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DR RAY RIST’S PROFILE
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RIST, Ray has had a distinguished career which includes a range of high profile government and academic appointments.  He has been a professor at several prestigious universities, and has been a consultant to many national and international organisations, including the World Bank, OECD, DFID, IADB, and a range of corporations, and House and Senate committees in the United States.  The focus of much of this consulting has been on public sector performance, especially that of results-based management and measurement, and he has been an advisor to senior government officials in more than 50 countries. Rist is currently an advisor to the World Bank, co-director of the International program for Development Evaluation Training (IPDET) and President of IDEAS.  He has authored or edited 27 books and has authored more than 140 articles and monographs.
1. INTRODUCTION
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Dr Ray Rist, a well known Monitoring & Evaluation (M&E) expert, visited South Africa in November 2009 to provide training to M&E officials of the Department of Social Development.   Since he was in Pretoria, the Deputy Director-General for M&E at PSC, Mr I.A. Naidoo, capitalized on this rare opportunity by inviting him on the 19th November 2009 to deliver a guest lecture to the PSC.
In his introductory remarks, Dr Rist commended three developing countries for best M&E practices, namely: 

· Chile for Performance Budgeting.
· Sri Lanka for IT systems.
· South Africa for National Oversight.
He praised the PSC for promoting M&E in South Africa.  According to Dr Rist, the PSC has the strongest M&E unit in Africa.   However, he addressed against five critical factors which he termed “Warnings for effective M&E system”, namely: data quality, overdesign of systems, crafting too many indicators, system’s decay and knowledge management. These warnings formed the gist of his presentation. 
The following is an overview of Dr Rist’s warnings and the subsequent questions, comments and responses flowing from his presentation. 
2. IMPORTANT WARNINGS TO NOTE FOR EFFECTIVE M&E SYSTEM
Dr Rist highlighted the importance of the following critical factors for effective M&E System:

2.1  
DATA QUALITY

Always ensure that data collected are credible and valid and can be trusted. If data are distrusted, then the organization is distrusted. In the final analysis, the credibility and reputation of the organization may be compromised. Data quality can be assured by having a panel of experts or group of professors to verify the data and by making use of the national statistics bureau.  
2.2   
DO NOT OVERDESIGN
Keep systems simple and non-complicated in order to be able to understand and explain them. This is advisable as many people are still new in the M&E field and therefore may not cope with complicated systems. Furthermore, avoid setting rigorous data collection standards.  This will ensure compliance or positive response.
2.3  
MONITORING SYSTEMS: DO NOT COMMIT TO TOO MANY INDICATORS
Avoid having too many indicators as this complicates the system and puts high expectations that may not be met. Craft only those indicators that you need.  M&E systems have a propensity to be big.  It is advisable to start small and keep it simple. 
[image: image3.jpg]



2.4      SYSTEMS CONSTANTLY DECAY

Systems decay and people leave, which necessitates constant capacity building, updating systems and hard work in order to avoid data loss.  Organisational capacity is important in order “to stay good and get better” at your activities. 
2.5      KNOWLEDGE MANAGEMENT
Knowledge sharing and trust is crucial to the success of an organisation.  It is important to determine what you know and what you don’t know and to close the gap between what you know and what you don’t know.  
3.        QUESTIONS AND RESPONSES
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Ms K. Henning:  What is the appropriate length of an Executive Summary?
Answer: 

Long M&E Reports are hostile as nobody tends to want to read them.

The Executive Summary should not be more than 4 pages.

Keep the Report short, simple and reader-friendly.

Structure the Report to be Utilisation focused. Take into account the 4 types of utilisations i.e.: Instrumental, Behavioural, Political and Enlightenment.

[image: image5.jpg]


Commissioner J. Matsomela: How does one deal with the lack of knowledge/ information sharing in an organization?
Answer: 

This can be achieved by changing organizational culture.  One possible way is to create incentives for people who share information. Do not reward bad behavior, of not sharing information.  Create conditions for change. 
The following are characteristics of high performing organistions.

· Low on fear i.e. if there’s high fear, people will be afraid to share information whereas if people are low on fear they will be able to share information.

· Information reach i.e. constantly seeking information.

· Admit to problems and try to solve them.

· Be clear on what change is needed by the organisation.

· Think about dissemination and utilization (types of utilization – instrumental, legitimate, enlightenment etc)


Ms A.Seabi: What should the OPSC do to validate and support the data given by client departments in order to ensure that findings and recommendations are solid and based on comprehensive information?
Answer: 

The OPSC need to conduct triangulation in its data collection process, and this can be done by amongst others, using different methods, citizens’ surveys, video summaries, Youtube, content analysis and applying the principle of “trust but still verify”.   Citizen Scorecards are powerful tools for gaining insight on public performance as well as a sense of what’s happening in departments.


Ms M. De Jenga: How important is the quality of systems used to analyse data?
Answer: 

The quality of the systems ensures quality data, authenticity, verification, and credibility. One is able to interpret the findings better and give an account of how one arrived at a certain conclusion (s). He also emphasized the people who have to analyse such data.  Whilst systems are important, people are important too. 

Mr. P. Tembe: Should there a be limit with the number of indicators even though one may have not achieved the objective or should one continue developing more indicators till the ultimate objective has been achieved?
Answer: 

There should not be more than 7 indicators. Set only  indicators on what you need to know.


Ms J. Adams: How does one evaluate a programme with unclear objectives and indicators?

Answer: 

What gets measured gets done.  When wrong things are measured, wrong things are done. 
4. CONCLUSION AND WAY FORWARD 
The guest lecture was a resounding success.  This was attested to by the positive comments made by the participants.   See the comments in Appendix A. 
The general feeling was that the role of the PSC should be to ensure that Dr Rist’s powerful message is cascaded down to the officials tasked with performing the M&E function in departments. In this regard, Ms Mathenjwa, Director: Consultative Evaluations, succinctly charted the way forward on behalf of the PSC as follows: 

Whilst there is a need to applaud the PSC as the best performing institution in the region, there is also a responsibility to ensure that the rest of the Public Service understands what they need to do and how to do it as far as M&E is concerned. 
                ___________________________________
APPENDIX A
COMMENTS BY THE PSC OFFICIALS WHO PARTICIPATED IN THE GUEST LECTURE

Comment 1:
The talk by Ray Rist was extremely important and well timed. However, once-off lectures have limited impact if the intended outcome is greater awareness regarding data integrity, knowledge management and organisational culture. Assessing the Unit against the principles listed by Ray  would be very useful and insightful.  The findings could be used to develop a more sustained skills development programme for staff.

In my opinion, we must develop data analysis techniques which will allow us to mine the considerable database (paper based) we currently have. This will allow us to make more effective interventions. The PSC’s current status as a policing body (SIU is exceeding us by far) instead of promoting/providing solutions to poor and inefficient governance is not sustainable. PSC should be the (think tank) for government.    

The OPSC does not have an advocacy and lobbying strategy (beyond occasional media releases) nor does it appear to have formed relationships with civil society organizations and other constitutional bodies-which will extend the reach and capacity of the OPSC considerably.   
Ms Jolene Adams, Deputy Director: Public Service M&E Systems
Comment 2:
The striking feature about The Doctor’s discussion is that he  singled out the importance of knowledge management and the fact that organizations should acknowledge that there are things they do not know and should avoid systems decay by improving on human capacity through training. Furthermore, the regions should always be involved and that M&E systems should be made simple for easy application or implementation. Emphasis was also put on keeping quality standards for data simple.
Ms Mmapeu De Jenga, Deputy Director: Consultative Evaluations

Comment 3:

I found the lecture to be very interesting and insightful more especially the warnings as they play a very pivotal role in our M&E reports. Dr. Rist mentioned that there is a need for constant capacity building in order for the organization to be successful. I fully support him in this regard. I also felt that concerns and questions were responded to in a professional comprehensive manner.
My concern was whether there should be limit with the number of indicators even though one may have not achieved the objective or should one continue developing more indicators till the ultimate objective has been achieved?
Mr Phumlani Tembe, Senior State Admin Officer: Governance Monitoring 
Comment 4:

Dr Rists’ lecture was quite good especially because he pointed the strength of the South African M&E System and importantly that we are the best in Africa. One would have liked this comparison to be taken further and included developed countries to know how we compare globally. What did not come out clearly was which system this refers to. Does this refer to the PSC’s, the Presidency’s or those residing in different Departments or even a combination of the three. Nevertheless it felt good to know how someone from the World Bank organization, an M&E guru feels about our efforts as a country and the PSC as a lead government institution in monitoring and evaluation of the SA government. I do not think anyone would have been as frank as Dr Rist in pointing out areas of weaknesses. I am also glad that this was said to the right audience with the right leadership able to take those comments further.
Dr Bruno Luthuli, Deputy Director: Compliance Evaluations and Organisational Reviews
Comment 5:

I think the pointers by Ray has strategic implications for the culture in the office, our work processes and also for the organisational structure of the Branch: M&E.  These in short are: 

Organisational culture:  

We have to start encouraging creativity and initiative in the Office again - we have become so timid and rigid in the ways we approach our work, especially what is permitted to be in our reports and the way we write that we are adding no value with these reports that are casted in the "correct" format.  We are still under the spell of "fear".

Work processes:


Following on the culture, our work processes have also become very rigid - not allowing for any development.  Even the legthy reports!

Organisational structure of the Branch:

 M&E. It was clear that Customer satisfaction surveys are monitoring tools.  It should therefore sit with CD: GM and the system should be further developed just like the M&E system - the regional office can also become involved in these and we could do more in a financial year!  The D:PE could be moved to CD:SDCE because all these programmes that are evaluated are focusing on service delivery.  We could also start thinking about a CD for Monitoring (M&E and Citizens Satisfaction Surveys) and an Evaluation CD???

We need more of such discussions and training interventions.

Ms Marie Fourie, Director: Compliance Evaluations and Organisational Reviews
Comment 6:

 On Data quality

Dr Rist emphasized the importance of ensuring that the data we use is of good quality. I therefore think it will be very crucial if officials could be trained in development of database for all the data we use. Maybe such a training can be done in conjunction with Stats SA as they are expects in data management.

On Knowledge management

The establishment of formal mentoring programmes can be used to ensure development of junior officials.

On Citizens score cards
Citizens’ score cards can be used in conjunction with our citizens’ satisfaction survey in order to augment the information that is received through our usual citizens survey.
Ms Masabatha Malene, Deputy Director: Consultative Evaluations

Comment 7:

The guest lecture offered us a rare opportunity of interacting with Dr Rist – a respected international M&E expert.  Like a true father of M&E, he warned us against five critical M&E pitfalls.  His warnings will remain indelible in my memory for many years to come & will certainly guide me throughout my M&E career. 
Like a kindergarten teacher, he presented in a simple, sweet, succinct, step by step and logical manner – even an M&E beginner could have benefitted.  How I wish we could have more lectures of this nature!
Jabu Mathe, Director: Programme Evaluations

Comment 8:

My comment is on the way forward, particularly the role of the PSC in ensuring that such powerful message (Rist’s presentation) gets to the officials tasked with performing M&E function in departments. Whilst we need to applaud ourselves as the best performing institution in the region, we also have a responsibility to ensure that the rest of the Public Service understand what they need to do and how to do it as far as M&E is concern. I believe that if we are able to address a matter of this nature, we will be able to deal with a lot of challenges experienced in departments regarding M&E

Ms Irene Mathenjwa, Director: Consultative Evaluations


                           ______________________________________

