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2.4  [PROGRAMME 4] fair business environment

Part II

Main Report

[ C h a p t e r  S e v e n ]
A  F R A M E W O R K  F O R  M O N I T O R I N G  A N D  E V A L U A T I O N
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The last 10 years has seen a deluge of state-led projects, particularly 
at national level, aimed at meeting the many challenges posed by slow 

growth, persistent poverty, and mass unemployment. Yet few of these 
initiatives have been systematically evaluated, either in terms of meeting their 

this, corroborated by many of the studies we commissioned, is widespread 
across sectors and government departments. This key failure, in part, has less 

to do with initiative and will, and more to do with capacity. It is our view that a 

of government intervention. 

In this Chapter we outline why we see monitoring and evaluating 
as an important component of the MEDS, what the problem areas 
are in terms of data and analysis, and what can be done about 
the problems. We also outline what we see as the key capacity 
shortcomings at present and how the PGWC can begin to overcome 
these. To concretise our ideas, we present an example of how a 
comprehensive evaluation could be done on the interventions we 
propose for the Call Centres / BPO sector, since this sector holds 
the most promise in terms of potential payoffs.21

7.1  Monitoring vs. Evaluation 

Programme monitoring and evaluation are complementary activities, 
and are vital in assessing whether policy and programme changes have achieved their 
intended aims. Monitoring occurs on a continuous basis via the collection and analysis of 

performance against hypothesised outcomes. By providing regular information and 
feedback to programme managers and other stakeholders on whether or not progress is 

such progress is being made, would allow for corrective action to be taken should the 
need arise. 

In contrast, evaluation occurs periodically, taking the form of an in-depth analysis of 
programme performance. Evaluation is usually undertaken by an external agency. 
Evaluations may occur once a project has been completed, or may be conducted 
in order to improve the design and performance of an existing project. The 

purpose of an evaluation is to provide a systematic and objective assessment of the impact, 

generating a body of knowledge on good practice (i.e. what works and what doesn’t). 

The key steps in any monitoring exercise begin with a participatory process involving all 

to be assessed (i.e. determining what the intended outcomes are that are hypothesised 
to be affected by the intervention). This is followed by the collection of data on these 
outcomes, the analysis of the data, and synthesis and dissemination of key results 
back to the stakeholders and the broader public. 

In order for an evaluation exercise to be successful, it is crucial that 

start. In other words, it should be clearly articulated what questions 
the evaluation aims to address and who will make use of these 

in the results once the evaluation is complete. Potential outputs, 

from the start. In addition, any external factors or risks that 
might affect the outcome of the project intervention should be 

have to be given to baseline studies in the various industries or 
sectors, paying special attention to historical trends in outcomes. Moreover, taking 

an intervention may provide useful sources of information about the kinds of targets 
that can realistically be achieved. 

7.2  A Menu of Possible Activities 

Monitoring and evaluating an intervention is an iterative process. The basic idea is to 
generate information that will be useful in terms of both surveillance of the design and 

of the intervention so as to inform future policy formulation. Below potential activities 
over the life cycle of a given intervention that might fall under the rubric of monitoring and 

 Chapter [7] A Framework for Monitoring and Evaluation

21See our prioritisation exercise in Chapter 5 for more on this.
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evaluation are outlined. The exercise is instructive as it also demonstrates why the monitoring 
and evaluation process is both iterative and recursive. Drawing on international best practice, 

implementation; post-implementation impact evaluation using existing data; collection 
and analysis of primary data; and reporting, dissemination and further policy formulation. 
In addition, the tasks that might be associated with each phase are outlined. 

7.2.1  Pre-Project 
Once a broad-based policy has been agreed to by the various stakeholders, the 

following, primarily monitoring-type assessments, might take place: 

a)  rationale of project cost estimates; 

b)  viability of implementation schedule; 

c)  duplication / overlap with other projects; 

d)  consistency of timeframes with government budgetary cycles; 

e)   comparison with experience of similar projects that may have been implemented 
elsewhere; and 

f)  size of project person power and sustainability of institutional framework for 
project implementation. 

7.2.2  Implementation 
During implementation, the proper monitoring of projects will begin. Part of the objective 
here will be to make sure the implementing agency (which, depending on the context, 

phase) keeps to the agreed-upon timeframes and budgets. This phase will be especially 
crucial where funding is made conditional on meeting certain milestones. Typically, 

that have line management responsibilities which fall under the general ambit of the policy 
thrust. The instruments for information generation might consist of: 

a)  periodic reports; 

b)  procurement reports; 

d) monthly coordination / review meetings; and 

e) special meetings with the directors of projects and / or implementing agencies. 
The information gleaned through these various outputs might then be processed, 
analysed, and made available in a government periodical. 

7.2.3  Impact Evaluation Using Existing Data 
Upon completion of a project, an impact evaluation is usually prepared by an outside 

study will generally, at a bare minimum, present an analysis of the overall project implementation 

Typically, further ex-post evaluations of selected projects will then be commissioned at this 
stage in order to assess their broader impact on communities, households, clusters of 

above categories. More generally, however, the analysis coming out of the implementation 
phase will tend to raise further questions that will typically need answering before an overall 
assessment of the success or failure of the policy intervention can be made. From an 
evaluation perspective, the post-implementation phase is crucial as it is during this phase 

This will take the form of secondary data, and more importantly, data generated during 
the implementation phase. Before any analysis can take place, the range of outcomes 

one of the more challenging tasks in any evaluation exercise. A possible starting point 
is to consider the range of performance indicators used in any benchmarking exercise 
that might have been performed when the policy was still merely a proposal. These 
indicators may be quantitative or qualitative in nature, as long as they are able 
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to provide information on changes that have occurred subsequent to the policy 
intervention, and the extent to which such changes align with stated programme 

objectives. Generally, a good performance indicator is one that will be easy to collect 
and interpret, be relevant to national, as well as provincial and local standards, and be 

one that facilitates the tracking of change over time. The UNDP (2003) recommends 
that performance indicators meet the DOPA criteria. That is, performance indicators 

should be: 

a)  Direct: capable of measuring the intended change as closely as possible. 

needs to be collected. 

c)  Practical : be reasonably easy, timely and cost-effective to collect. 

d)  Adequate: performance indicators should be adequate so that a minimum 

e) A number of indicators are required to conduct the evaluation. Having too many indicators 
unnecessarily increases the cost of the evaluation exercise. 

how to analyse the effect of the intervention. The key problem the analyst will face in moving 
forward is this: how would these outcomes have changed (if at all) in the absence of the policy 

of the policy intervention where there is no basis for assessing outcomes for plausible 
counterfactual cases. To date, most impact evaluations done in South Africa have simply 

spanning a before and after period covering the intervention) and asked whether 
outcomes improved over the time span. The problem with this approach, however, is 
that one has no way of knowing whether these changes would have been observed 
in the absence of the policy intervention. This makes it impossible to separate the 
impact of the intervention from unobserved factors that might explain why the 

change occurred (i.e. the estimated impact of the policy intervention will be confounded 
by selection bias).22

are similar in terms of observable characteristics. The impact of the intervention is then 

between the groups, can be ascribed to the effect of the intervention. Therefore the 

to do ex-post, there are a few exceptions. 

of our recommendations have this feature too. For example, the child support and 
land acquisition grants can be accessed by any individual who meets the means 
test. Likewise, our policy recommendations around Call Centres and Business 

so-called control group is impossible. 

But the approaches used in recent impact evaluations of the child support and land 
acquisitions grants might be instructive. In both cases, the researchers were able to 
form reliable control groups by using individuals that applied for the grant, but would 
had not yet been granted with it, exploiting the fact that these individuals applied for 
the grant guarantees that they are similar, as applications are rejected upon receipt, 
if supporting documentation proving eligibility is not provided when the application is 
submitted. This type of strategy might be applicable to some of the projects that might 
come out of our recommendations (see section 3 for an example)23.

Preliminary Data Analysis 
Once an appropriate baseline / control group has been established, one can then proceed 
to the analysis. Typically, one would take the time difference in mean outcomes for the 

control group. The result, assuming no remaining selection bias, is the impact of the policy 
22These biases have been shown to be substantial in recent impact evaluation studies conducted across a broad range 
of studies. In some cases the effect introduced through self-selection bias is larger than the effect ascribed to the inter-
vention so that on balance one is left with not being able to say anything about the causal impact of a given intervention.

23Other approaches are also possible, but these will depend on the precise type of intervention that comes 
out of our recommendations. One widely used method is propensity score matching.
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intervention. Typically, one would try and identify as many other factors that might co-vary with 
outcomes and control for these by estimating the impact in a regression context. This stage 
in the analysis is necessarily about hypothesising potential causes of observed changes in 
outcomes, with the objective of identifying any gaps in knowledge. More often than not, 
depending on the level at which the analysis is conducted, the analyst will typically not be 
able to identify the causal impact of the intervention, without having further information 
on everyone in the sample.  However, the lessons that will have been learnt from this 
in-depth analysis of secondary data are necessary starting points in identifying gaps in 
knowledge. Given budgetary priorities and the scale of the actual policy intervention, 
this might be as far as one can go in terms of an evaluation. 

7.2.4  Collecting New Data 

evaluation so as to permit a richer and more complete analysis of the effects of the 
intervention. While the analysis using secondary data will have combined broad 
observations regarding changes in macro fundamentals, with micro data available 

more detailed information that is generally unavailable. When the outlay implied by 
a proposed intervention is substantial in terms of the total funds that are available, 
and when there are large sectoral complementarities that motivate the intervention, 
then it makes sense to see the intervention as the start of a process of policy 
formulation. Seen from this perspective, the function of collecting new data is part 

substantial and still worth doing if the cost is not prohibitive. 

7.2.5  Reporting to government / dissemination 
Systematic evaluations of programmes and policies can be invaluable in devising long-

are not adequately disseminated. Selective dissemination of results (i.e. publication 
bias) limits the usefulness of a comprehensive impact evaluation and simultaneously 

raises the implicit costs involved. Stated differently, knowledge of what does not work 
is equally important as knowledge of what works. An unbiased dissemination process is 

critical to future policy formulation. 

Therefore dissemination should ideally happen at two levels. Firstly, government 
departments with line management functions (over the budgetary allocations 
to sectors / projects) should workshop the results together with the organisation 
charged with conducting the evaluation. The outcome of this process should be a 

incorporated into future work commissioned by the PGWC. Secondly, academia and 
the policy analysis fraternity more generally should be allowed full access to the results 
of the evaluation exercise. Both channels pursued simultaneously will make great strides 
towards a more balanced reporting of results. 

7.3  An Example: Call Centres and BPOs 

To operationalise the framework presented in the previous section, we now consider what 
a monitoring and evaluation exercise might entail if our policy recommendation concerning 
the Call Centres and BPO sectors were to be implemented. 

7.3.1  The Nuts and Bolts of the Proposed Intervention 

of the value chain, as the key impediment to further growth of the sector. In particular, 
the availability and cost of skilled staff (agents and managers), specialist talent (people 
with experience in and knowledge of the client industry) and general support services 

key areas needing government intervention. 

voluntary attrition. Our work suggests that the costs are both direct and indirect. In this 
respect, the high turnover rate in the sector might turn out to be both a cause as well as an 

concerns absenteeism among workers. These factors feed into further limiting perceived 
competitiveness from a global perspective. 

These skills constraints are therefore quite important in terms of thinking about medium 

something about these two problems in particular. Key to dealing with these problems is 
the need to fund better training, both at entry level and in high-end client based talent 
as these are seen as crucial to both the question of staff retention and to improving the 
levels and standards of job performance in the sector more generally. 
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Alongside this, the report also outlined the potential to meet these skilling needs 
through drawing on the large pool of matriculants not currently destined for 

employment in the sector. Calling the Cape, a body funded by the PGWC to give 
support to the sector, is already planning a range of interventions such as FET and 

workplace skills training schemes, career counselling, and other direct interventions. 
The basic goal is to put call centre, sales, and customer service skills training in the 

direct education mainstream. 

Our recommendation, as detailed in Chapter 5, is to increase the amount of funds 
allocated to CtC in order to facilitate an expansion of their activities. The commissioned 
report outlined a number of possible ways in which CtC might translate this additional 
funding into actual interventions. A key priority is to inform school leavers and students of 
other educational establishments of the potential opportunities provided by the industry. 

•  Embarking on an expanded publicity blitz regarding potential employment opportunities 

libraries and career guidance teachers. 

courses on the CtC website. 

•  Encouraging private training institutions to provide basic accredited “pre-employment” 
training to prepare interested individuals for employment within the industry. 

•  Expanding learnership programmes such as CtC’s “Cadet” programme. 

•   Recruitment of greater numbers through planned satellite training centres in Khayelitsha 
and Mitchell’s Plain. 

7.3.2  Monitoring Activities 
Below we list some of the activities that might be performed during the pre-project and 
implementation phases on each of the proposals outlined above. We assume that 
the implementing agency in all of what follows will be CtC. They will lead the way in 

coming up with the menu of projects that the money will be spent on. For the purposes of 
this exercise, we have assumed that this will entail substantial expansions of their existing 

• timeframes for each activity proposed above; 

• costs of conducting the information blitz; 

• how it allocates the new budget and how much of this is devoted to operational 

in the form of support to training initiatives and the like; 

• whether the money is used in a way that exploits existing economies of scale (e.g. 
making use of industry training facilities); and 

• whether milestones are reached. 

7.3.3  Doing an Impact Evaluation 
As pointed out earlier, the impact evaluation can be conducted at many different 
levels. A comprehensive impact assessment will require consideration of a broad 
range of outcomes covering global and domestic markets. Below is a menu of 
possible outcomes one might want to consider:

1) changing share of the global market (domestic seats / global seats); 

2) growth in value added; 

3) growth in local-global joint ventures; 

6)  number of agents directly employed; 

7)  fraction of agent pool with client industry knowledge (e.g. health insurance); 
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8)  number of managerial and direct support staff; 

9)  number of people trained; 

10)  total jobs created; 

11)   growth in SMME supply of industry inputs and support services; 

12)  number of new black-owned SMEs; 

13)  number of people directly trained by Calling the Cape; and 

Our recommendation is that the most critical performance indicators are those 
which asses our relative performance in the global market. One such key 
performance indicator would be the changing share of global exports (particularly 
applicable to industrial sectors). In terms of the Call Centre / BPO sector, the 
change in the ratio of domestic seats to global seats would be an example of this 

On many of these potential outcomes CtC and others have performed various 
benchmarking exercises. These benchmarks might be a useful place to start. If 
preliminary evidence (say after two years of the intervention) suggests that initial 
projections were off the mark, or worse still, optimistic when pessimism was called 
for (even with greater government involvement), then it would make sense to channel 
the budget for the following year into an intervention that does appear to be having 
an impact on the sector. 

7.3.4  Policy Experimentation and Randomised Evaluations 

must be remembered that without an adequate control group, one can gene

policy intervention. However, there might be some scope for experimenting a little 
with how the interventions are made available so as to simulate a control group that 

would approximate a truly randomised intervention, thus permitting a causal 
interpretation of the results. 

sample is then randomly divided into two groups: the treatment group and the control 
group. The treatment group then receives the intervention whereas the control group 
does not receive any intervention. Generally, under this sort of design, there is no sample 

truly randomised structure. However, one can devise a pseudo-randomised intervention 
that closely approximates the ideal scenario without becoming prohibitively expensive. If 
this is possible, it might add to a comprehensive evaluation of interventions proposed for 
the Call Centre and BPO sectors. Since more than 60% of the proposed annual budget to 
be devoted to new CtC functions, so to speak, involve skills development (R2.2 / R3.5), it is 
instructive to look more closely at one or more of these skills development interventions. 

Take the proposal of training 2 000 new agents through the planned satellite training centres 
in Khayelitsha and Mitchell’s Plain for example. To simulate a randomised treatment-control 

pool that will make up the treatment group, but are themselves not treated. This can be 
done without discrimination in the following way: the stated goal is the creation of new 
jobs. Therefore, if you already have a job in the sector, you do not qualify for training. This 
means of course that one of the outcomes cannot be whether you get a job or not, as a 
consequence of the training, for obvious reasons. However, another potentially interesting 
outcome is how training affects outcomes like job turnover, tardiness and absenteeism. 

that we ask how training might impact on these issues (the hypothesis being that people 
are more likely to care about their jobs if they are more likely to stay, and that they are 
more likely to stay if they perceive their prospects for career advancement to be good, 
and this is more likely if they are trained than if they are not). This takes care of the 
treatment group in a low cost way. Thus far the design of the intervention is no different 
than the original intention behind the proposal. 

group? Ideally, these are agents currently employed in the sector who have not 
undergone any training (or at least the same kind of training that the new recruits 
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will undergo). We would then have to conduct a baseline survey of agents currently 

would be looking to gather retrospective data on the years of schooling as well as 
other time invariant demographic data. One would also want to collect data on the 

general levels of job satisfaction, skilling, experience, etc. Since this survey is likely 

the agents should not be prohibitive. Here, data on the number of days absent, salary, 
tardiness, etc., must be examined. 

Now back to the treatment group. For each school leaver entering the training programme, 
we would also want to do a baseline survey. The idea is to isolate the same demographic 
and background characteristics for individuals that currently have jobs (but are potentially 
not exposed to any training) as the individuals in the potential treatment group. Note, at this 
stage, neither group has been exposed to the treatment. The treatment is then run over 
three years, with re-interviews being conducted on both groups once the treated groups 
have found jobs. Any observed difference in outcomes between the two groups (after 

impact of the training programme. 

The panel structure of the data will also permit researchers to move beyond looking 
only at the mean impact of the programme across the new recruits, but arguably, more 

individual data. This feature of the data, for example, would permit the analysis of spill
over effects from the intervention. 

7.3.5  What other questions might a well-planned evaluation answer? 
A range of other questions will typically also be answerable with the collection of primary 
data. In the case of the Call Centre and BPO sectors, two examples are suggested. 

This is relevant because one of the themes consistently highlighted in the report is the 

less red tape) as this is a key factor affecting potential FDI in the sector. The way in 
which the proposal around this sector has been structured makes this comparison 

come from industry. By looking at the differential impact across private-public investments, 
we might be able to get a handle on how constraining or enabling the general business 
environment is in this sector. 

Another question that could be answered with data coming out of an evaluation exercise 
is the extent to which the Western Cape enjoys a comparative advantage (relative to other 
provinces) in terms of attracting foreign investment. A widely held view of those who 
work on the sector, it seems, is that the potential pool of agents in this Province enjoy 
a greater degree of cultural empathy with foreign, particularly European, clients. This 
proposition could be more systematically assessed within the evaluation exercise. 

7.4  Funding 

Given that funds for evaluation exercises are limited, the scope of any evaluation 

number of policy interventions will be made, and conducting an in-depth evaluation 
of each of these interventions may simply not be economically feasible. In this case, 
the scope of any particular evaluation exercise should be tailored according to the 
strategic importance of the activities being evaluated and the importance of the 
policy or programme intervention in terms of the resources allocated to it within the 
broader MEDS framework. Moreover, the cost of any evaluation should be in line 

information on the performance indicators is readily available, this will reduce the 
cost of the evaluation exercise. Also, barring exceptional circumstances, the cost 

aimed at. 

7.5  High-level Indicators

So far this Chapter has discussed monitoring and evaluation at the level of individual 
support programmes. But the role of the MEDS can also be evaluated at a more 
aggregate level. In particular, given the importance of knowledge-intensive activities 
for economic development discussed at length in this report, it is instructive to assess 
change over time and relative to other countries.

Of course, regarding the attribution of the role of the MEDS in advancing the Western 
Cape’s knowledge economy, the same caveat applies – in the absence of a control group 
the existence and magnitude of cause-effect relationships cannot be unambiguously 
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determined. But it is possible to make a reasonable case for the impact of the MEDS – or 
the lack thereof – and weigh it against the alternative interpretation. Although it is beyond 
doubt that government has the uncanny ability to make things worse, the insight from 
this Synthesis Report, informed by modern thinking in development economics, is that 
progress of the Province in the absence of a constructive role by government does ex 
ante not look plausible.

Thus government should monitor if the Province is successfully “tuned in” to the global 
knowledge economy. The composite knowledge achievement index introduced 
in Table 2.2 lends itself to such an assessment, both relative to other countries 
and over time. Thanks to work done by the HSRC forthcoming in 2007/07, the 
missing values under “Innovation System” will soon be available. It is also possible 
to estimate Internet diffusion. Government should also assess if the Province is 
“turned on”, namely how it compares to other countries in terms of its information 

Both of these composite indicators – “tuned in” and “turned on” – have in common 
that provincial data to populate them is either readily available or can relatively easily 
be constructed. In addition, two multilateral institutions with Internet-accessible 
databases, the World Bank and UNCTAD, collect this information for the large 
majority of countries in the world. Hence, this provides for easy comparability.

In addition, as composite indices, trends in the knowledge and information 
economies can be assessed in a more disaggregate fashion, and it is here that 
the direct contribution of sector support under the MEDS can be assessed. For 

articles per million population. If the MEDS, through the Cape Growth Coalition 
and attendant initiatives is successful in fostering university-industry linkages, this 
indicator should rise. Therefore it is possible to gauge the contribution of the MEDS 
to these larger objectives of regional development policy.

7.6  Building Monitoring and Evaluation Capacity in the Western Cape 

As we’ve already noted, a serious shortage exists in terms of the capacity to do 
extensive monitoring and evaluation exercises. This is true not only for the Western 

Cape Province, but also for the country at large. However, there is emerging talent in this 
area of research, and much of the available capacity is currently located in the region’s 

tertiary institutions. Tapping into this pool of talent will prove vital in terms of 
strengthening this capacity. Also, this is an area that we strongly support as a 

given to the following areas:

1) Sourcing dedicated funding for setting up an Evaluation Unit within the PGWC: 
The purpose of the unit will involve management of day-to-day monitoring and 
evaluation up to the end of the implementation phase of projects. Since part of 

project directors and the PGWC, it makes sense to have a dedicated team overseeing 
these day-to-day activities within the PGWC. The unit might also lead the process of 
commissioning outside organisations to do the independent impact evaluations in the 
post-implementation phase. 

area: UCT, for example, offers a new Master’s specialisation in the area of behavioural 
economics, a substantial component of which is dedicated to offering training in 
conducting quantitative project evaluations. Graduates from this programme could be 

monitoring and evaluation. Talented students often face the tough choice of specialising in 

come with scholarships) or pursuing what truly interests them and forgoing a lucrative 
scholarship. Partnering with tertiary institutions that can deliver students with these much 
needed skills will require a funding commitment on the part of the PGWC. 

7.7  Summary 

The approach to monitoring and evaluation suggested here, builds on the theme of 
conceptualising the provincial MEDS as a process. To reiterate the message of Chapter 
2, seeing through a development vision requires a long-term view of policy formulation. 
Thus, we view monitoring and evaluation as iterative and recursive. What is important 
is gathering and analysing data that tell little bits of a story, one outcome at a time, 
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work in the long run. Fundamental to this is the need to create the space, time, 
and money to undertake this activity on a systematic basis. We have outlined 

above why monitoring and evaluation is useful, how it could harness our knowledge 
as events unfold, and therefore why it deserves serious attention in any long-term 

development vision. However, we are also mindful of the fact that budgets are limited 
and so we endeavoured to present a menu of possible levels at which this function could 

be operationalised, ranging from the most basic day-to-day surveillance of projects, to more 
ambitious policy experiments that are time and cost intensive. Ultimately, the choice has to 
be made with the same fundamentals in mind, as any other proposal would require: what 

the short-term costs? To some extent, asking questions such as these begin where the 
science ends. 




