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Abstract

Continuous improvement is a prerequisite for effectperformance of the contemporary public sector
organisations. This research explores the appligabf Deming’s concept of “continuous improvemeirt the
contemporary South African public sector organisati The motive of the study was to identify thejana
paradoxes and the remedial improvement strategias dan be suggested. Using conceptual analys& as
qualitative research technique, a meta-synthesigootinuous improvement theories was undertaken and
triangulated with the results of empirical studesmducted on continuous improvement in the Souttica
public sector organisations. In contrast to thécaldtion in the continuous improvement theory ¢ériRPDo-
Check-Act, the concept of continuous improvemens aund to be overshadowed by over-emphasis of
monitoring and evaluation which are also in tungédy saddled by unsupportive cultural practicesffective
implementation of improvement measures and lackasfly discernible plans. In the context of suctagaxes,

the study enriches the existing theories by sugygst five steps’ (Analyse-Plan- Improve-Measumpiove)
cyclical framework that the public sector manageas emulate as a moderator for undertaking effectiv
continuous improvement in the increasingly conterapocomplex and demanding public sector orgarigati
Keywords: a cyclical framework; continuous improvement, perfance, public sector organisations

1. INTRODUCTION

A continuous improvement framework that a publictse organisation uses predicts the extent to witiéh
able to perform more effectively (Bamberger, RaoWbolcock, 2010:16; de Waal, 2010:86). Continuous
improvement is an iterative cyclical analytical gees that edifies the identification of major iritubs and
relevant changes and modifications that can be rteidesn to ensure effective organisational perforzean
(Bamberger, Rao & Woolcock, 2010:16; de Waal, 28a)): Continuous improvement renders public sector
managers more responsive to the increasingly commhel changing demands of the contemporary citizens
Although the essence of continuous improvement igdely recognised in the South African public sector
organisations, empirical facts indicate not onklaf a suitable framework, but also stronger stiigin of the
notion of continuous improvement with concepts adnitoring and evaluation. Monitoring and evaluation
moderate effectiveness of continuous improvemeetig®ick, 2010:5). However, an analysis in the cxinté
Deming’'s PDCA (Plan-Do-Check-Act) theory heraldsnitoring and evaluation as just a single technitpre
continuous improvement. Such approach limits theeashment of the concept of continuous improvenient
the South African public sector organisations. $&vecholars have examined different discrete tieglas such

as performance management and benchmarking agatritbr enhancing effectiveness of continuous
improvement in the contemporary South African puldector organisations (Radebe, 2014:14; Sedgwick,
2010:5). However, most of them have not evalugtedritegrated continuous improvement framework tlaaut

be adopted by the executive authorities in the emopbrary public sector organisations (Hoffman, 2040
Schussler, 2012:7; Schwella, 2013:16). It is sugagthat this research fills by undertaking a rsstathesis of
theories on continuous improvement vis-a-vis thpragch for continuous improvement in the South i
public sector organisations. Such analysis wouldlifate the identification of the major inhibito@nd an
integrated continuous improvement framework thatlea suggested.

2. LITERATURE REVIEW

The evolution of the contemporary continuous improent theories was shaped by the primary quality
management theories of the 1960s (Stone, 20123ifanthi & Samuel, 2011:16). One of such theoddke
Kaizen quality management philosophy that agitdéescontinuous improvement through identificationda
elimination of wastes. This edifies minimisationaafsts and improvement of the overall operatioffdiency

of an organisation (Stone, 2012:120; Suganthi & $n?011:16). Kaizen quality management philosoglisp
shaped Peter Drucker’'s (1968:4) argument in a sanpaper titled: “Managing in turbulent times” that
continuous improvement and innovation are centifdhrp in the quest for improving an organisational
performance. In that paper, Drucker outline ther fetnategies for continuous innovation and improgatrio
encompass; organised abandonment, continuous giatuonprovement, exploiting successes and intiova
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Drucker argues that organised abandonment is ontheofstrategies for improving the performance of an
enterprise (Drucker, 1985:16). Abandonment conndtes process of conducting relevant analysis and
identifying the processes, products or ventures mhast be eliminated. He reveals the eliminationsoth
processes, products or ventures contributes ty edst reduction and the freeing of resources hiedd up in
redundancies (Drucker, 1985:16). However, poing the application of the organised abandonment iveis
accompanied by the second strategy that emphasiséisuous productivity improvement (Rasheed andu\b
2007:161). Drucker argues that gradual incremearttatinuous productivity improvement influences taming
around and improvement of the performance of aarprise (Olsen, 2009:559). In this endeavour, Ea@xs
that significant attention must be directed towaregaluating and identifying quality, process, and
methodological and system’s inhibitors. Throughhsapproach, the executives are often able to ingtbe
quality of their services, products and processthereby impact positively on the improvement of the
competitiveness of an enterprise (Olsen, 2009:589)such strategies are being undertaken, Druakggests
that exploiting of success is part of the completagnstrategies that must be undertaken.

Drucker reasons that as much as the performanoeost enterprises is in most instances marred by
challenges, executives need not focus on challeriméson exploiting successes. Drucker argues dkathe
executives solve the identified problems and foonsexploiting success, their overall level of inaten
improves (Olsen, 2009:559). This edifies the idamtiion of new opportunities for further profitéiby and
growth. Part of the strategies for exploiting seses includes improving or increasing the usagbeoexisting
products, quality improvement and investment inrapenal improvement strategies such as the adopmifo
relevant technologies to drive costs down (OlsedQ92559). As the executives focus on exploiting the
prevailing opportunities, Drucker highlights esserfor the executives to invest heavily in innovatiand
continuous improvement to reap more opportunitiesovation is the process of investing in the atitn and
invention of new ideas to change and transformptfesent operational process and methods. Innowtitso
entail investing new product development, improvetrgroduct features, quality and new ventures (8akb
2010:91). Innovation is critical for effective permance of the contemporary business enterprides miodern
business enterprises operate in turbulent timesacterised by constant changes in the politicabnemic,
technological, ecological and legal variables (Sadkb2010:91). This implies that the application tbe
accompanying change and transformational stratégiagtical for enhancing the diffusion of the fgwdopted
ideal throughout the entire enterprise (Kai, 2008)5Kaizen quality management philosophy was also aéntr
in the evolution of process and quality managenteahniques such as Total Quality Management (TQM),
performance management, benchmarking, lean opesahtgystem, process re-engineering, restructurimg) a
Taguchi quality management methods (Singh & Si2gi.3:39).

The six-sigma’s DAMAIC'’s concept of define, measuaaalyse, improve and control has been widely
transposed into the techniques for managing cootisimprovement in most of the contemporary pussictor
organisations. However, other theories herald #ffeess of continuous improvement process to baenaded
by seven processes encompassing the formulatiavodé teams and identification of the areas of @rajes
that need improvement, identification of the roatiges of the problems, and charting the ideal psasethat
need to be identified and eliminated (Deming, 199%udin, Frolova, Gryzunova & Shuvalova, 2015:244)
This is followed by identification of inhibitors tenhance the realisation of the ideal model, impletmg
change, and monitoring and evaluation to assessheth¢he process for the implementation of theviaaie
changes is successful. Following the introductibthe concept of New Public Management in the 1980s
notion of continuous improvement has been incregggiimtegrated in the domain of public sector maragnt
(Hoffman, 2010:14; Schussler, 2012:7; Schwella,08). However, the adoption of a more meaninghd a
coherent framework that renders it easy for marsaged employees in the contemporary South Afriaalip
sector organisations to apply the concept of cootis improvement with relative ease seems to beayet
challenge (Department of Performance Monitoring Brdluation-DPME, 2015;16; Klijn, 2008:233; Sedghkyic
2010:5; Singh & Singh, 2013:39). Instead, empirfeaks indicate it is not only lack of appropridtamework
which is a challenge, but that also the endeavountlertake the necessary improvement measurésisféen
constrained by skills’ shortages and lack of tragnbf supervisors on the required statistic coninefthods.
Other challenges are linked to poor commitmenhefadministrative and political interface, poor@opanying
change and transformation of the organisationdaticai Department of Performance Monitoring and Bstbn-
DPME, 2015;16; Klijn, 2008:233; Sedgwick, 2010:5ngh & Singh, 2013:39). It is such limitations that
motivate this research.

3. PROBLEM INVESTIGATED

The use of less integrated and coherent contintmpovement framework saddles effectiveness ofinanus
improvement initiatives undertaken in the conterappiSouth African public sector organisations.$baaffects
the translation of the process of the implementatibdifferent government programmes to attain oxdy the
desired outputs, but also outcomes that in the tangmpact positively on the wider population.
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4. PURPOSE OF THE RESEARCH

The purpose of this research is to undertake a-pyetthhesis of theories on continuous improvemestavvis
the approach for continuous improvement in the ISdftican public sector organisations, so as taiifg
major inhibitors and an integrated cyclical contins improvement framework that can be postulated.

5. METHODOLOGY
In a bid to accomplish the above indicated reseptrhose, the study uses conceptual analysis, paadfisally
a meta-synthesis as a principle qualitative re$es@echnique (Blanchette, 2012:46; Boghossian, 2B8L:
Shelby & Vaske, 2008:99). The process for the agisiiment of a meta-synthesis was guided by thriéiead
research questions:
*  Which continuous improvement framework is usedhie tontemporary South African public sector
organisations?
* What are the major inhibitors of the continuous iaygment framework used in the contemporary
South African public sector organisations?
« Which framework can be suggested for undertakingntagrated cyclical continuous improvement in
the contemporary South African public sector orgations?
In a bid to seek answers to these research qusstiometa-synthesis of different theories and peiapirical
studies were undertaken using four main steps:
«  Critical analysis of continuous improvement thesiirethe contemporary public sector organisations.
» Evaluation of prior empirical studies on the methaad challenges of continuous improvement in the
contemporary South African public sector organ@sai
These were followed by identification and mappirfgtteemes to develop an integrated cyclical contirsuo
improvement framework that can be adopted by theeroporary South African public sector organisation
The details of the results of meta-synthesis aygesented in the next section.

6. FINDINGS

The findings of the meta-synthesis are examinedraang to the two sub-headings that include:
e Theories: Critical steps for continuous improvemarthe contemporary public sector organisations.
e Empirical Facts: Continuous improvement in the 8dfrican Public Sector.

The details are as follows.

6.1 Theories: Critical Steps for Continuous Improvenent in the Contemporary Public Sector
Organisations

A meta-synthesis of different theories on contimigmprovement implies most authors strongly suppioet
articulation in Deming’s PDCA theory that effectngss of continuous improvement is moderated by the
application of a four-step’s framework encompasgen-do-check-act (PDCA) (Deming, 1993:9; Drucker,
1968:4; Putnik, 2012:179; Stone, 2012;120; Sugarahd Samuel, 2011:16). These four steps and their
associated defining variables are illustrated guFe 1.
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Figure 1: Critical Steps for Continuous Improvement in tren€@mporary Public Sector Organisations
Source: As derived from the interpretation and compariebDeming’s PDCA theory with the views of authors
such as Drucker (1968:4), Putnik (2012:179), S{@®4.2;120)

e Plan
Planning requires relevant analysis and outlinimgical objectives and activities that must be efffecly
accomplished to enhance the attainment of suckegicaobjectives. It is the planning phase thaibrafises
how the process of continuous improvement can ldemaken (Deming, 1993:9; Drucker, 1968:4; Putnik,
2012:179). Critical steps for formulating the cootus improvement plan include situational anajysie
identification of major inhibitors in the internaind external organisational environment, the oatlf the
critical strategies through which such internal arternal inhibitors can be tackled. These stepdaiiowed by
doing.

« Do
Doing is the process of putting into actual practihe adopted remedial and improvement strateffiedso
outlines tactics and critical actions outlininges| responsibilities and duties that managers amuogees in
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different departments and units need to effectivadgomplish to edify the implementation of all ttritical
improvement and remedial measures (Stone, 20123ifanthi, and Samuel, 2011:16). The completiothef
implementation of relevant remedial and improvemerasures leads to checking and studying to assess
whether the remedial and improvement measures hthe¢ been put in place are contributing towards the
attainment of the desired positive effects.

*  Check
Checking requires the use of the appropriate framnke¥or monitoring and evaluation (M&E). Monitoringfers
to an ongoing systematic process of assessing xfemteto which the process of project implementatis
influencing attainment of the desired positive omes. Evaluation is a periodic analysis of efficignmpact,
relevance and sustainability of the effectivenekproject implementation (Adato, 2011:11; Dudinpeva,
Gryzunova & Shuvalova, 2015:244: Maletic, Maletic &omiscek, 2012:35; Preble & Hoffman 2012:26). The
effectiveness of M&E framework is predicted by thirity of the outlined quantitative and qualit&tiv
indicators, selection of appropriate interface ohufitative and qualitative M&E methods, the apgdiion of
appropriate quantitative and qualitative techniqfe@sdata analysis and interpretation, and idesdtfon of
inhibitors and intervention strategies that canubeertaken to influence improvement of the orgditgal
performance (Garbarino & Holland, 2009:7). Depegdim the targets and baselines outlined in theiramis
improvement plan, indicators are the symbols thastnbe clearly outlined to highlight the criteriar fthe
assessment of the effectiveness of the proceghdamplementation of the continuous improvemenasoees
(Preble & Hoffman 2012:26).

Indicators can be input, process, output, and omécand impact indicators. Input indicators fadiéta
evaluation of the level of optimisation of financ&nd non-financial resources used in the impleatémn of
continuous improvement strategies (Adato, 2011Dadin, Frolova, Gryzunova & Shuvalova, 2015:244).
Process indicators measure efficiency and effectise of programme implementation, as output indisat
assess the results of the effects of programme-vis- the amount of resources used. Outcome iraiEat
evaluate the short-term effects of a programmehenirhprovement of the condition and standardsvirfidi of
the population. Impact indicators on the other héocls on the evaluation of the long term effectsao
programme (Adato, 2011:11; Dudin, Frolova, Gryzumo% Shuvalova, 2015:244). The clear outline of
indicators is followed by the actual quantitative&®l process of monitoring and evaluation using téghes
such as surveys, KAP (Knowledge, Attitude and Reas) survey, case study and analysis of existiaijstcs.
Qualitative M&E techniques encompass the use ofruews, focus group discussions, rapid appraisals,
performance management, benchmarking, lettergeasi report cards and telephone hotlines. Aftérvent
data has been collected, quantitative analysigténaindertaken using parametric (t-test, analgéigariance
(ANOVA), multivazriate analysis, correlation analysind regressive analysis) and non-parametric (Egts-test
and chi-squared () analysis) (Maletic, Maletic & Gomiscek, 2012:35eble & Hoffman 2012:26).

« Act
The interpretation of the results of qualitatived aquantitative data analysis influences the assessof the
level of progress of the implementation of the ewmus improvement measures (Corder & Foreman, :3014
Maluccio, Adato and Skoufias, 2010:29; Pepper &dslireg, 2010:140). It also enhances identificatidérihe
causes of failures and the intervention remedidliamprovement strategies that can be undertakemeSis the
deficiencies explaining the organisational failusge often linked to lack of political commitmemtunicipal
capacity constraints and poor service quality marmant. Other challenges are usually related to poor
investment in the governmental efficiency improveinstrategies such as the establishment of eldctron
government and the adoption of the service deliveigdels such as one-stop-shop citizen-centric aervi
delivery models. Some of the difficulties can arfimem the poor responsiveness to the changes igitizens’
needs resulting from the changes in demographasdhn precipitate rising demand for investmeniniore
educational and health facilities as well as thevigion of social security services (Pepper & Spegld
2010:140). The rise in a country’s demographic égualso implies that the government must be resperio
the employment needs of the population. This caradmmplished by improving the performance of state
parastatals and the creation of a favourable bssimsvironment for local and foreign direct investihs
(Corder & Foreman, 2014:5). Depending on the natdirdne challenges identified, the iterative pracasthe
continuous improvement initiative suggests thatlipubanagers must be able to cyclically apply therfstep’s
framework of Plan-Do-Check-Act (PDCA) until all timew challenges are identified and addressed (Miluc
Adato and Skoufias, 2010:29; Pepper & Spedding02eD). However, that seems not to be the cashkein t
contemporary South African public sector organ@sai

6.2 Empirical Facts: Continuous Improvement in theSouth African Public Sector

Empirical studies and different government documentlicate M&E is perceived in the South Africarbpa
sector organisations as a tool that facilitatesitelg of relevant information and data on the ssses and
failures of the process of project implementatibloffman, 2010:18; Radebe, 2014:14; Schussler, 201Zhis
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renders it possible for public sector managersdamtify major impediments and determine the renieafial
improvement strategies that can be adopted. Howeler limited linkage of M&E as a critical tool for
enhancing effectiveness of continuous improvemaéltlisnits the entrenchment of the notion of cantous
improvement in the contemporary South African puldiector organisations. Effectiveness of continuous
improvement is not only enhanced by the four stéaisework of Plan-Do-Check-Act (PDCA), but also thg
critical success factors encompassing skills amdpetencies of the employees, and change and trametion
of the organisational structures, practices antucail(Department of Performance Monitoring and Estbn-
DPME, 2013:29; Department of Performance Monitordmgl Evaluation-DPME, 2013:22; Mabe, 2015:5). The
effectiveness of these factors is also predictedhigyoverall resources’ availability and commitmeitthe
political and administrative leaders to implemend aapply relevant remedial and improvement strategi
Unfortunately, empirical facts and different gowaient documents indicate that such factors aretélimajor
inhibitors of the effectiveness of M&E as an iriti@ for enhancing the embracement of the concdpt o
continuous improvement (Department of Performanamikdring and Evaluation-DPME, 2013:29; Department
of Performance Monitoring and Evaluation-DPME, 2@P3 Mabe, 2015:5).
6.2.1 Inhibitors: Continuous Improvement in the Soth African Public Sector
A meta-synthesis of different empirical facts irat&s that the inhibitors of effectiveness of camtins
improvement in the South African public sector éinked to poor organisational M&E culture, ineffeet
implementation of improvement measures and uneadiscernible plans (Department of Performance
Monitoring and Evaluation-DPME, 2013:29; DepartmentPerformance Monitoring and Evaluation-DPME,
2013:22; Mabe, 2015:5).
e Unsupportive Organisational Culture
M&E can only influence effective application of tkencept of continuous improvement if ordinary eoyples
and managers recognise M&E as a technique critichbnly for enhancing effectiveness of the orgatisal
performance, but also their individual performagideffman, 2010:14; Schussler, 2012:7; Schwella,3208).
Empirical facts in the contemporary South Africambjic sector organisations however indicate chaaige
transformation of the organisational culture nob&supportive for edifying M&E’s effectiveness asool for
continuous improvement. M&E is still strongly degts among managers and employees as a policy and
controlling tool rather than a technique for contins improvement. Ordinary employees and managetls f
M&E leads to the interference with the internal aemental activities and usurpation of the rolest $hould
have been accomplished internally by managers apdrgisors (Department of Performance Monitoring an
Evaluation-DPME, 2013:18; Public Service CommissR8C, 2008:244; World Bank, 2011:37). Such
unwillingness on the part of the employees and marsaffects effective management of data qualityrisure
that decisions of the analysis and improvementegiias that can be adopted are based on soundyodata.
Internal and external M&E influence measuring of get performance targets against actual perforenand
the identification of the solutions that can be @dd to drive performance (Hoffman, 2010:14; Sclauss
2012:7; Schwella, 2013:16). However, effectivenekshe internal M&E seems also to be underminedaby
stronger culture of compliance among internal mamagThis limits continuous learning and improvemen
Besides the undertaking of M&E as a formality rattlean as an embedded organisational culture, ther o
challenge is linked to the fact that M&E has onften been undertaken to focus on the evaluatioougfuts,
and not outcomes and impacts on the wider populalibis affects effectiveness of learning, accobitita and
application of the appropriate remedial stratediesther words, there is a challenge of transfagrattitudes
and perceptions of managers and ordinary employd®Esit the importance of M&E as a continuous
improvement tool.
* Ineffective Implementation of | mprovement Measures

Effective embracement of a culture of continuoupriovement is influenced by the extent to which pubéctor
managers are able to effectively implement relevestnedial improvement measures (Department of
Performance Monitoring and Evaluation-DPME, 2013:R8blic Service Commission-PSC, 2008:244; World
Bank, 2011:37). The Public Service Act and the Rubinance Management Act provide a legal discgrin
framework that can be used by executive authoritiesoster accountability and consequences for poor
performance (Department of Performance Monitoringd aEvaluation-DPME, 2013:18; Public Service
Commission-PSC, 2008:244; World Bank, 2011:37).sTlegal framework contributes towards improving
performance by deterring other employees and masdgem engaging in activities for which discipliya
actions were instituted. A challenge however arfses the unwillingness of most of the executivehauities
to apply the required disciplinary measures (Hofima010:14; Schussler, 2012:7; Schwella, 2013:T&p
M&E regulatory framework bestows the responsibilfr holding employees accountable on the external
monitors, as the disciplinary regulatory framewerkphasises the need for internal accountabilitys Treates
conflicts and lack of cooperation between extenmanitors and executive authorities as to the aithor
responsible for holding departmental employees aaedle for poor performance.

Since the responsibility of external monitors seeamsoverride the responsibility of the internal
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executive authorities, it signifies that most of #xecutive authorities are often less willing ¢ @n the report
provided by the external monitoiSuch a challenge limits the remediation of the fified inhibitors and the
application of relevant improvement measures. Ttherompediments of the successful implementatibthe
continuous improvement measures are linked to dle& bf sufficient financial resources and criticills
necessary for the implementation of certain speéifiprovement programmes (Department of Performance
Monitoring and Evaluation-DPME, 2013:18; Public Bee Commission-PSC, 2008:244; World Bank,
2011:37). The South African public sector organiset are riddled with a lot of challenges and cotimge
priorities. In effect, only priorities that rank itgi highly are considered during the budgetarybaehtions. Due
to resource constraints, it therefore signifiest thaly a few of the prescribed remedial and improgat
measures are often implemented. The overall srordgritical skills seems to affect also the fotation of
clear plans on which the process for monitoring @wdluation as a technique for enhancing continuous
improvement is based.

e Poorly Discernible Plans
The extent to which plans are easily discerniblgéssons who are not its formulators influencesatiine of
critical activities that must be accomplished ia #ndeavour for the implementation of continuougrowement
(Department of Performance Monitoring and EvaluaitPME, 2013:18; Public Service Commission-PSC,
2008:244; World Bank, 2011:37). Easily discerniplans often display clear strategic visions, missjayoals
and objectives. Discernibility of plans is alsoess®d by the clarity of the outlined baselinesiaditators. It is
such indicators that are often transposed intactheria for monitoring and evaluating the succaesd failures
of the process for the implementation of differenpntinuous improvement programmes (Hoffman, 201,0:14
Schussler, 2012:7). The effectiveness of the gii@mtplan is further determined by the extent to chhit
provides the necessary change theory that can tivevprocess of activities’ accomplishment andttaeslation
of outputs into the attainment of the desired ones. However, lack of essential skills at the mipaiclevels
has often prevented the formulation of easily disitde plans. In most of the cases, most of thegrdted
municipal development plans do not provide clesgdts against which the actual performance candsesuored
against the expected performance (Hoffman, 2010Schussler, 2012:7). This affects the effectivenefss
monitoring and evaluation to identify the commohilritors and the relevant improvement measurescdimate
adopted. Poorly formulated indicators also undeentie ability of relevant officials to collect rgbnt baseline
information on the outlined indicators (Klijn, 2010; Prugsamatz, 2010:246; Whittington & Galpin1@@0).
This limits the assessment of the effectivenegh@®process of programme implementation on thénatent of
the desired outcomes. The introduction of the newtls Africa’s Public Administration and Managemeili
and the National Development Plan seeks to imptbeeskills and competencies of all public servautsas to
improve among others the quality of planning anglémentation of relevant government programmesat t
municipal levels (Schussler, 2012:7; Schwella, 2088 Although the positive effects may be reflecte the
near future, present trends indicate uneasily didgke plan to be a major challenge in the impletaton of the
measures for continuous improvement.

7. DISCUSSION

Conventional theories on the use of the concemooatinuous improvement in the contemporary pubdicter
organisations indicate most authors to agree wiémibg’'s PDCA theory that the effectiveness of ammius
improvement is enhanced by the four steps enconmggsglanning, doing, checking and acting (Deming,
1993:9; Drucker, 1968:4; Putnik, 2012:179; Ston@l2120; Suganthi, and Samuel, 2011:16). Although t
essence of continuous improvement was found tdbeashed in the South African public sector orgatiiss, a
meta-synthesis of different empirical facts revdalee concept of continuous improvement to be adeen by
the over-emphasis of monitoring and evaluation.idgotdocuments and regulatory frameworks highlight
monitoring and evaluation as critical for assessiffgctiveness of project implementation and efigitrelevant
information that can be used to inform later poligcisions(Auditor General, 2013:12; National Piagn
Commission, 2011:144; Rothstein & Teorell, 2008)16%owever, lack of a coherent framework reflectimg
semblance of Deming’s PDCA theory seems yet to bletarrence of the extent to which most of the Bout
African public sector organisations are able toi@ah enormous positive outcomes from their preapptroach
for undertaking continuous improvement. The usa obntinuous improvement framework aligned to Deysin
PDCA theory edifies improvement of the clarity agtidcernibility of plans, systematic process of pemgme
implementation and the identification and remediatf all the major inhibitors (Hoffman, 2010:14;Hsissler,
2012:7; Schwella, 2013:16). It also fosters auwreltof learning from the existing challenges andtiomous
improvement among the ordinary employees and masad¥ith Deming’s PDCA theory not effectively
integrated in the continuous improvement framewaskd in most of the contemporary South African joubl
sector organisations, it is therefore not surpgigimat a meta-synthesis of different empirical §aotlicates that
the inhibitors of effectiveness of continuous immment in the South African public sector are Iohite poor
organisational M&E culture, ineffective implemenat of improvement measures and lack of easilyatisble
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plans (Hoffman, 2010:14; Schussler, 2012:7; Sclay@i013:16).
8. MANAGERIAL IMPLICATIONS
In a bid to effectively link it's the existing M&Hramework to Deming’'s PDCA theory of continuous
improvement; it is recommended that the executiwbaities in the contemporary South African puldector
organisations must consider using a cyclical fraor@vpostulated in Figure 2. This will require thidisation of
the steps encompassing:

A Step 1: Analysis-

Analysis would require

satpacronal analvses chae
wmvalves internal and external

envirommental analvsis

s for contnuoys
improvemest as well as dear

baselings. mdicartes & crpical

activities 1o be accompls Lo
enhance the undertpking of
CONLIMIONS IMPIOVEmenL.

o —

s s el g e i e g

Improve

Ill'lj"-ll:ll'{'ll'll'l'll CJI:I.II_L:{‘_\.

1S1ep 3:

lplement the plan o not ondy remedy the

et acdentafiod dunng swmmional sy
but also vo mprove the pedommance of the
adertilied government deparimenc, Thus muse be

secompanted by the migasures fir changmg and
riatnfoming the organisational strctures &

autlirre 1o be supponive of the newly inteodueed

el

M-Siep 4 Measure-ME&L

dguantet; } AL, PrOCess, Lo,

i e & nnpac 1||-H[1L'-I|I.|I'-'.\- i \'\-'{‘JI

/
as the qualicative and quanutative
M&E rechmoues to be used.

I Sitep i Lprove-

]Iﬂ]\[n‘]‘l)l‘]'ﬂ cotrective & HIDCOVCINENL

measures (Crtical Success Factors-
execunve authorties commarment,

Ct‘|]ﬂl‘t3fﬂﬂlﬁl1 h?r.wctn 2L‘|FI1I]'IJ:'\-U'.ILI\T
& polincal spheres of government,
sufficient financral resources, &
stronger municipal & ward capacity
Figure 2: A Five-Step’s Integrated Cyclical's (Analysis-Pianprove-Measure-Improve-APIMI) Framework

for Continuous Improvement in the South African RuBector Organisations

Source: Researcher's own construct as derived from thanguilation of the theories on continuous
improvement with the results of empirical studiemnaducted on continuous improvement in the Southcaifr
public sector organisations.

e Analyse
For public sector managers in the South African lipubector organisations to understand the critical
improvement measures, the analysis of the extemélinternal environmental trends is critical. Exg and
internal environmental analysis can provide suffitiinformation for public sector managers to ustierd
internal and external challenges and opportunttias can be used to enhance the planning of théncaus
improvement measures that must be undertaken. rattemvironmental will require the evaluation ofth
demographical trends and implications on the defivéd services such as education, health and seetlrity
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services. This must be accompanied by the evaluafithe changes in citizens’ needs for efficiamd affective
delivery of services such as water, electricityysing and infrastructure, as well as how trendsraddhe globe
is shaping the perception of the local populati@ther external environmental trends that can bduated
include technological changes and impact on goventah operation, and performance of the economytlaad
overall level of optimisation of the available rastes to finance different socio-economic actigitie
Internal analysis can involve the evaluation of tesponsiveness of the National Development Plan-

NDP, Integrated Provincial Development Plan-IPDRngegrated Municipal Development Plan to a coustry’
major concerns. Further assessments can also teetaieh to facilitate the understanding of the llefethe
interpretation and successful implementation othsplans at the municipal and ward levels. Otheasiref
internal environmental analysis in the public calt@mpass evaluation of the degree of collaboratiod
cooperation between the administrative and politieadership at all levels of the governmental cties,
adequacy of the allocated financial resources, smithbility of the existing human resource skilleda
competencies. Besides assessment of the leveleointBgration of technology to enhance effectivenaisd
efficiency of governmental operations, public sectmnagers must also assess the extent of thdiedieess of
the use of appropriate management techniques suicimavation, benchmarking and process controht@mace
resource optimisation. These must be accompaniedrtajysis of the effectiveness of the use of good
governance techniques such as accountability, ns#imbty and transparency, overall governmentdicefncy
and degree of responsiveness to the changes ie#us of the population.

* Plan
The first activity in the formulation of the plaarfcontinuous improvement will require the outliofeobjectives
that must be achieved as a result of the implertientaf continuous improvement measures e.g imprerg
of the quality of the quantity of services deliver® the population, improvement of governmentéicieicy,
employment creation etc. This must be followed ly dutline of clear baselines and indicators faleating
the successes of the continuous improvement pldth @ear objectives, baselines and indicatorsioed,
public sector managers need to also outline clitcdivities to be achieved. Some of these ac#sitmay
include investment in infrastructure and policyieswv to create conducive investment environmentitaudate
the creation of new employment opportunities. Ib @dso entail undertaking relevant modificationstioé
National Development Plan-NDP, Integrated ProvinBiavelopment Plan-IPDP and the Integrated Municipa
Development Plan to effectively respond to a coustnew major concerns. Other critical activitieaymnvolve
the use of e-government technologies to create @ mitizen-centric government, fostering good goeece
and management competencies to improvement resoptaaisation, and partnership with the privatetsec
and the communities to initiate and implement nesgpammes at the ward levels. This also be accommgpdny
undertaking measures for strengthening the compieteand capacity at the municipal and ward lexadsyell
as investment in research and innovation to enhdineedegree of a government’s responsiveness to the
emerging new needs and demands of the population.

e Improve
In terms of the improvement measures, implemenptae to not only remedy the challenges identifieding
situational analysis, but also improve the perfaragaof the identified government department. Thistbe
accompanied by measures for changing and trangigrrtie organisational structures and culture to be
supportive of the newly introduced improvement ajem

* Measure
From the continuous improvement plan, outline dafilie and quantitative input, process, output, anttome
and impact indicators. Use quantitative M&E teclueig| (surveys, KAP(Knowledge, Attitude and Prac)ices
survey, case study and analysis of existing sieg)stand qualitative M&E techniques (interviewsgds group
discussions, rapid appraisals, performance managenenchmarking, letters, citizens’ report cardsl a
telephone hotlines). The quantitative data analgsibniques that can be used include paramettés(t-analysis
of variance (ANOVA), multivariate analysis, corriten analysis and regressive analysis) and nonapstréc

tests (sign-test and chi-squarexl?) analysis). Qualitative data analysis-use caniletita use of thematic
content analysis to identify challenges linked he butlined input, process, output, and outcome iammhct
indicators. After the identification of further imgvements can be still be undertaken.

¢ Improve
In the context of the changes in circumstancestiaaahallenges identified from the quantitative godlitative
M&E results undertake the necessary correctiveimpdovement measures. This must be however accdetpan
by considering the key success factors encompassimgmitment of the executive authorities to impégmthe
adopted improvement measures, a strong interfadeeba the administrative and political spheres of
government, sufficient financial resources andngjtieening the capacity at the municipal and waveélte This
leads to a cyclical process involving another ptafsstuational analysis, planning, implementingphmvement
measures, monitoring and evaluation and improvgaira
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9. CONCLUSION

Considering the increasing new challenges thattimemporary South African public sector organisaiface,
continuous improvement is a prerequisite for reingirmore responsive to changes in citizens’ needs a
demands. Unfortunately imply the effectivenesshaf toncept of continuous improvement is still ireid by
lack of appropriate continuous improvement framéyppor organisational culture of continuous impment,
ineffective implementation of improvement measuwand lack of easily discernible plans. The studg Sluch a
gap by postulating a five-step’s integrated cy¢lmantinuous improvement framework that can be ety
the South African Public Sector Organisations. Heave future studies can explore the required chaagk
transformation for the practicalisation of suchriarfework.
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