance reports, there will be during the fedback sesion, mistepresentaion o information by Togiie more spacealocaton on that the mjonity rules, How can the Thete s improvemsit o rporting ond | Lok o efective manageniert cortols
accountability but then it is left too late reports when it comes fo accountobilty, providing reasons for under- ity b infomed of e el of quality of information given the crmfns by the accounting affizer and infernal
when situation has deteriorafed, Cepartments want more coverage performance. pefmance fthe iy? that beforethere was no true eflecion | | it s reflcted by pocr preparation of
detailed information, ' ‘ of events because of single party the annual report, Any special reason why
<1714 Q: What can be done to ' aumintraton tisproctic s aloved?
- improve? A: There is still a :
challenge for som... -
|Z] 97 Q: Is it the reporting or political
¥ Politics within the City influence the TE system? A:ltis the whole govern...
) RAE O ] drawing of reports, omission of "
A ﬂ.JiﬁJ Q:If the rfep:;rh ﬂai]s ur_idi!rof ) apl | information regaded s sensitve, Why? E‘ Reports, are there for compliance than 2
perfomance,is there 3 tuming of 3 |4 M gccountabitity, who is benefiting from ¢
bli.. this systems Poiiticans are they willing ¥
it to change the process?
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perfarmance and accountabiliy - the = 815 Qi Is it then, that performance citizens do not ely on performance
majority rules! The current system is (7 7:13 Qs there anything else you can reports are not used? A: renarts. hd . hd
driven by politicians and i works well for tell me about performance reports... Performance... ROrt.. £, 121 Ward Committees Ward =, 11:5 Furthermare, the AG's findings
H| them. There [s need to change focus on Committees are established in terms highlighted the unreliability of
. . i i iticians wil =_10:21 Performance Information The
Meaningful change will come from the There rs need fo move t_rwayfmm _ Repo.r_ts directed fo politicians will not De‘ sxains | performance reporting inlove and diect iy of the Local... report.
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Figure 5.23: COJ comments for ways to improve usefulness

(Source: Atlas.ti Ver 8)
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explains

.Request for redress
Management's promise to rectify

-

= B:16 @ If the reports flags under-
performance, is there a turning of a
bli...

The poditical system greotly affect
performance and accountobility - the
majority rules! The current system is
driven by politicions and if works well for
them.

failed delivery

"'| Meaningful change will come from the
community, if the citizens take their
stand, change the electorate system and
nominate the political leaders, they will
have power to recall and replace in case
of under-performance.

~Questions under-performance

Management's concem on nan-
delivery

.Feedback

zInvolvement

Reports engage oll stokehoiders %

-

9:7 Q: Is it the reporting or political
system? A: It is the whole govern...

Reports, are there for complionce than
i\ accountability, who is benefiting from
this system? Politicions are they willing
to change the process?

ry

expands

hd

10:27 The accounting officer did not
adequately exercise oversight
responsib...

Lack of effective management controls

by the accounting officer and internal
oudit is reflected by poor preparation of
the onnual report. Any special reason why
this proctice is allowed?

. 7:13 Q¢ Is there anything else you can
tell me about performance reports...

There is need to move away from
producing reports as @ just as an exercise
(required process) but working on
producing meaningful infarmation which
then fits well in the accountability loop.

=. 817 Q: Have you seen some
changes on performance where
citizens have carri...

Citiens profests are effective although +

costly, if these can be triggered by
performance reports, there will be
accountability but then it is left too lote
when situation has deteriorated,

expands

b
o 815 Q¢ Is it then, that performance
reports are not used? A:
Performance...

Reports directed to politicians will not be
effective because they cannot expose their
own system, As such, active citizens are
the solution to hold politicians
accountable and should be able fo use
their votes for better performance.

_ 714 Q: What can be done to
improve? A: There is still a
challenge for som...

Politics within the Cify influence the Lg
drawing of reports, omission of
information regarded as sensitive. Why?

l

0:8 Meetings are held monthly to
discuss issues raised within the
commun...

Ward Councillors can be used fo explain
performance reports fo ordinary citizens
during the feedback sessions.

L 11:5 Furthermore, the AG's findings
highlighted the unreliability of
report.

Talks to the cifi ‘public |
participation

~Political Will

Highii are that the performance

the informantion of which takes away

#| reports lack credibility and reliability of |———

|1 RQ4: Ways to Improve Usefulness of
Reports

4. To ascertoin ways fo increase the
usefulness of performance reports on
accountability .

L 9113 Q: Is this the reason why
citizens do not rely on performance
reports...

There s need to change focus on
performance reporting, inviove and direct
| the same to the citizens. The communities
should be the judges and contribute fo the
change of management through removal

-

9:8 @ Do you foresee any changes in
governance in the near future? A:..

How powerful is the well-informed

| community? Can it push for change given
that the majority rules. How can the
majority be informed of the level of
performance of the city?

= 9:4 Q: Readability, are you satisfied
with the reasons for under-
performa...

There are claims of omissions and

misrepresentation of information by
reports when it comes to occountability.
Departments want more coverage,

Support from elected officials on
accountabitity

2Public Interest

‘* W Pressure from citizens to perform
(protest, demonstrations)

i ]

~ 1:21 Ward Committees Ward
Committees are established in terms

the "good source and well- P o
informing'roles of the report. of ineffective poliiticians. led information.
=
+

, 10:21 Performance Information The

~ 6:8 Q: During your scrutiny as
Section 79, are you happy with the

%5 @ In your view, what can be

of the Local... lity.. i : 1 thi
e Loca Group Performance Audit quality. d:r: to improve that?  A: | think
3| Ward committees can play a crucial role support Committee (GPAC)... There is improvement on reporting and what...
in assisting communities to understand 2| These are the gaps which need to be 4 guality of information given the c[airns To give more space aliocation on 4
performance reparts as part of the addressed inarder to improve the that before there wos no true reflection providing reasons for under-
feedback process. of events because of single party performance.
usefulness of performance reports. administration.
i L3
iscusses =

Figure 5.24: COJ comments for ways to improve usefulness linked to accountability drivers

(Source: Atlas.ti Ver 8)
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H Good source
—a .

Free of errors

‘_E_ 8:16 Q: If the reports flags under-
performance, is there a turning of a
bli...

The political system greafly affect
performance and occountability - the
magjorify rules! The current system is
driven by politicions and it works well for
thern,

Meaningful change will come from the
community, if the citizens take their
stand, change the electorate system and

1 {

10:27 The accounting officer did not
adequately exercise oversight
responsib...

8| [ ack of effective management controls
by the accounting officer and internal
audit is reflected by poor preparation of
the annual report, Any special reason why
this practice s allowed?

(7 7:13 Q: Is there anything else you can

tell me about performance reports...

There is need fo move away from
praducing reparts as a just as an exercise
(required process) but working on
producing meaningful information which
then fits well in the accountability loop.

;17 Q: Have you seen some
changes on performance where
citizens have carmi...

Citiens protests are effective although
costly, if these can be triggered by
performance reports, there will be
accountabilify but then it s left too lote
when sifuation has deteriorated.

—

nominate the political leaders, they will
‘have power to recall and replace in cose

explains

of under-performance.

_ 815 @ Is it then, that performance
reports are not used? A

Performance...

cAdverse audit

Findings by Audifor General

: 9:7 Q: Is it the reporting or political
system? A: It is the whole govern...

Reports, are there for compliance than
accountability, who is benefiting from
this system? Politicians are they willing
to change the process?

-

Reports directed to politicians will not be
effective because they cannot expose their
own systern. As such, active citizens are
the solution to hold politicians
occountable and should be able to use
their votes for betfer performance.

|

(7, 7:14 Q: What can be done to
improve? A: There is still a
challenge for som...

Polifics within the City influence the
drawing of reports, omission of

0:8 Meetings are held monthly to
discuss issues raised within the
COmmun...

Ward Councillors can be used to explain
performance reports to ordinary citizens
during the feedback sessions.

T

_= RQ4: Ways to Improve Usefulness of

information regarded as sensifive. Why? ¢ y Reports
= I 4. To ascertain ways to increase the
. TE‘P‘" = usefulness of performance reports on

[<la .

explains

_Easily accessibility

Furthermore, the AG's findings

19113 @ Is this the reason why
citizens do not rely on performance

[

:8 (: Do you foresee any changes in
governance in the near future? A:..

= 9:4 Q: Readability, are you satisfied
with the reasons for under-

AN

hted the unreliability of reports...
Distribution af reports, accessibility to N unreliability — - - performa...
report i How powerful is the well-informed

stakeholders There is need to change focus on " ! . There are claims of amissions and

; are that the - performance reporting, inviove and direct community? Can it push for change given | 1T cati ! sion b +

SR the same to the citizens. The communities that the majority rules. How can the misrepresentation of information by
mpqm lack cr_edl,bmty cfnd reliobility of N majority be informed of the level of reports when it comes to accountabilify.
. the informantion of which takes away should be the judges and contribute fo the performance of the city? Departments want more coverage,
¥\ the “good source and weil- change of management through removal detailed information.
informing'roles of the report. of ineffeciive poliiticians.
" +

_ :21 Ward Committees Ward a =, 6:8 Q: During your scrutiny as |+
=Well-informin i i i = i i (=950 i
.S q ) Committees are established in terms 110:21 Performance Information The Sectl_on 79, are you happy with the So5Q In_your view, what can t,F
Stakeholder appraisal of municipality of the Local... Group Performance Audit quality... done to improve that?  A: | think
performance Ward committees can play a crucial role Committee (GPAC)... There is improvement on reporting and what...

in assisting communities to understand These are the which need to be quality of information given the claims To give more space allocation on

performance reports as part of the supports a ed i g ]r to improve the that before there was no true reflection providing reasons for under-

feeaback process. usefahucfﬁness ng perfa"“*?m:f"i_e -l of events because of single party performance.

rep administration.
Y
It T i

Figure 5.25: COJ ways to improve usefulness linked to reliability

(Source: Atlas.ti Ver 8)
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5.2.3 Research Results: City of Tshwane

In the City of Tshwane (COT) the sources of data were fivefold: interviews, IDP,
performance contracts and annual reports (2017, 2018), and the Mid-year performance
Report of 2019. The reports included those from the Auditor, Oversight Committees, and

the Council meeting reports.

Similar to the other two metros, this researcher faced challenges to arrange interviews
with senior managers of COT and only managed to conduct three out of the intended
seven owing to the unavailability of managers and their time constraints. Nevertheless,
the reduction of the number of respondents had no major impact on the findings as data

saturation was reached (when most of the candidates were giving almost similar views).

All interviews were conducted on municipal premises, in each of the respective
manager’s offices and lasted between 45 minutes to one hour. The interviews were
transcribed, and the transcripts sent for confirmation. However, only one confirmation

was returned and this, therefore, could limit the credibility construct of the results.

5.2.3.1 Objective 1: reporting process for accountability

The COT followed a defined process in line with the municipality’s regulations. There
were adequate checks and balances and the process was well controlled. The
performance information was checked and verified by internal auditors and also audited

by AGSA before evaluation by oversight committees and the City Council.

One of the COT managers summarised the process as follows:

“There are various legislative prescripts in the local government that govern the whole
process of accountability concerning organisational performance reporting as an
instrument to express a key tenant of good governance. The process is heavily regulated

by various sections.”
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Another summary of how reports are produced: “The IDP is periodically revised to align
with current events, hence the objectives and budgets should cover relevant issues.

Performance reports reflect what has been achieved and reasons for failure.”

The results of the reporting process, comments, and links to regulatory compliance

themes are set out in Figs 5.26 to 5.28 below.
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supports

I EII_ RQ1: Reporting Process \
L

|=] 423 Q: Kindly walk me through how performance reports are produced and whe...

(5] 519 As auditors, we received reports from City Strategy on quarterly basis...

Q: Kindly walk me through how performance reports are produced and whether they are effective?

A: Performance reports that are produced at the municipal level are effective in the sense that they
reflect the level of achievement, whether the targets are met or not. Every year we have Service Delivery
Budget Implementation Plan (SDBIP) where targets are set and at the end of the financial period, the
results are given to reflect what has been achieved, not achieved and reasons for failure. This is in
existence, it is useful and is being used.

Then we have an Integrated Development Plan (IDP), a plan with 3-year targets aligned to the political
terms, Whenever the new administration takes office, targets are set from the date of entering the
office, these are things which they want to achieve during the term of office, The 5-year plan can be

As auditors, we received reports from City Strategy on quarterly basis, We audit them, check
independently on the accuracy, validity and completeness of the information reported for the
purpose of presenting to the Audit Committee, For instances, if the reporting department says they
have achieved a certain number, we then verify independently whether indeed that number has been
achieved. Mainly we focus on what is sitting on the service delivery, We then prepare reports and
engage various departments on the audited accounts of what is it that they have achieved.

The audited reports are submitted fo the audit committee who then ask questions regarding
performance and why there is under-performance, We have observed that generally in the
municipality there is always a progressive improvement in performance, from Q1 to Q4 (final/annual
report), We are now in 02 vou will see that in O1 performance is normallv down but imoroves in 02,

justifies

= 5:18 Q: Please tell me your involvement in performance reports and whether...

Justifies

Y

? 6:1Q; Walk me through, how are performance reports produced? A: There ar...

Q: Walk me through, how are performance reports produced?

A: There are various legislative prescripts in the local government that governs
the whole process of accountability with regards to organisational performance
reporting as an instrument to express a key tenant of good governance, The
process is heavily regulated by various sections:

monthly budget statement - section 71 of the MFMA requires that the City
Manager

quarterly performance reporting - section 52d of the MFMA

annual performance reporting - section 46 of the systems act. Also, section 121
of the MFMA submission talks about the preparation. submission and adootion

* v

8:11 The purpose is report to Coundil the: 1.1 performance of the Cify aga...

supports

Q: Please tell me your involvement in performance reports and whether they are effective.

A: It all starts with IDP then SDIBP where service delivery budgets are drawn for Capex and

Operational expenses, Reports are produced periodically by various departments and are justifies

coordinated by City Strategy and Organisational Performance to reflect progress made on
the set targets.

Figure 5.26: COT comments on the reporting process

(Source: Atlas.ti Ver 8)

The purpose is report to Council the: 1.1 performance of the City against the approved
SDBIP targets set for the second quarter of the  2018/19 financial year in line with section 52
(d) of the Municipal Finance Management Act, No. 56 of 2003 (MFMA); 1.2 performance of
the City against the approved SDEBIP targets set for the mid-year of the 2018/19 financial
year in line with section 72 of the Municipal Finance Management Act, No. 56 of 2003
(MFMA); 1.3 performance of the Municipal Entities against targets set for the second quarter
and mid-year of the 2018/19 financial year in line with their approved Business Plans,
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l = 5:19 As auditors, we received reports
from City Strategy on quarterly
[ — L
»| () 7:36 2017 - 18 Annual Report ] basis...
I - 1 \ Apart from verifying claims made with ¢
U <>Regulatory Compliant |.... supporting documents, the Auditors
H = i are supposed to pick-up errors fo ensure
| reports read well?
: =) 9:41 Chapter 3 of this report l: E'l_ RQ: Reporting Process
H o . : contains detailed service delivery <
H —a <\_2Regulated Process i reporting... The production of performance reports
o~ : justifies &1 Q: Walk me through, how are P
Process under legislation H = ! = rfo rt duced? A: |4 follow a deﬁ.neﬂ'pmca_s which aim to
H PErrormance reports produced” A (¥ reflect the level of achievement at the end
T . There ar... of o reporting period, usually quarterly, in
H L essence, it is g comparison of actual
resulls agaoinst targets in the budget with
- explanations on varignces. The budgets,
<z Covering Issues yearly plan are drawn from the
Reports cover service delivery and l i Intergrated Development Plan (5-year
reasons for failure + % plan that coicedes with @ political
(=) 8:11 The purpose is report to Council VA" () 8:4 2018 - 19 Mid Performance | ¢ leadership term of office). The reports are
. the: 1.1 performance of the City 4 é report and IDP supposed to flush out under-performance
o aga.. g and reasons thereof.
H | Jjustifies
E— QCumpliance =1 4:23 O Kindly walk me through how
— Reporting in-line with defined - - performance reports are produced
e Wl processes = E:lﬂ Ofth:mT-‘l;t?jrggsl in tlhe :;tr:l;:e and whe...
ivery a u mplem on
ol getime The IDP is periodically revised to align |4
—_— with current events, hence the objectives
The Mayor does not seem to be worried and budgets should cover relevant issues,
with unachieved targets, why? Performance reports reflect what has been
achieved and reasons for foilure.

i

Figure 5.27: COT reporting process linked to regulatory compliance

Source: Atlas.ti Ver 8
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[15] O 72017 - 18 Annual Report

[1E] D 8:2015 - 19 Mid Performance T [15) D 9:2016 - 17 Oversight Annual
report and IDP Report of the City of Tshwane

s Cowvering Issues . Regulated Process L Compliance
I s =2 = e [ | s e
I — I - © —
i I ] (171 T fa
Reporis CDI."E."-SE'MCE' delivery and Process under legistation Reparting in-line with defined
reagsons for foilure PraCesses
@
-I - I-
____________ .l( Regulatory Compliant J.________________ 4
. L - - -

Figure 5.28: COT annual reports linked to regulatory compliance
(Source: Atlas.ti Ver 8)
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5.2.3.2  Objective 2: concept and practice of performance reporting

The findings are that the COT reports covered service delivery well but had challenges

on disclosure, reliability, and presentation.

On his opening speech for the 2017/18 annual report, the City Manager downplayed non-
achievements of targets. He did not even mention the failed objectives as shown in Fig
5.29. The lack of interest from his office leaves a lot of questions given that the City

Manager is the accounting officer of the municipality.

Similar to the other two metros, reports are pushed through with errors which weakens
the credibility and reliability of information see in Fig 5.29. The weakness of internal audit
in allowing errors to be pushed through may indicate that performance reporting is not

given the seriousness and importance it deserves.

Other categories had no issues; reports had clear performance goals (targets), from a
well-formulated vision, prior-year figures were included for comparison. Visual elements
were used for clarity, table of contents and the logic flaw was all good. The reports used

simple English language with technical terms well defined.

The results of the reporting practice, comments, and links to disclosure, reliability, and

accountability driver themes are set out in Figs 5.29 to 5.31 below.

126



= 762 Through alignment with the
results chain, the IDP targets are
linked t...

Through alignment with the results Coun... service d... mitigatio... and Managers... o standing...
chain, the IDP targets are linked to - Qo o hy is that -
the outcomes planned to be CITY OF TSHWANE GOVERNANCE @ Do politicians exert pressure on o non-periermance why is tha Municipal Performance Regulations The City of Tshwane articulated its PUBLIC ACCOUNTABILITY AND

achieved over the five-year period,
while the SDBIP targets are set as
concrete outputs and milestones
that are achievable over one
financial year. In terms of the
planning regime dictated by local
government legislation, these plans
are linked to the MTREF financial
planning, which is usually longer
than three vears, based on the fixed

] le

57 CITY OF TSHWANE
GOVERNANCE MODEL The
governance model adopted by

MODEL The governance model
adopted by Council consists of the
legislature, the Speaker of Council,
the Chief Whip and the Section 79
portfelio and standing committees;
and the executive branch consists of
the Executive Mayor, members of
the Mayoral Committee (MMCs) and
the administration, which is led by
the Citv Manaaer. This model was

supports

‘ || RQ2: Concept and Practice

on management to perform on

(% 5:25 Q: Do politicians exert pressure

delivery?

A: The City Manager accounts on
performance to the Mayoral
Committee but from where | stand

However, pressure to perform to

Manager had to come-up with

management to perform on service

(7, 4:33 Q: On non-performance why is
that more attention is given on

more attention is given on
mitigation plan than the causes of
failure?

the nature of pressure is not known.

some extent is there, hence the City

|

(

6:8 Q: Do you receive adeguate
support from politicians on
accountability?...

A: | gave an example earlier, if you
ask me why have you failed and
deliberately, the beginning of my
answer does not address the past
but the future. | am giving you a

plan, a promise and if you are not
swrara that | hava chiftad addraccinna

explains[

= 7:56 Municipal Performance
Regulations for Municipal Managers

for Municipal Managers and
Managers directly accountable to
Municipal Managers, 2006: The APC
is awaiting the process plan by the
“manager responsible for human
resources”’ to include the APC in the
2016/2017 and  2017/2018
evaluation processes for the
municipal manager and managers
accountable to  the municipal

manager as directed by sections 27
FAVEAY 2l ) nF D lasinm RS

explains

= 7:49 The City of Tshwane articulated
priorities and commitments for

priorities

2017/18 financial year, informed by
the growth and development
objectives adopted by Coundil.
These priorities and commitments
were translated into concrete
deliverables in the SDBIP for

Tshwane.

This guided the operations of the

City over

Against this background, the
development of the Annual Report

and commitrents for the

the 2017/18 financial year.

T

@ Do you receive adequate
suppart from politicians on
accountability?

A: Politicians always believe that
consequence management as an
instrument that would dip in for
the expression of accountability is
not fully utilised. However, there is
support, the fact that they do not
fail to evaluate the reports, raise
questions and call for answers in

7:60 WARD COMMITTEES The Office
of the Speaker plays a critical role in
.

%:65 The City of Tshwane received an
unqualified audit opinion for the
2016...

WARD COMMITTEES The Office of
the Speaker plays a critical role in
training all ward committees in
identified core skills as part of the
drive to capacitate ward committees
for improved participation, and to
play a meaningful role as a  bridge
between Council and the
community. The functienality and
effectiveness of the ward committee
system are determined by the
outcomes of the IDP.

T

The City of Tshwane received an
unqualified audit opinion for the
2016/17 financial year. There were
however material findings for
three indicators on the audit of
predetermined objectives, findings
related to the compliance  with
legislation on the annual finandial
statements, and internal control
deficiencies identified.

The municipal manager, together
with the chief financial officer and

‘53 The APC is an independent advisory
body which advises the municipal co...

The APC s an independent advisory body
which advises the municipal council, the
political office  bearers, the accounting
officer and the management and staff of
the municipality, or the board of
directors, the accounting officer and the
management staff of the municipal
entities, on matters relating to the
following: O Intemal financial control and
internal audits O Risk management O
Accounting policies 0 Adequacy,
reliability and accuracy of financial
reporting, records and information O

-

municipality, was there any
executive wh...

=, 4:40 Q; During your tenure in this

Q; During your tenure in this
municipality, was there any

to non-performance?

duties and were eventually
dismissed.

executive who was dismissed due

A Look, there are instances where
people were dismissed because of
poor performances. They are few

that | know, they failed to do their

EXpan

1 .

-

7:59 PUBLIC ACCOUNTABILITY AND
PARTICIPATION The City has a long-

PARTICIPATION The City has a long-
standing culture of community and
stakeholder engagement, which
promotes  transparency and
accountability. These values are an
integral part of any truly democratic
society, and are  enshrined in the
Constitution. This democratic
culture is realised through various
platforms for community and
stakeholder involvement in matters
of municipal governance, and

6:14 Q: What is the general culture in
the City regarding consequence
manag...

C: What is the general culture in the
City regarding consequence
management (Is it that once one
transgresses is reprimanded or
nothing happens)?

A: ltis not clearly expressed as in
the private sector. There are less
consequences in govermnment
settings because it is not easy to
release someone. The ultimate cost
of neglect is when you have lost

-

non-performance (competence or
budget)...

:36 Q: In your opinion, what causes

@ In your opinion, what causes
non-performance (competence or
budget)?

A: The biggest issue from my
observation is planning. You
promise a community to build a
clinic, whereas you do not know
when, who owns that land where
you want to build. Does the law
allow you to build because you

rannat arack 3 chrictira e 3 et

Figure 5.29: COT comments on reporting practice
(Source: Atlas.ti Ver 8)
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£ 3

W

([F 7:43 2017 - 18 Annual Report

Material findings needs to be resolved

(1 7:47 2017 - 18 Annual Report

Ward Councillors should promote the

o

=) 9:58 Results presented in this report

Improved service delivery highlighted

(]

accountabilit...

-~

relevant, effec...

rS

and this trend should stop (every year % reading & undeerstanding of the reports have been subjected to internal ¢
same findings) to improve the reporting by the community. assuf.
system.
: Fy
- p b
.Well-informing 5 b - =
Stakeholder appraisal of municipality : (=) 5:20 Q: Are you happy with how y| 7:44 2017 - 18 Annual Report
perfarmance . 4 performance reports are produced? Eailure to achieve targets needs further
(=) 9:65 The City of Tshwane received an A:Yes. I... ¥ | explanation given the under-spending of |&——————————
unqualified audit opinion for the the budget.
" Easily accessibility 2016...
Distributian of reports The AG plays an Empgfmm m_ue of L3286 Q: Do perfurr_rl_ance reports talk
p| assurance on the quatity of disclosure to or address all citizens including i
made by the municipality. Areas for th.. = 5:29 ¢ Are you happy with the
improvement by management is - 'Y presentation of information in the
Good source highlighted and this should be taken What can be done for cifizens fo performan...
_ i stakehold understant performance reporis? Is it ¢ L
Free of errors | seriously by il sta &l P possible to change the election system? _I || RQ2: Concept and Practiu:ew..
B lai - e
£ T o — | @ 9:27 2016 - 17 Oversight Annual )
o | - r Report of the City of Tshwane
— L E': 8:14 2018 - 19 Mid Performance
< Credibility (7 4:24 Q: Are you happy with how report and IDP
. » i .
Reparis have been checked and perro_ rrnance is reported? A: At Errors in reports weakens the credibility 554 Due to the nnerent Tmitea
verfled municipal le... and relaibility of information: "11 KPI ! erently
Y - - - due for regorti all 12 KBF's were ¥ revenue base (municipal rates, user |4
8 o | 15 it that the bottom line purpose is FEPOMING.wn char.
H » P
z covered - reflection of objectives and achieved”.
= tevel of achievermnent? What about the
- tevel of coverage to give the ussfulness?
 Adwverse audit () 5119 As auditors, we received reports
ol —— - (=) 6:4 As such, we subject the from City Strategy on quarterly
Findings by Auditor General performance information to an basis...
] .
audit process to... Apart from verifying cloims made with é
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Figure 5.30: COT reporting practice linked to reliability.

(Source: Atlas.ti Ver 8)
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Figure 5.31: COT reporting practice linked to accountability driver
(Source: Atlas.ti Ver 8)
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5.2.3.3 Objective 3: relationship between performance and accountability

The COT reports were analysed searching for relationships between performance and
accountability. The poor performance highlighted in reports did not affect accountability

at all.

Although there seems to be contradicting evidence in Fig 5.29 “ there are instances where
people get dismissed.....few that | know, they failed to do their duties and were eventually
dismissed” and Fig 5.32 “Poor performance does not carry much weight although it is

equally important. Generally, it attracts less attention with little or no consequences”.

Like all other metropolitans under study, there were no reports of senior managers or
executives dismissed due to poor performance. In that respect, it is fair to say the poor
performance highlighted in reports did not affect at all on accountability. Although the
evaluation by Oversight Committees is commendable, lack of application of consequence

management to senior managers made the entire process ineffective.

The COT experience external demand for accountability from the community in form of
service delivery protest see Fig 5.32. One of the managers responded to the question on
external pressure to perform; “That will depend, there are calm places. Thus, the reason

why you see service delivery protest in this country...”

To improve accountability, one manager advised:

‘In summary, if we change the electoral system, for instance, Ward Councillors at local
municipality level whereby all Ward Councillors are not appointed by political parties but
appointed by the community then people from the community would compete as
councillors based on how they are known. That could introduce a lot more accountability

than in the present scenario ....... ” shown in Fig 5.34.

The results of the drivers of accountability, participants’ comments, and links to the
accountability driver theme are set out in Figs 5.32 and 5.33 below.
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(5)5:31 Q: Is there any manager who
was been dismissed due to poor
performance...

(& Is there any manager who was
been dismissed due to poor
performance?

Az Yes, we have seen people being
dealt with harshly but to a certain
scale due to poor performance,
However, in municipality settings
there is politics, it is not easy to
administer consequence
management and it is difficult fire
anyone unlike in the private sector,
There are some challenges when it
comes to consequence

6:13 Q: Is consequence management
happening, are managers being
reprimanded...

Q: Is consequence management
happening, are managers being
reprimanded for poor performance?

A: You see snips of it being
practised, there are typical cases
where you find people suspended
when they have transgressed. You
could say that is an element of
expression of accountability. You
find that in meetings people are
asked to account for the status of
performance the way it stands. You
can get that by going through

() :31 @: How effective are the ward
coundillors, do they play the role of
ma...

Q: How effective are the ward
councillors, do they play the role of
making people understand the
municipal business?

A: They vary: ward councillars
should make sure that they meet
their communities often and they
are almost like activist, they inform
them and take-up their issues,

There are ward councillors some of
whom [PM18]the people do not
even know them. They have[Ph19]
never seen them. The issue here is

wnmmbimes nf 2he cbeactieas Hhat

54 O The disciplinary board: The
Council has not yet established a
discip...

0 The disciplinary board: The
Council has not yet established a
disciplinary board as required by
section 4 of the Municipal
Regulations of Financial
Misconduct Procedures and
Criminal Proceedings in terms of
Regulation 430 of 30 May 2014,
The City also lacks the capacity to
instil a culture of discipline and to
execute swift, consistent and
decisive consequence
management in order to drive
proper accountability.

4:28 Q: Do legislators/oversight
committees promote accountability?
Al

@ Do legislators/oversight
committess promote
accountability?

A: | can say they do but sometimes
they look at the situations in terms
of prioritisation, you will find certain
things are given attention first over
others. | will give you the VBS as an
[PM4]example, if they find out that
you have complied to the
instruction to invest legally or not
next time you do something wrong
they will be soft on you. It does not

6:14 Q: What is the general culture in
the City regarding consequence
manag...

Q: What is the general culture in the
City regarding consequence
management (Is it that once one
transgresses is reprimanded or
nothing happens)?

A: It is not clearly expressed as in
the private sector, There are less
consequences in government
settings because it is not easy to
release someone. The ulimate cost
of neglect is when you have lost
your job, Firing people in
government is very difficult,
Legislation calls for intervention

e bnfoen fiinn Ve

———

e

=_ 5:30 @: How does the City view fraud
and poor performance? A: Fraud is
givi..

Q: How does the City view fraud
and poor performance?

A: Fraud is given much more
attention due to the nature of the
political environment. Investigations
are quickly carried out and it
appears people spend a lot of time
on fraud issues to safeguard their
reputation. Poor performance does
not carry much weight although itis
equally important. Generally, it
attracts less attention with little or
no consequences. Probably this

SRR S SR SR SO B S

-

(=) 9:50 Counil is responsible for
approving municipal by-laws, the
IDP the b...

Council is responsible for approving
municipal by-laws, the IDP, the
budget and tariffs, Further, Council,
through its various committees,
monitors and scrutinises delivery
and outputs as carried out by the
executive branch. In  relation to
public participation, Council is
responsible for facilitating
stakeholder and community
participation in the affairs of the
Municipality as described by the
Municipal Structures Act.

 force from politicians to enforce
acC..

:29 Q: Is there any pressure/driving

(: Is there any pressure/driving
force from politicians to enforce
accountability given their promises
to the public?

you see service delivery protest in
this country. Now we are going to
another election and politicians will

the budget and you realise there is
not encugh money, you can only

achieve half of the promise, The

¥ A: That will depend, there are places
which are calm. Thus the reason why

promise a lot of things. You come to

Figure 5.32: COT comments on drivers of accountability
(Source: Atlas.ti Ver 8)

= 6:6 Q: Are they structures that hold
managers accountable? A: We have
jus...

5:24 Q: The reports are reflecting
such failure, what are they doing
about...

Q0 Are they structures that hold
managers accountable?

A: We have just written a policy on
organisational performance
management, Firstly, there are
wvarious structures in the City that
evaluate performance reports and
their aim is to have consequence
management for misgivings.
Consequence management
approach started by the City isa
developmental approach were there
is positive and negative appraisal.

(: The reports are reflecting such
failure, what are they doing about
it hence is there any political will to
hold managers accountable?

A: From my point of view, the
business review sessions by City
Manager has resulted in a strategy
with which the City is still working
on. This will include among others,
project management and supply
chain process overhaul.

-

9:52 The administration is
accountable to the executive
through the City Ma...

The administration is accountable
to the executive through the City
Manager. Through various
structured committees, reports are
generated and submitted to the
Executive Mayor and the Mayoral
Committee in order to comply
with applicable legislation, to seek
approval and provide updates on
service delivery, as well as to
explore new and innovative ways to
provide services to the community.

(=)9:51 The Section 79 oversight
committees are chaired by
councillors who are...

The Section 79 oversight
committees are chaired by
councillors who are designated full-
time councillors and  these
chairpersons are elected by Council.
The responsibilities of the Section
79 committees are as follows: «
Scrutinising reports referred to them
by Council emanating from the
Executive Mayor and/or Mayoral
Committee and advising Council
accordingly + Overseeing the
performance of the executive

PSR R S

. 5:32 ¢ What can be done to
improve accountability? A: In any
organisation...

Q: What can be done to improve
accountability?

A: In any organisation when it
comes to issues of accountability
the key is the implementation of
good governance. Unfortunately,
good governance entails well
defined processes and enforcing of
consequence management. People
will know that if they do not
perform, they will be required to
account. However, in the
municipality settings it is not easy
to implement but this will see

el L e mclias Lol
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Figure 5.33: COT drivers of accountability linked to codes

Source: Atlas.ti Ver 8
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5.2.34 Objective 4: ways to improve the usefulness of reports

The oversight structures in the COT have recommended ways to improve the usefulness
of performance reports. Here are some of the proposals mentioned: “Ward Councillors
should promote the reading and understanding of the reports by the community” in Fig
5.34.

‘Role and election of Ward Councillors are central to the usefulness of performance
reports and improvement of accountability. Once the reports are explained to the citizens,

they can change politicians through their votes” in Fig 5.36.

The explanation of performance reports to citizens is likely to reduce the number of
service delivery protests which is external demand for accountability. As reflected in Fig
5.34 “Are protest a sign of not understanding performance reports or misdirection of

efforts?”.

The results of the ways to improve usefulness, comments, and links to accountability
driver and reliability themes are set out in Figs 5.34 to 5.36 below.
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Figure 5.34: COT comments on ways to improve usefulness
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(Source: Atlas.ti Ver 8)
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Figure 5.35: COT ways to improve usefulness linked to accountability drivers
(Source: Atlas.ti Ver 8)
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Figure 5.36: COT ways to improve usefulness linked to reliability

Source: Atlas.ti Ver 8
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5.3 RESEARCH FINDINGS
This section presents the main findings for all three case studies of the Cities and is

followed by discussions under the respective objectives of the study and its conclusion.

As recommended by Piekkari and Welch (2018), the findings on all three cities were
combined for comparative purposes to establish trends and common positions. In
general, codes, themes, and circumstances are not independent but connected, and
understanding the reason particular outcomes occur requires taking a full set of relevant
conditions (Piekkari & Welch, 2018). The process allowed logical deductions as to ‘how’
and ‘why’ common issues were encountered within the three municipal settings. The aim
was to provide a coherent and compelling interpretation, grounded in data (Braun et al.,
2019).

5.3.1 Main Findings

The main findings are discussed below followed by the summary shown in Table 5.1.
These were derived from results reported and presented in Figs 5.2 to 5.36 above. The
main findings are that all three cities shared common challenges on the quality and
relevance of performance reports in terms of the accountability of the public managers.
These challenges are described below under the respective relevant category.

Readability: the high-level reporting of performance information (summarised version) in
the reports, tended to distort the real cause of failure and instead shifted attention to
mitigation plans. This was mostly experienced in COJ, see Fig 5.18, 5.23, and 5.24. “The
annual reports are quite at high-level, far too high...you will realise that there was a
misrepresentation in terms of what has been contained in the report...the size of the City
makes it difficult to provide fine details for every department...there are claims of
omissions and misrepresentation of information...departments want more coverage,

detailed information”.
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The other sub-categories under readability had no issues. The reports used simple
English language with technical terms well-defined. However, for ordinary citizens without

the knowledge of municipality operations would still need clarity for them to understand.

Disclosure: the omission of information due to poor data management systems and the
perceived political sensitivity of performance data weakened the authenticity of the
reports. This was common in all the three cities, Fig 5.13 “There was a lack of proper
records management system that could support the information reported in the financial
statements, and as a result material errors and omissions were identified during the audit
process.” Fig 5.19 “Contrary to this advice, comments from Oversight Committees
indicate the omission of information due to poor data capture at source, hence
recommendations to automate the process.” Fig 5.23 and 5.24 “Politics within the City

influence the drawing of reports, the omission of information regarded as sensitive, why?”

Presentation: performance reports in municipalities are designed mainly for an internal
audience and, therefore, an external audience would find them difficult to understand. As
such, the performance trends were confounding and incomprehensible and therefore
could not be easily followed. This then means that ordinary taxpayers can put no pressure
on politicians to be accountable for poor performance. In all three municipalities, Ward
Committees and Councillors have been tasked to assist in engaging citizens. Fig 5.31
“Change the role for Ward Committees to explain performance reports to communities”.
The drive to change presentation and direct focus to the community is to improve
accountability. Fig 5.23 “reports directed to politicians will not be effective because they
cannot expose their system. As such, active citizenry is the solution to hold politicians

accountable”.

The other sub-categories under presentation had no issues. Appropriate visual elements
were used for clarity, the table of contents was informative, and the logic flaw was all
good. However, ordinary citizens without the knowledge of municipality operations would

still need an explanation for them to understand.
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Reliability: external auditors’ findings (particularly, errors and lack of supporting
evidence) reduced the reliability of the reported information. Fig 5.24 “Highlights are that
the performance reports lack credibility and reliability of the information..” Fig 5.30 and
5.36 “Apart from verifying claims made with supporting documents, (internal) Auditors are

supposed to pick errors to ensure reports read well”.

Drivers of accountability: the reports reflected an absence of a relationship between
performance and accountability due to passive citizen response and uncaring political
leadership. Besides, there appeared to be no effective accountability drivers from the
overseers to enforce performance. This lack of consequence management on poor
performance was evident in all three city managements. Fig 5.33 “The absence of a drive
to implement consequence management raises questions as to whether politicians are
willing to hold administrators accountable”. “Politicians take advantage of the passive

citizens, no one takes them to task for failed promises”.
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A summary of these findings follows in Table 5.1 below:

Table 5.1 Data analysis summary

Theme Findings Metropolitan City | Ways to Improve Usefulness
1. High level presentation of information, sometimes 1. Provide detailed information on under-performance
lead to misrepresentation. col to expose the real causes of failure.

Disclosure . . . -
2. Exclusion of important items due to; a)sensitivity of 2. Improve data capture and management, preferably
the matter b) poor data management system. COE, C0J, coT set-up a realtime system for performance management.

Regulator

esu a.to y None N/A None
Compliant

Presentation
& Readability

1. Reports are designed for internal people and are
difficult for the ordinary citizen who does not
understand the municipal set-up.

COE, COJ, COT

Ward Councillors and Ward Committees to explain
performance as part of feedback process on IDP
milestones.

AG findings and Oversight Commities remarks: errors
and lack of supporting evidence on reported

Implement effective management controls and ensure
internal auditors are efficient in their duties.

Accountability

governance system. Ineffective electoral system.

COE, COJ, COoT

Reliability performance information. coJ, coT
Leadership's failure to enforce disciplinary action to Effect consequence management.
Drivers of non-performing senior managers. Complex
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5.4 DISCUSSION

This section discusses the research findings to verify the achievement of objectives in
this study. Performance management systems encompass processes of assessing the
differences between desired and actual outcomes. This, therefore, can identify and flag
critical differences and allow the application of necessary corrective measures (Melnyk et
al., 2014). The concept of performance regimes in public sector management should
improve performance, hence the organisation’s management of performance information
is important to test the relevance of performance reports for accountability in
municipalities (Charbonneau et al., 2015; Onesti et al., 2016).

5.4.1 Research Objective 1

The first objective was to explore the reporting process of performance information in all
three municipalities in terms of accountability. The Municipal Systems Act 7 of 2011
reinforces the need for communication by stipulating performance reporting as a
legislative requirement to provide useful information for citizens on the use of public
resources. Thus, municipalities are required to publish development and service delivery
objectives, targets, and also report on this achievement (South Africa, Public Service
Commission, 2012).

This study investigated how performance reports were compiled and discovered that
municipalities followed a highly regulated and defined process. However, controls were
lacking in all municipalities. Performance reports were generated, checked, and verified
by internal auditors, audited by AGSA, evaluated by oversight committees, and then
submitted to the City Council for decision making. The checks and controls by internal
auditors reflected weakness to perform their duty effectively.

In terms of regulatory compliance, the findings show all three cities’ reports matched the
required codes under the regulatory general compliance theme. The highly regulated
process gave direction to the production of performance reports in line with the relevant
statutes under Municipal Systems Act 7 of 2011 and Municipal Planning and Performance
Management Act 32 of 2000. The systematic and uniform approach advocated by Adi
and others (2016) ensured that compliance facilitated the submission of relevant
performance information to the leadership for management and direction.

The compliance should have then been complemented by more quality and the follow-up
of the reported information to complete the accountability loop. However, bureaucratic
thinking has negated the usefulness of compliance by a misconception of its purpose.
Solomons (2016), has stated in a study in the Western Cape, that the priority for
municipalities is to comply with the law by submitting a report, rather than by considering
its content and acting on the usefulness of its findings.
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This study’s analysis also reveals that the three metropolitan municipalities rated
compliance and submission more important than the contents and usefulness of reports.
This also confirms the contribution made by Moynihan and Pandey (2010) that
organisations like municipalities could end up using performance measurement as a form
of window-dressing to avoid the negative impact of its real failures on politicians. In fact,
this study’s interviews with senior managements in all three cities revealed that the weak
management controls and complex governance arrangements limited the effectiveness
of performance reports and all three city managements struggled to link performance to
accountability.

5.4.2 Research Objective 2

The second objective discussed the concept and reporting practice of performance
reports. According to the Public Service Commission Report (2012), the purpose of
performance reporting is to clearly state the goals and objectives, present information at
different levels of detail, and focus on relevant measures of performance. This study,
therefore, looked at the quality of reports and their relevance to accountability. It
confirmed Asmah-Andoh’s (2015) observation that most municipalities in South Africa face
challenges in presenting authentic and quality information.

This study reveals that all three cities had challenges on disclosure, readability,
presentation, and reliability due to the weaknesses posed by poor administration and
unaccountable political leadership. These challenges are described as follows:

e Disclosure: This analysis revealed that the annual reports had adequate coverage
in the sense that results against targets were highlighted together with reasons for
failure including mitigation plans. However, the main issue identified in disclosure
was omission of information. This analysis highlighted two types of omissions as
follows: 1) non-financial items and performance information on incomplete projects
including perceived sensitive data. 2)The auditor’s findings in the period covered
by this study (2016 - 19) also highlighted the exclusion of items in financial
statements.

e The omissions on non-financial information were for incomplete projects due to
data management challenges and incomplete reporting; accounting for less than
what was done. This was due to weak internal controls that failed to stop the trend
despite the auditor’s repeated findings and continuous observations by Oversight
Committees. In the same way, the highly political environment and complex
arrangements in municipalities allowed for the exclusion of what they termed
‘sensitive data’. During interviews, one manager stated that: “Some managers in
strategic positions withhold information. The withheld information was considered
politically sensitive and was protected and excluded in the reports.”
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Readability: the high-level reporting of information (summarised version) in the
reports, tended to distort the real cause of failure and instead shifted attention to
mitigation plans.

The reason for a summarised version was explained as due to the size of
municipalities. For example, COJ has 26 reporting units; 14 departments and 12
entities. Thus, each department/unit'’s report is highly summarised due to the
limited space in the annual report. Consequently, some managers felt that the real
cause of failure might not have been well explained thereby leading to
misrepresentation.

The low-quality of information also might be taken as a way of ‘protecting’ the poor
performers (Adi et al., 2016), which is common in a municipal setting with a highly
political environment where leaders are more interested in the mitigation plans (for
an example, the tender agenda to follow) than the cause of failure and therefore
no one is held accountable.

The above findings confirm Goh’s sentiments that common challenges faced by
metropolitan municipalities are lack of ownership and accountability by political
leadership together with the public manager's dysfunctional behaviour that
excludes other values (Goh, 2012). This was patrticularly prevalent in COJ where
top management is known to complain about ‘over-reporting’. Therefore, this
indicates that omissions on non-financial information lead to no evaluation being
made on performance assessment, whereas in the real world, the absence of
information should have been taken as a lack of performance and triggered the
manager to give an account for failure.

All three cities were more interested in bureaucratic compliance rather than
benefitting from a well-defined and regulated system. This is evidenced by poor
internal controls that weakened the credibility of reported information. It is also
contrary, therefore, to the promise of maintaining the principles of Batho Pele, “we
will provide accurate and timeous information about services” (Gauteng Provincial
Government, 2018).

Presentation: the reports matched all other codes of presentation except
comprehension by the major stakeholders; the taxpaying citizens. Van der Walle
and Cornelissen (2014) have advocated that performance reporting should be
based on the usefulness of a reporting model that can be relevant and better
understood by citizens rather than based on useless statistics. They maintain that
the focus of performance reports ought to be focused on the community (the
audience outside the municipality structures) (Van de Walle & Cornelissen, 2014).
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On the contrary, in this study all three city reports focused on the audience within
the municipality with no regard for comprehension by the man in the street, hence
they put reliance on Ward Committees to engage citizens as part of the feedback
process. Indeed, many external users, unfamiliar with the municipality business
might be at loss to read the report. This also tends to confirm the misconception
that local government’s performance reports are meant for the sole readership of
the few ‘enlightened’.

Most importantly, if ordinary people find it difficult to understand and follow the
performance discourse, they will lose interest (Asmah-Andoh, 2015). As such, any
loss of interest might limit citizens from getting involved in municipal affairs.
Consequently, this testifies to the need for more simplified versions of reports or a
process of decoding performance information to citizens to get everyone on board.
The performance reports, therefore, need to be presented in a manner and
language easily understood by all citizens (Van de Walle & Cornelissen, 2014).

This analysis also reveals the importance of communicating performance
information to citizens at local government level, as highlighted by Hall (2017) in
his study for challenges confronting local governments in performance
management. In this context, the study shows that reports would be more relevant
and useful to citizens and could be translated into positive votes if the demand for
accountability is met.

This shift could overcome the restraints and apparent disregard for quality and
comprehension of performance information by the metro management (Chouinard,
2013). In this respect, municipalities need to be reminded that an active citizenry
is key to this process and fits well with the principles of Batho Pele which promotes
citizens’ rights “so that they may hold us accountable for the quality of service we
deliver’ (Gauteng Provincial Government, 2018). This principle allows for citizens
to be empowered, to elect councillors of their choice and be able to recall them
when they fail.

Reliability: this study’s analysis also reveals that all three cities had ineffective
internal controls that allowed errors in the reports and lacked supporting
documents in some achieved targets. Thus, errors and faulty findings by the
auditor general weakened the credibility of the reports. Two of the fundamental
qualitative characteristics required for assessing stewardship, responsibility, and
accountability (CGMA, 2015) are reliability and verification and these were found
wanting.

Despite the well-defined and highly regulated process with checks and verifications
in place, all three municipalities struggled to produce error-free reports. This
indicated weak internal controls and ineffective internal auditors who failed to
execute their duties.
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However, only the City of Ekurhuleni (COE) managed to address the reliability
problem in their 2018 Annual Report that showed great improvement with no audit
findings. Once again, this tended to reflect the general misconception in
municipalities of doing things for the sake of compliance only.

The purpose of the annual performance report is meant to provide a record of
activities that is reliable to facilitate accountability. In this respect, findings by AGSA
on the usefulness of performance information weakened the credibility of reports
whereby users would have struggled to place reliance on the reported information.
This is contrary to the conceptual framework for public reporting for which annual
reports are regarded as key documents in discharging accountability to external
users (Chang, 2015).

5.4.3 Research Objective 3

The third objective analysed the relationship between performance and accountability in
municipalities. According to Van de Walle and Cornelissen (2014), performance
information takes a central role in public sector reforms and from a principal-agent
perspective, it is seen as a tool to assist politicians and governing boards to hold public
managers to account. Their stance was that performance information is presented to
citizens as a tool to assist them to make informed sector choices between public services
and thereby hold public workers and politicians accountable (Van de Walle & Cornelissen,
2014).

This study’s analysis in all three metros pointed out to the following contributors to lack of
accountability:

e a poorly organised performance and mitigation culture in local government;

e the complexity of the centres of governance; and

e the ignorance of citizenry about performance reports.

Action to mitigate poor performance:

Firstly, the reports reflected challenges in all three cities that reported negative results on
service delivery targets persisted without any action taken by the leadership. The trend
of poor results did not trigger the leadership to act towards non-performance. Baker and
Schneider (2015) refer to accountability as a relationship whereby one party demands
reasons for conduct from another party whose obligation is to present an account and
answer for the execution of delegated duties.
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This study’s analysis, however, reveals that there were no confrontations and
consequences for non-performers at senior management level despite an on-going trend
of poor results and service delivery protests in all three cities. The lack of concern from
leadership following a series of reports on under-performance strongly indicates there is
no relationship between performance and accountability in these metros. It would be fair
to say the councillors should have dismissed at least one senior manager, even the City
Manager for failing to uphold controls.

Chang (2015) describes managerial accountability as the process of monitoring
output/results and holding those with delegated authority accountable for failing to carry
out tasks according to the agreed performance criteria. The Oversight Committees and
the Council observed in this study, therefore, should have demanded change from the
Executive and Administration to correct the poor results reflected in the performance
reports.

Indeed, performance reports should have driven changes in municipalities, instead, this
study shows leaders appeared to be content with lack of accountability contrary to the
common view that their support and commitment are central to effective performance
management . Without their input, certainly, performance measurement is not taken
seriously within any organization (Hall, 2017). Instead, the shifting of attention to clean-
up corrupt activities in local government appears to have resulted in the neglect of gross
incompetence. As a result, disciplinary action is only applied to fraud and corruption and
it appears, therefore, that poor performance is accepted in municipal settings.

Two centres of government:

Secondly, the complex arrangement for two centres of governance namely the councillors
who plays the oversight role and heads of department/units who are in charge of service
delivery. The system has enabled politicians to delegate the administrative duties to the
heads of department (people of their choice) irrespective of their capabilities.

The complexity was exposed by the recent VBS saga wherein senior managers illegally
invested municipal funds. An interview with one manager on the effectiveness of
structures in holding senior managers to account; “ the problem with the political system
sometimes is expediency, they use convenience...we become softer on your performance
and tend to accept whatever excuse for non-performance. It could be a political thing to
say this is our person...takes instruction without questioning, whether it is legal or not.” It
can be inferred that senior managers who are well connected and who play ‘dirty’ for
councillors are protected even if they fail to meet their primary objectives.
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Ignorance of citizens:

Lastly, the absence of a direct link between the citizens and politicians support and
secures public managers to remain unaccountable. The perceived ignorance comes from
the background that most citizens are not aware of the need to request politicians to
account for their obligations to the electorate. This is shown by the repeated re-election
of the same party (in municipal elections) despite service delivery protests.

In the real world, councillors are voted in office and they delegate some of their duties by
to professionals to run the administration including service delivery under their watch. In
the event of failure, consequence management is applied, and senior managers are
replaced by competent people. Failure to oversee the administration function, (apply
consequence management) will be seen as incompetence on the part of councillors who
should then account to the citizens (face the risk of being voted out of office).

During the interviews, most managers advocated for a change, to educate and empower
citizens. Once citizens have been made aware of the performance requirement for
politicians, then they would see the need to measure their performance and request
performance information. This empowerment of citizens could keep politicians on their
toes and drive them to delegate the administration duties wisely (Demirbas & Eroglu,
2016). In that scenario, the relationship between performance and accountability would
be strengthened because non-performers could be recalled and replaced anytime.

544 Research Objective 4

The last objective was to ascertain ways to increase the usefulness of performance
reports on accountability. According to management accounting conceptual frameworks
the main purpose of external reporting is to provide information that is useful in assessing
stewardship responsibility and accountability with qualitative characteristics that include
relevance, faithful representation, reliability, understandability, comparability, timeliness,
and verifiability (CGMA, 2015; IASB, 2015).

The study looked at all the challenges and problems with performance reports and learnt
from comments by AGSA, Oversight Committees, and interviewed managers. The
accounting profession embraces the idea of non-financial information; notably operational
and service performance as a necessary ingredient in accounting for an entity‘s financial
position and results of its operations (GASB, 2009) It was noted that correction of
technical issues; disclosure, readability, presentation, and reliability of reports have little
impact on accountability because once results have been highlighted, leaders could still
have requested public managers to give an account on failures if the drivers were in
existence.
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The administrative accountability in all three metros understudy was heavily influenced
by politics. This is attributed to constitution requirements for voters to elect a political party
which then delegates authority to the cabinet and local government appointees. This
disconnection between the voters and elected officials as noted by Askim et al., (2015),
favours politicians who are not accountable to the citizens. It appears to encourage
unaccountability when there is no concern and care taken when delegating administrative
duties to party officials to run local government.

In these circumstances, the findings show that the effective way to improve the usefulness
of reports is to fix the relationship between performance and accountability in a
municipality. As suggested earlier, a change to the electoral voting system that could
empower the community is considered key to this new process. Once citizens have been
made aware of the performance requirement for politicians, then they would see the need
to measure their performance and request performance information. Some researchers
have pointed out that the normative theory of reporting calls for public managers to
contribute to an informed citizenry by submitting regular informative reports as a key
component of public accountability (Hudaya et al., 2015).

According to Demirbas and Eroglu (2016) empowerment works. In their study for the
evaluation of municipal reports, these researchers state that in Turkey the rejection of an
annual report by three quarters of the council members was a valid reason to dismiss the
mayor from office. Most importantly when active citizens have been empowered,
politicians would start to care (Demirbag & Eroglu, 2016) and they are then likely to apply
the people first principles; “to care, inspire, support and promote a culture of excellence”
(Gauteng Provincial Government, 2018).

Their conclusion is that delegation of administration duties would no longer be carelessly
done as this could impact on their accountability to citizens. Performance reports would
be viewed as the most useful tool to address accountability as empowered voters could
easily recall non-performing leaders and replace them.
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5.5 CHAPTER CONCLUSION

In this chapter research results from data collected from documents and interviews were
presented, and the analysis of data and findings discussed.

The analysis shows that performance reports in metropolitan municipalities follow a highly
regulated and well-defined process. However, as noted by Adi et al., (2016) the need for
disclosure of performance information is based on the existence of incentives for the
preparation of the reports and the ability for users to process the information.

The technical issues that are identified namely, disclosure, readability, presentation, and
reliability were due to the challenges in the administrative and political arrangements.
Despite these challenges, the reports could still be considered useful if the drivers of
accountability are fixed.

The study reveals that the real challenge in all three municipal settings is to adjust the
dysfunctional relationship between performance and accountability. Complex and
problematic governance arrangements between the offices of mayor and the legislator
with its unfathomable communication, as well as uncaring politicians and passive citizenry
were major contributors to the absence of accountability. In other words, the drivers of
accountability could be restored by adjusting the focus, empower citizens who can call
for change in leadership when addressing service delivery issues.

The next chapter (Chapter 6) will present conclusions, recommendations, and areas for
future research.

149



CHAPTER 6

THE CONCLUSION

6.1 INTRODUCTION

The broad aim of this study was to assess and determine the usefulness of performance
reports in local government concerning the accountability of public managers. The study
was motivated by the lack of research on the relevance of performance reports in South
African local governments which appear to be submitted just as a compliance exercise
rather than for monitoring performance on service delivery. It is suggested that such
reports would effect a change of behaviour for councillors and public managers in local
government and improve the relationship between performance and accountability by
enforcing the sense of Batho Pele (care for people) on politicians for the citizens who
voted them into office. The ultimate objective of this study was to establish whether
politicians make use of the performance information contained in the annual reports of

local government.

To achieve the above, content and thematic analysis were conducted on the municipal
annual reports of three metros over the period 2016 to 2018 together with performance
documents, interviews, and data from senior managers. This study concludes that, to a
certain extent, the reports are useful for making relevant information available in terms of:

e the primary purpose of commanding activities;

e keeping track of policies;

e maintaining programmes on target; and

e developing solutions (Goh, 2012).

The reports also facilitate raising questions on under-performance as well as some issues
of quality that need improvement. However, the serving politicians (the councillors) failed
to make use of the reported performance information contained in annual reports to

change the behaviour of senior pubic managers.
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Most importantly, it appears that the accountability process is not completed in the
municipality due to the disconnect with the public. This is owing, for the most part, to the
reluctance of councillors to regulate and redress their under-performing senior public
managers with the consequences of accountability and performance measurement. Both
aspects of references are inextricably linked whereby analysis of performance requires
accountability as its reference (Ali et al.,, 2014). Besides, the great number of
relationships; namely, between councillors and public managers, citizens, and councillors

complicate the accountability process.

This chapter presents the summaries of all chapters and findings, the conclusion of the
study and suggested further research. The overall view of the chapter is presented by the

structure below.
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6.1 Introduction I e 6.2 Summary of Chapters

6.3 Summary of Findings

6.3.1 Reporting Process for Accountability

6.3.2 Concept & Practice of Performance Reporting

6.3.3 Relationship between Performance & Accountability
6.3.4 Ways to Improve Usefulness of Reports

6.4 Conclusion

6.5 Contributions of the Study

6.6 Limitations of the Study

6.7 Suggestions for Further Research

Figure 6.1: Chapter 6 design structure
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6.2 SUMMARY OF CHAPTERS

Chapter 1 introduces the research topic, provides the background, and outlines the
research problem. The main problem identified is a lack of performance management to
change behaviour of public managers resulting in improved service delivery. Most
importantly, the challenge is to have performance measurement reports of good quality
that would improve the relationship between performance and accountability, to enhance
a sense of caring by councillors for citizens who voted them into power. The chapter then
proceeds with the study’s objectives, an overview of the methodology, the significance,

and delineations of the study.

Chapter 2 examines the theoretical perspectives that evaluate performance
measurement and reporting to enhance accountability. In line with the Contingency
Theory of Management Accounting, the behavioural accounting research (BAR)
approach was chosen to assess the views of the decision-makers in their evaluation of

the performance reports of metropolitan municipalities for accountability.

The chosen approach assumes that users themselves were in the best place to decide
the type of information that influenced their decision-making actions or behaviour. The
argument is that the only way to discover the information needs of users is to enquire
directly from them which can be done under the BAR approach. The BAR views, and
insights made from users about the content of accounting reports allowed for meaningful

and useful performance reports to be identified and tested for accountability.

Chapter 3 presented the legislation and literature review on effective performance
reporting. The review was conducted under the background of the requirements of current
legislation to facilitate the assessment of service delivery and accountability. The
literature review reveals that disclosure of performance information is hinged on the
existence of incentives for the preparation of the report and the ability for users to process

the information.
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The common challenges found were poor data quality and the reliability of reported
information. The review also reflected that poor quality can be deliberate; used as a ploy
to cover-up issues that might be viewed as sensitive to the public (citizens, media). Also,
in terms of reliability, there is always the possibility of bias in the false presentation of data
that is considered more acceptable to the public. This then requires verification by the

use of external auditors.

Chapter 4 discusses the philosophy of the world-view, research design, and strategies
used in collecting, analysing, and interpreting data to address this study’s objectives. The
detailed steps carried out were discussed in line with the research paradigm. In this
respect, the framework under the chosen paradigm affected the methodology and

dictated the way research questions were addressed.

The lens of Critical Realism was chosen to understand the underlying mechanisms and
structures that are present. The objective was to enable the researcher to justify the study
and to build on important insights for in-depth research. This approach adopts a wider
scope for adequate causal explanations that require the discovery of regular relations
between phenomena and mechanisms that link them. As a result, beliefs, values, and
assumptions of Critical Realism were applied for this qualitative study, particularly in the
data collection process and analysis. For the results, content and thematic analysis were
applied to the collected data from documents and interviews.

Chapter 5 presents the results, analysis, and discussions. While there were some
technical challenges in the quality of the reports, the performance information contained
in the annual reports is considered useful for holding public managers accountable.
However, despite the well-designed reporting structures and the availability of
performance information from annual reports, councillors (politicians) have failed to
complete the accountability process. As a result, in all three metros, there was no link
between performance and accountability. The detailed summaries of findings are covered

in section 6.3 below.
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6.3 SUMMARY OF FINDINGS

This section summarises the research findings according to this study’s objectives. The
municipal performance reporting was found to be highly regulated under the governance
of the legislator and the executive. It is expected, therefore, that the City executes its
administrative function through the leadership of the Executive Mayor while the legislator,
through Oversight Committees, oversees and monitors the performance of the executive
and city’s departments/entities. The accountability checks by internal auditors under
Group Audit Risk are to check and verify the accuracy of the reported information. This is
followed by another verification by external auditors (Auditor-General) before evaluation
by Oversight Committees and then the Council itself.

6.3.1 Objective 1: Reporting Process for Accountability

Although the municipality reporting process for performance is well-defined, the culture
and internal perception of rating compliance as an end in itself need to change. In the
bureaucratic culture of the metros, the compliance action appears to be more important
than the contents of the report. This outlook by municipal employees has resulted in poor
quality reports that were riddled with errors and which were not matched to supporting
documents. The drive to comply is not therefore applied to the quality of reports. Such
bureaucratic thinking needs to change along with the widely held misconception that

merely necessitates the completion of compliance as an exercise.

Although the current perception in all three cities is to normalise management back to
producing quality reports, the recent lack of due care in submitting data could be
interpreted as a deliberate attempt to undermine accountability. In this respect, given that
the reports contained errors, public managers were likely to get away with poor
performance because such a status quo could raise the argument in their defence that
failing to reach targets is due to unclear information and mismatching supporting
documents. As a result, little or no effort has been made to correct the situation because
the reports are not reliable. In short, errors in reports can be seen as an aid to corrupt

management.
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In an ideal world, municipalities should move away from the current ethos of ‘window
dressing’ reports and provide meaningful content for accountability. According to
Management Accounting principles, the most relevant information should be identified,
collected, analysed, and reported (CGMA, 2015). It can be inferred, therefore, that weak
management controls and the lack of interrelationship between centres of governance

have limited the effectiveness of the reporting process.

6.3.2 Objective 2: Concept and Practice of Performance Reporting

The failing technical issues were identified; namely, disclosure, readability, presentation

and reliability. These require reform before the quality of reports can be improved.

Currently, performance reports only focus on the internal audience in the metro
departments. This view needs to adjust for transparency and accountability, to
accommodate public scrutiny and accept input from ordinary citizens (South Africa, Public

Service Commission, 2012; Gauteng Provincial Government, 2018).

As a rule, it is still important to resolve technical issues on reports to ensure that the
quality of reported information fits well in the accountability loop. However, it is equally
important that the intended purpose of reporting remains to ensure that all drivers of
accountability are kept in place. Effective management controls should ensure that
checks and verifications of reported information by internal auditors add value to the

accountability process.

Similarly, findings by the Auditor General should be been taken seriously together with
evaluation reports by Oversight Committees. The recommendations should be
considered and implemented timeously if it is to lead to a change of behaviour of
councillors and managers. Instead, councillors appear to function in an ethos that
indicates a lack of care. It follows, then, that the absence of consequences for poor
performance indicates that certain managers are kept in positions by councillors for other

reasons than their intended administrative functions.
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In the same way, the non-existence pressure to look after the electorate results in apathy,
lack of interest, and carelessness in running their public offices. Again, the status quo
appears to favour both public managers and councillors, if there is no effort made to
change. It remains in the public interest, therefore, that municipalities make use of the
reported performance information to correct service delivery shortfalls and become more

accountable to citizens.

The major recommendation in this study, therefore, is that local government shifts the
focus of performance reporting to the external audience (taxpayers and citizens).
However, this still needs to be tested in a formal study. In this way, municipalities could
better apply their constitutional and ethical Batho Pele principles to fulfil their duties of
transparency, good governance, and accountability. This would imply meeting the needs
and conforming to the reporting requirements of ordinary citizens. It would also lead to
public scrutiny and follow-up questions and therefore the more effective constitutional use
of citizens’ votes to recall non-performers. The constitution intends that the public
pressure from citizens should lead to the change of irresponsible behaviour of councillors
and public managers. This then results in the proper performance of oversight duties

whereby only competent managers are retained to run service delivery.

6.3.3 Objective 3: Relationship between Performance and Accountability

The absence of a relationship between performance and accountability in all three
metropolitan municipalities requires correction. Again, the trend could be viewed to mean
that both councillors and senior public managers stand to benefit in some way outside of
their duties, hence no effort is made to change. Certainly, in a normal setting, the history
of poor results should have been accompanied by consequences, and repeated offenders
dealt with accordingly. The failure to use performance information means there is a weak

performance management system.

According to management accounting studies, accountability has strong links with
performance reporting (Harrison, Rouse & De Villiers, 2012), thus, the evaluation process
should have called for full accountability from non-performers and consequence

management applied to correct the situation.
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In the current environment, it appears the party with majority representation can overlook
under-performance as long as their stay in-office is not threatened. In this scenario,

incompetent public managers are supported and protected.

Such uncaring leaders can, therefore, thrive due to the undemocratic disconnection of
the public office to the electorate. In this respect, it may be seen that lack of pressure
from a poorly informed electorate can give rise to uncaring behaviour from political
leadership, who can in turn, overlook poor performance from the managers running the
municipalities. As highlighted earlier, the solution could be to empower citizens by making
politicians directly accountable to the communities they serve, rather than their political
parties (Kloviene & Valanciene, 2013; Saliterer & Korac, 2013).

6.3.4 Objective 4: Ways to Improve Usefulness of Reports

Recommendations to improve reports are twofold; firstly, the correction of the technical
issue of data quality is important and as such management controls need to be
strengthened and the role of AGSA taken seriously. Secondly, the notion of prioritising
compliance over content excellence needs to be addressed. It is recommended that the
accountability processes are reviewed in local government and the culture of compliance
without the reality of purpose should be corrected for performance reports to be more

meaningful.

In a broader perspective, reporting performance becomes fruitless if the information is
not utilised. The enthusiasm of meeting targets is lost with time if there are no
consequences for the failure to keep to schedule. In that scenario, reports become
meaningless as the entire process becomes a political exercise, ‘just to be seen as
transparent and accountable’. Instead, the usefulness of reports should be seen in the
demand and use of information by stakeholders. Political leadership, however, should not
benefit from lack of action, but it will do so if both managers and councillors have no will

to perform due to the current political protection they are given.
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Above all, the most important issue is to align accountability to performance by making
politicians report directly to citizens. However, as highlighted earlier, this still needs to be
tested in a formal study. Empowered citizens in communities could use their votes to
control behaviour of councillors by recalling under-performers (Chen, 2013). Pressure
from citizens in a democracy should force politicians to delegate administration duties

wisely and in-turn demand accountability from public managers.

6.4 CONCLUSION

Performance reports are intended to be important tools available for municipalities to
reflect transparency and accountability to the public at large. However, the study revealed
that performance reports do not necessarily address the accountability problem in local

government due to uncaring political leadership and complex governance system.

Although performance measurement can be used to encourage better performance
through the setting of the good targets and ideal indicators (Goh, 2012), much depends
on leadership’s use of such vital information. In the period under study, performance
reports reflected a trend of poor results on service delivery without any drastic measures
taken by the custodians. As a result, it could be inferred that leadership failed to take
corrective measures at the management level. The absence of consequence
management on poor performers made the entire reporting process meaningless and

reduced reports to a mere exercise in compliance.

The complex governance in local governments where public managers report to political
leadership appointed by political parties has been seen to dilute the accountability
process to the public. As a result of poor reporting, the citizenry is passive, ignorant, and
reluctant to apply pressure on politicians as a consequence of mismanagement. This

tends to make performance reporting a futile exercise.
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The study recommends that political leadership in municipalities is made more
accountable to the communities for the improvement of service delivery and good
governance. The pressure from communities should be strengthened as their democratic

right to enforce consequences on under-performing public managers. In sum:

e Firstly, internal reporting structures need to be meaningful for the effective
monitoring of departmental/entity performance.

e Secondly, the leadership needs to be directly accountable to citizens, not political
parties of which the public at large could monitor performance and exert pressure

on service delivery.

6.5 CONTRIBUTIONS OF THE STUDY

The study aimed to assess the effectiveness of performance reports in addressing
accountability was intended to benefit the public and contribute to the academic literature.
Previous academic research shows the need to critically analyse the effectiveness of
common processes and structures to add value in organisations. In the public sector,
however, this study revealed the negative complexity of two centres of governance,
identified new relationships, promoted meaningful councillor-citizen engagement, and

facilitated wider stakeholder assessment on resource use.

The Critical Realist approach was applied to the study and revealed that passive citizenry
and lack of interest in management of municipalities contributed to the uncaring behaviour
by councillors who are benefiting from the status quo. As such, the change and
effectiveness of performance reports should enable citizens to demand answers and thus

use their democratic rights wisely.

The following groups should benefit from this study:
e Taxpayers, as key stakeholders for the accountability of municipalities, should be
active and aware of how the resources are used. The nub of understanding
performance reports results in the raising of questions for under-delivery of service

and exerts pressure on councillors to perform. The effectiveness of performance
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reports occurs when tax-payers request councillors (and in-turn public managers) to
account for poor results and to replace repeated offenders.

According to the findings, public managers should be judged on merit for
competence rather than political affiliations with councillors. A change in behaviour
is required to moderate activities and political interference is, therefore, considered
a negative influence on performance. It should be replaced by increased pressure
from reformed councillors that gives rise to non-performers exiting the public office

to improve service delivery.

The study suggests that reformed councillors will not struggle to justify their
continued stay in office when performance reports are effective. In that scenario,
competent public managers will support their vision and enhance their direct
accountability to communities. Useful and transparent performance information will
keep the public at large well-informed and the councillors’ responsiveness to

constituencies will be known.

Based on the findings, the relationship between local government and its citizens
will improve with the recommended change of presentation of accurate data to
communities. The knowledge empowerment of citizens is needed to give pressure
to the elected officials to care and perform, thereby executing the oversight roles
effectively. As a result, empowered citizens will interact more with their local
government and use their votes wisely. In the same way, they can be able to
compare councillors’ competency regarding the performance of their local city and

benchmark its service delivery with other local governments.

LIMITATIONS OF THE STUDY

The study was confined to the three metropolitan municipalities of Gauteng (cities of

Ekurhuleni, Johannesburg, and Tshwane) due to time and budget constraints. The

selection of participants for interviews from key departments was based on their

management role and availability. More participants would have been preferred but it was

practically impossible due to limited time.
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The city of Johannesburg used four, whilst the City of Tshwane used three due to the
non-availability and tight time schedules of other senior managers. However, this number
was considered adequate since most of the participants gave similar views and covered

the objectives of the study.

Politics played a large role with the City of Ekurhuleni’s refusal of access to its senior
managers for interviews. As a result, only document analysis was conducted on this
municipality and this limited the examination of underlying evidence behind the poor
performance reports in Ekurhuleni from the management’s perception. However, this

research can be generalised from the other two cities (Johannesburg & Tshwane).

Lastly, most participants failed to return the transcripts sent for confirmation with only two
out of seven (one per each municipality) confirmed. This appeared to be owing to political
interference although the reason given was due to alleged tight schedules. This could

limit the construct of credibility in the results.

6.7 SUGGESTIONS FOR FURTHER RESEARCH

The effectiveness of performance reports requires municipal leadership to be directly
accountable to citizens. This requires change and the delivery of more empowerment to
communities who elect individual leaders (councillors) of their choice. In this respect,
further studies can be conducted on empowering communities and accountability of

councillors to citizens.
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WHAT IS THE ANTICIPATED INCONVENIENCE OF TAKING PART IN THIS STUDY?
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CONSENT TO PARTICIPATE IN THIS STUDY

Ly e (participant name), research has told me about the nature, procedure,
potential benefits and anticipated inconvenience of participation.

I have read and understood the study as explained in the information sheet.
I have had sufficient opportunity to ask questions and am prepared to participate in the study.

| understand that my participation is voluntary and that | am free to withdraw at any time without
penalty (if applicable).

| am aware that the findings of this study will be anonymously processed into a research report,
journal publications and/or conference proceedings.

| agree to the recording of the interview.

| have received a signed copy of the informed consent agreement.

Participant name & surname................c.cooiii (please print)
Participant signature. ..., Date........cooeeennnns
Researcher’'s name & surname Netsiwell Mahuni

Researcher's signature.............cooiiiiiiii i, Date.....ccocoeeieininns
Witness Nname & SUINAaME...........ccooeeeviiiiiiiee e, (please print)
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APPENDIX E

a)

b)

INTERVIEW PROTOCOL

Disclosure — Please walk me through, how performance information is
disclosed in the annual reports (concept & practice).

Performance results:

o Do you think performance results are reported well?
Is all relevant information reported?
Are the needs of external users met?
What are the reasons for the present reporting style?
What can be done to improve?

o O O O

Links to budgets and IDP:
o Is success or failure clearly shown in performance reports?
o Are you able to compare results against budgets and IDP?
o What are the likely reasons for this type of reporting?
o Do reports and plans (budgets) talk to each other?
o What can be done to improve?
Comparative:
o Are comparisons possible?
o Can one able to check progress on service delivery?
o Is there consistency in performance reporting?
o Any reasons for this type of reporting?

Explanation:
o Do performance reports cover failed service delivery?
o Is there any explanation for poor quality of service reported?
o How do you compare this to ‘REDRESS’ in Batho Pele principles?

Readability - what is your opinion regarding the readability of performance
information in the annual reports?

Plain language:
o Is appropriate language being used in reports?
o Are the numbers well explained to make sense?
o Any special reasons for the present language?

Definition of technical terms:
o Are technical terms used in reports well defined?
o Can ordinary citizen follow the service delivery story easily?

Easy to understand:
o Do you think stakeholders can easily understand the current performance
reports?
o What can be improved to ease comprehension?
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c)

Presentation - what are your views regarding the general presentation of
performance information in annual reports?

Visual elements:
o Are there adequate visual elements in the reports?
o What effects do these have to stakeholders (ordinary citizen) when
reading the reports?

Logical:
o In your opinion, are performance reports logically presented?
o Any suggestion to improve?

Table of contents:
o Do you think the table of contents is detailed enough to guide readers?
o Are the common areas of interest covered in the table of contents?

Accessibility:
o Where can readers get hold of performance reports?
o Any suggestion to improve access?

Accountability —in your own opinion, how is accountability viewed and
what are the drivers in this municipality?

Are there structures that hold managers accountable?

o Is evaluations of reports by Oversight committees satisfactory?
Does the Council take recommendations seriously?
Is consequence management being applied on poor performers?

o O O

in municipalities?

Organisational culture:
o What is the current organisational culture as regards to accountability?
o What can be done to enhance accountability?

Goal clarity:
o Are most employees clear of the tasks they are expected to perform?
o Has the organisation had clearly defined goals?
o Is there any drive to hold individuals accountable to the achievement of
set objectives?

External demand for performance:
o Are communities consulted on service delivery?
o lIs there any formal demand for performance on service delivery from
citizens?
o How are these demands being addressed?

Accountability for performance information:
o Do you think proper scrutiny and credibility is applied?

In your opinion, are the politicians supporting performance management
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o Is the reporting of performance protecting public interest?

o Is there any one responsible for checking the impact of performance
reports?

o How feedback is handled?

Is there anything else you can tell me about performance reports?

Thank you for your time.
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