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ABSTRACT

South Africa is held up internationally as a beacon of good practice in terms of its efforts
to promote gender equality, the increased number of women in leadership positions in
all spheres of government is testament to this. The representation of women in all
spheres of government is advocated for and promoted by legislation and policies that
aim to promote a gender focus in all government procedures and programmes.
However, representation alone does not guarantee the promotion of gender equality;
representation should be supplemented by a focus on gender in all aspects including
training and development of councillors in local government.
The research focus of this dissertation is the Municipal Leadership Development
Programme (MLDP) offered by the Department of Cooperative Governance and
Traditional Affairs, under the Local Government Leadership Academy. The MLDP is a
leadership development programme offered to councillors in local government in order
to improve their leadership skills. This study highlights the need and importance of
incorporating a gender focus in leadership development programmes offered to women
in local government by identifying the extent to which gender considerations have been
built into the Programme evaluation. The study is conducted using qualitative research
methodology. This is done in the form of individual and focus group interviews with the
Programme developers, Programme participants, Programme coordinators and the
Programme facilitators. The aim of these interviews being to gain an understanding of
the perceptions, views and experiences of the stakeholders in the Programme regarding
the

current evaluation framework of

the

Municipal Leadership

Development

Programme.
In line with the results of the interviews with the Programme stakeholders’ regarding the
effectiveness of the MLDP evaluation framework in building gender considerations into
the Programme evaluation the study proposes a gender evaluation framework. A
gender evaluation framework is an evaluation framework that builds in gender
considerations at every step in the evaluation framework to ensure that the
xii

effectiveness and impact of a Programme is not hampered by underlying gender
barriers. This dissertation provides recommendations for the implementation of the
proposed gender evaluation framework for leadership development of women in local
government. This is done in order to ensure that the gender focus that has led to South
Africa being held up as a beacon of good practice cascades to leadership development
evaluation.

xiii

CHAPTER 1
INTRODUCTION

1.1 INTRODUCTION
Local government is regarded as the core of service delivery as it is the government
arm closest to the people. Developmental local government necessitates new
knowledge, skills and competencies from councillors as political leaders to display the
leadership skills necessary to carry out their political responsibility. In this regard, the
leadership development of councillors becomes an important aspect of meeting the
objectives of developmental local government and forms part of the training and
development programmes in local government. Training and development programmes,
however, need to be constantly monitored and evaluated in order to ensure that they
lead to fully capacitated councillors with the skills that will promote service delivery in
local government.
In evaluating the leadership development programmes in local government, it is
imperative to take into account the significance of the increased participation of women
in local government and their increased representation in political structures in the local
sphere of government. This requires evaluation with a specific focus on gender,
because if evaluation does not reflect gender differences, specific gender needs might
be overlooked and leadership development programmes will fail to support the
empowerment of women.
The research focus of this dissertation is on the evaluation of the need and importance
of a gender evaluation framework for the leadership development programmes offered
to councillors in local government. The research aims to provide a gender evaluation
framework in order to improve the effectiveness of the leadership development
programmes in local government, by taking gender differences into consideration in the
evaluation of these programmes.
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1.2 BACKGROUND
Evaluation involves assessing the strengths and weaknesses of programmes, policies,
products and organisations to improve their effectiveness. Critten (1995:157) states that
“defining evaluation is like defining „quality‟, we all know what it is and can recognise its
outcomes but when it comes to definitions we get into all kinds of dilemmas”. Evaluation
is defined by Hornby (1974:297) as finding out or deciding the value of something. From
the above, it is argued that evaluation of training, firstly, investigates a training
programme, in order to analyse the advantages and disadvantages that can be derived
from it. Secondly, evaluation aims to improve the training programme, by identifying
challenges that hinder its effectiveness and by proposing strategies for improvement.
Evaluation is an important facet of training and development and by extension
leadership development, as it is through evaluation that the intent and objective of
training and development will be realised.
There is a need for training and development programmes to be constantly monitored
and evaluated. Martineau (2004:3) states that leadership is a complex activity, yet if the
evaluation is done properly, it will not only improve development efforts and thereby the
quality of leadership, but also contribute to the effectiveness of the organisation. Done
well, the evaluation of leadership development is itself an important activity.
Training and development programmes are aimed at building the capacity in the local
sphere of government in order to improve service delivery. The impact as well as the
value to the organisation that is brought about by leadership development programmes
can only be visible if these leadership development programmes are effectively
evaluated. In this regard, the research focuses on evaluating the leadership
development programmes being offered to councillors in local government.
Mello (2008:211) argues that training and development should be coupled with the
evaluation of training material and the ability of the trainees to perform the duties better
after their training sessions. The evaluation of training and development programmes
investigates whether the trainees‟ performance have been improved by the training
2

programme and aims to improve the effectiveness of the programme in order to add to
the value of the individual undergoing the training, the organisation and the community.
It is vital that every training and development programme be evaluated. The importance
of evaluating development initiatives is further emphasised by Fourie (2004:49) who
argues that a strategic framework is required to evaluate the immediate and mediumterm priorities in the broader context of a human resource development plan for the
organisation. This entails a framework for evaluating all human resource development
plans including leadership development of councillors in local government.
Van Dijk (2004:511) states that due to a lack of evaluation of training courses,
employees might be sent on training that does not satisfy their training needs and
causes a non- alignment with organisational needs. It can therefore be deduced that the
evaluation of training and development initiatives is vital both for the individual and the
organisation. For the organisation, evaluation provides recognition of the impact that
training and development programmes have or could have on organisational
performance. For the individual, evaluation provides the advantage of self-satisfaction
and meeting their own training needs which leads to improved performance and
personal development. This research study aims to evaluate the leadership
development programmes offered to councillors in local government, in which women
councillors participate.
However, irrespective of the advantages that evaluation provides for both the
organisation and the individual, the evaluation of training programmes is not given
priority in organisations. Lewis and Thornhill (1994:24-27) identify two main reasons for
this; namely the belief that training (and development) must be good, irrespective of the
outcome, is not questioned. Another reason is that evaluation might point towards the
ineffectiveness of the training (and development), which is why trainers and/or
organisations shy away from dealing with or prioritising it.
This research study argues the case for the prioritisation of evaluation, with a specific
gender focus, in evaluating training and development programmes, which include the
leadership development programmes in local government. Local government councillors
3

should not be sent for leadership training simply because any training is good training.
Training and development programmes offered to local government councillors should
be constantly monitored and evaluated to ascertain the value inherent in training.
This research focuses on the formative evaluation of the leadership development
programmes in local government. Formative evaluation is defined as the process of
judging an entity or its components, which could be revised in form, for the expressed
purpose of providing feedback to persons directly involved in the formation of the entity
(Sanders & Cunningham, 1974:1). Formative evaluation is also defined by Patton
(1980:7) as evaluations that are conducted for the purpose of improving programmes in
contrast to those evaluations that are done for the purpose of making basic decisions
about whether or not the programme is effective, and whether or not the programme
should be continued or terminated. Formative evaluation which is sometimes referred to
as internal evaluation is a method of judging the worth of a programme, while
programme activities are forming (in progress). This part of the evaluation focuses on
the process and is intended to foster development and improvement in an ongoing
activity.
As stated above the central focus of this study is the formative evaluation of leadership
development of women in local government with a specific focus on gender evaluation.
McClaren (2000:ix) asserts that gender evaluation builds in gender-sensitive
considerations at each step and uses gender-based analysis as a key element in
evaluation. Gender sensitive refers to the state of knowledge of the socially constructed
differences between women and men, including differences in their needs, as well as to
the use of such knowledge to identify and understand the problems arising from such
differences and to act purposefully to meet them (Local Government Gender Policy
Framework, 2006:20). The goal of a gender-based evaluation framework is to integrate
a gender perspective into programme evaluation. As previously mentioned, if evaluation
does not take gender differences into account, the empowerment of women through
leadership development cannot be promoted. Therefore this research aims to evaluate
the leadership development programmes offered to councillors in local government in
4

order to propose a comprehensive gender evaluation framework for leadership
development.
The leadership development programme that forms the central focus of this research
study is the Municipal Leadership Development Programme offered by the Local
Government Leadership Academy (Logola) as part of the Department of Co-operative
Governance and Traditional Affairs (Cogta). The Municipal Leadership Development
Programme consists of four skills modules equalling 38 credits, namely emotional
intelligence (8 credits), effective communication (10 credits), problem-solving and
analytical thinking (12 credits) and communal knowledge management (12 credits). The
skills programme constitutes the core of what is registered with the South African
Qualifications Authority (SAQA) as the National Certificate in Leadership Development.
The Certificate is positioned at the National Qualifications Framework (NQF) Level 4,
which is equivalent to a high school grade 12 certificate. The purpose of this
qualification is to “enable qualifying learners to apply leadership competencies to ensure
excellence within local government” (SAQA, 2010: 2).
The Local Government Leadership Academy was established, firstly, on account of the
informed needs of the communities and the role that officials and councillors play in
meeting these needs. Secondly, the White Paper on Local Government,1998,
reinforced by the Local Government: Municipal Systems Act, 2000 (Act 32 of 2000),
dictates the need for new skills and ways of working by councillors, with specific
reference to the need for ongoing consultation, the prioritising of community needs and
the encouragement of participation in local government (Logola, 2007:18-19). It is vital
to state that the Local Government Leadership Academy was established in order to
capacitate local government councillors and other elected and appointed officials with
specific leadership competencies. In this regard, that the Municipal Leadership
Development Programme was developed to build up leadership competence, which is
necessary to achieve the aims of a developmental local government and promote
improved service delivery.
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The Municipal Leadership Development Programme aims to develop leadership skills of
men and women councillors. The gender differences in leadership styles have to be
taken into account, to ensure that even though women councillors participate in
leadership development programmes these programmes, the evaluation the impact
brought about by these differences through a gender evaluation. This research is
motivated by the need to acknowledge gender differences in leadership and leadership
development. The impact assessment and evaluation of the result brought about by
leadership development have to be gender- specific in order to enable the development,
implementation and evaluation of programmes that are not gender-blind but bring
gender analysis into every aspect of leadership development. Gender- blind describes
programmes, policies, actions, perceptions and processes that do not take women‟s
needs or gender inequalities into account. Gender analysis identifies analysis and
informs action to redress inequalities that arise from the different roles women and men
occupy or the unequal power relationships between them and the consequences of
these inequalities on their lives and well-being (Local Government Gender Policy
Framework, 2006:79).
The research focus of this dissertation on the evaluate the need and importance of a
gender framework for the evaluation of leadership development programmes offered to
councillors in local government with a specific reference to the Municipal Leadership
Development Programme offered by the Local Government Leadership Academy. The
research further aims to provide a gender evaluation framework in order to improve the
effectiveness of the leadership development programmes in local government, by taking
gender differences into consideration in the evaluation of leadership development
programmes.
1.3 MOTIVATON FOR THE RESEARCH
Gender refers to the socially determined and evaluated identities and roles of men and
women, and is usually distinguished from their biological or sex differences. Gender
identities and roles vary from society to society, but are usually based on the unequal
status of men and women, and their roles in society (Local Government Gender Policy
6

Framework, 2006:15). However, the misconception is that gender refers only to women.
Gender refers to the roles that are assigned to men and women by society. Service
delivery in local government has an impact on the lives of women owing to their roles in
society. The gendered nature of roles in society means that women tend to do the
cooking and cleaning activities in families. The roles that women occupy in society
dictate that service delivery has a direct impact on women in local government. Women
as care-givers and guardians are the main users of municipal services; their input into
municipal decision-making and policy is therefore critical. Councillors are elected from
among these women and carry the responsibility to ensure that specific gender needs
are given priority through their own leadership competence.
In 1999, only 16% of councillors were women and in 2006, there was an increase to
36%. There has been a significant increase in female mayors from 19.01% in 1999 to
40% in 2006 (SALGA, 2004).Women make up the majority of South African citizens and
as a result, the inclusion of women in local government political structures constitutes a
representation of the majority.
Women‟s needs in relation to municipal services in particular are different from men‟s.
Bentley, Cherry and Maphunye (2002:7) assert that men and women experience
poverty differently as a result of women‟s role in the home and as caregivers, and so, in
circumstances of poverty, access to services such as water and electricity is more
critical to women. Women are important agents for change at local level, because of
their intimate knowledge of those communities. Their expertise and knowledge in this
regard are an invaluable resource when deployed in local government.
It is therefore vital, given the role that women and women councillors have in local
government, to take into consideration the importance of the leadership role of women
in local government. The increased representation of women in political structures is an
indication of the government‟s intention to empower women, but this must be
consolidated by capacitating these women leaders so that they are able to identify and
deal with service delivery challenges. Many of these women are first- term councillors
and according to the Logola (2004:26), capacity building and leadership development of
7

women will be imperative given the gender barriers that women will encounter in their
leadership roles in local government.
It becomes imperative for training and development initiatives to be put in place to deal
with these barriers and to determine the subsequent impact through evaluation of these
leadership development programmes. Leadership development, according to Hannum,
Martineau and Reinelt (2007:6), serves important purposes, which include expanding
the capacity of individuals to be effective in leadership roles and processes. The aim of
leadership development is to create a pool of leaders that can accelerate change in
communities and countries in order to resolve key issues and also to strengthen the
capacity of teams to improve organisational outcomes.
This research is based on the premise that men and women have differences that go
beyond the purely biological and that in developing the leadership competence of
women and men it is important that these differences be taken into consideration.
Research conducted by Bass(1990) on leadership styles found that women are less
likely to practise management-by-exception and intervene only when something goes
wrong. Women also typically temper criticism with positive feedback. Bass (1990)
suggests that women are slightly more likely to be described as charismatic, as women
scored higher on transformation higher than men. Kark (2004:8) states that
transactional leadership emphasises the development of followers, their empowerment
and the creation of emotional bonds between leaders and followers. These qualities are
more consistent with stereotypic female styles of leadership than with stereotypic male
styles. Kark (2004) and Bass (1990) through their research gave rise to the identification
of differences between men and women leaders. Differences in leadership styles of
men and women entail that women and men in the same position will not necessarily
lead in the same way.
The existence of gender differences in leadership styles is also supported by
Oshagbemi and Gill (2003:1) who state that women leaders frequently exhibit a cooperative, empowering style which includes nurturing team members. They observe that
men have a commanding, control, militaristic leadership style and that women have a
8

participative leadership style because they feel more comfortable interacting with
people. The roles that are given to women in society have rendered women as
caretakers who are more concerned with the well-being of others, as opposed to men,
who are more controlling and less nurturing. The fact that men and women are
expected to behave differently by society, gives rise to the fact that even the way that
women and men behave in leadership roles will be different. This is vital to consider
when evaluating leadership development programmes.
Eagly and Carli (2001:781) state that transformational leadership may be especially
advantageous for women because it encompasses some behaviour that is consistent
with the female gender role‟s demand for the supportive and considerate aspect of
transactional leadership, and it may resolve some of the inconsistencies between the
demands of leadership roles and the female gender roles and therefore allow women to
excel as leaders. This brings into consideration a need to take these gender differences
into account when evaluating leadership development programmes being offered to
men and women. A gender evaluation framework builds in gender considerations at
every step in the evaluation process and this includes the leadership styles of men and
women.
Differences in leadership styles of men and women necessitate an acknowledgement of
gender differentiation in leadership development, in order to ascertain these differences
and develop programmes that are not gender-blind but bring in gender analysis
including gender-specific evaluation.
A further difference that has to be taken into consideration in leadership development is
the difference in learning styles of women and men. It is important to take into account
the extent to which gender impacts on adult learning. Farrel and Bhatt (2002:10-11)
assert that several adult learning theories may be gender- blind and do not take into
account context, cultural impacts and the policies of power in educational theory. When
leadership skills are developed through a programme such as the Municipal Leadership
Development Programme, which uses adult learning theories it is vital that evaluation
assesses the extent to which these theories consider the different gender needs and the
9

way in which women and men learn. It is important that there are no underlying ways of
discrimination that benefit one gender and disadvantage the other. Evaluation which
builds in gender at every aspect will ensure that the existence of different learning styles
is taken into account when evaluating leadership development programmes.
Belenky, Clinchy, Goldberger and Tarule (1986:5) state that the preconceptions of
knowledge and truth that are accepted and articulated today have been shaped
throughout history by the male-dominated majority culture. Modes of learning that are
common, if not specific, to women have been devalued. Developmental theory has
been developed by male-dominated modes of learning; this means that the way
development between men and women is measured is based on a mode of learning
that is more favourable to men. It is important for leadership development to ensure the
inclusion of gender-based analysis. McClaren (2000:54) asserts that not only are the
aims and agendas of existing traditions filled with gender-blind ways of handling
evaluation, the methodologies they utilise may be inappropriate. It becomes important
then to develop appropriate approaches that meet gender-specific needs and provide
gender-sensitive programme evaluation.
Following the 1995/1996 local government elections, only 19% of councillors were
women, resulting in heavily male-dominated local councils. However, after the local
government elections in 2000, women constituted 28.2% of all local government
councillors, currently 39.7% of councillors in local government are women. According to
Letsholo (2006:1), it is important to consider this increment of women in political
structures, which should be reflected in the manner in which leadership development
programmes are evaluated. Local government municipal councils are composed of
political leadership with an increasing number of women. Gender evaluation becomes
an integral part in leadership development in order to ensure that the performance
women and men is evaluated in a way that takes into consideration the differences in
leadership styles and learning styles given the increased representation of women.
A comprehensive study was commissioned by the Development Bank of Southern
Africa in 2004 on the training needs of local governments. The study revealed that the
10

major problem confronting municipalities is not the availability of training providers, but a
shortage of quality providers offering appropriate courses. In other words, there are too
many training providers, including both small and large-scale operations offering shortterm „orientation‟ and „capacitating‟ courses that have little (if any) lasting impact on
local government.
Municipal councils complain that they spend large amounts of money on such training
but see little if any improvement in the performance of their staff (DBSA, 2004:46). This
statement highlights the need for evaluation that improves the effectiveness of training
and development programmes in order to show improvement in the performance of
municipalities and their councils. This research study argues that a gender evaluation
framework will improve the effectiveness in leadership development programmes and
will lead to an increase in the performance of women and men who participate in
leadership development programmes.
1.4 PROBLEM STATEMENT
Since South Africa‟s transition to a liberal democracy, government efforts to advance
gender equity have been held up as a beacon of good practice across the world, (Beall,
2005:254). This is based on the strides that the country has made in terms of increasing
gender equity and the representation of women in all spheres of government: national,
provincial and local. These strides include the ratification of a number of international
agreements such as the Convention on the Elimination of All Forms of Discrimination
Against Women (CEDAW) of 1979, aiming to promote gender equality. Gender equality
refers to a situation where women and men have equal conditions for realising their full
potential, are able to contribute equally to national, political, economic, social and
cultural development and benefit equally from the results (Local Government Gender
Policy Framework, 2006:18).
The Beijing Declaration and Platform for Action, which was adopted at the Fourth World
Conference on Women in 1995, is an instrument that has an impact on the local sphere
of government and its relation to women. The implementation of the Platform for Action
11

requires commitment from governments and the international community. The Beijing
Declaration and Platform for Action commits member states to creating a gendersensitive education system in order to ensure educational and training opportunities for
women (United Nations: 1995). This commitment necessitates that in training a focus on
gender should be incorporated.
In 1995, South Africa ratified the Convention on the Elimination of All Forms of
Discrimination Against Women (CEDAW) of 1979. CEDAW aims to promote gender
equality. Article 13 of the agreement commits state parties to equalising the role and the
status of women in all areas of social and economic life and in employment. Article 14,
of the agreement commits state parties to incorporating women into decision-making
about rural development and economic planning, as well as to ensuring their access to
basic services and state benefits (United Nations: 1975). Since 1995, the South African
Government has made significant efforts to meet the obligation of CEDAW; this is
visible in the number of women in political structures in all spheres of government.
At regional level, the Southern African Development Community (SADC) adopted the
Gender Declaration, which was signed by 14 heads of state including South Africa in
1997. One of the aims of the Gender Development Declaration is to achieve a target of
at least 30% of women in political and decision-making structures by 2005 (Local
Government Gender Policy Framework, 2006:26). As previously mentioned and
depicted, this target has been achieved in all spheres including the local sphere of
government.
Article 2 of the African Charter on Human and People‟s rights on the Rights of Women
in Africa (2003), asserts that state parties combat all forms of discrimination against
women through appropriate legislative, institutional and other measures and integrate a
gender perspective in their policy decisions, legislations, development plans and
programmes in all other spheres. By signing the Protocol to the African Charter on
Human and People‟s rights on the Rights of Women in Africa (2003), South Africa
agreed to incorporate a gender focus in programmes in all spheres including local
government. The Municipal Leadership Development Programme as a programme in
12

local government therefore has to incorporate a gender perspective in all aspects,
including the evaluation thereof.
In this regard, a gender evaluation framework for leadership development of women in
local government is significant. A gender perspective is a perspective incorporated into
international and regional agreements to which South Africa is committed. There is an
obligation on the local sphere of government through its programmes, procedures and
policies to include gender in all aspects. It is this commitment that necessitates
evaluation with a focus on gender.
South Africa has, in all spheres of government, namely national, provincial and local,
made strides to promote the incorporation of a gender focus in all aspects of life. This is
highlighted by Chapter 2 of the Constitution of the Republic of South Africa,1996 ,which
makes provision for the equal treatment of men and women as well as the
establishment of the Commission on Gender Equality to promote the equal
representation and participation of women in South Africa. The National Policy
Framework for Women’s Empowerment and Gender Equality created to foster women
empowerment is a framework that promotes the inclusion of women in political
structures as well as their subsequent obligation towards development.
These strides have also cascaded to the local sphere of government, with legislation
that regulates the inclusion of women in political structures to promote a representative
democracy. The legislation includes The White Paper on Local Government, 1998 and
the Local government: Municipal Structures Act, 1998, (Act 117 of 1998) respectively.
The incorporation of the Local Government Gender Policy Framework (2006) is an
instrument that indicates the intention of the local sphere of government to empower
women and promote their equal participation and representation in local government.
However, even though the focus on gender is advocated for and envisioned and
promoted in all spheres of government, the focus on gender does not cascade to
training

and

development

evaluation.

Women‟s

participation

development programmes does not translate into a focus on gender.
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The problem is that within the current practice, the words women or gender are simply
grafted onto existing evaluation traditions without any fundamental changes to the
conceptual rationale of programme evaluation (McClaren, 2000:15). Even though the
participation of women in leadership development programmes is visible, there is no
indication of gender differences in the evaluation of leadership development
programmes. Specific reference is made to the current evaluation framework for the
Municipal Leadership Development Programme, which does not indicate the
consideration of a gender focus in conducting the programme evaluation.
The current evaluation framework focuses on three aspects, namely, pre-programme
assessment, process evaluation and outcome evaluation.
The pre-programme assessment has a specific focus towards: (Logola, 2007: 15-16):


the feasibility of the programme, including the determination of appropriate
institutions to deliver the leadership development programme;



the readiness of councillors and municipal manager‟s to participate in the
programme;



logistical and material support necessary to implement the programme;



the appropriateness of the curriculum ;



the development of assessment process and procedures;



management and administrative resources required to implement the programme;



statutory provisions and facilitating regulations and mechanisms to implement the
programme;



political and budget provisions to institute the programme design and



pilot testing of the programme and refining the programme design based on the
outcomes.
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The pre-programme evaluation focuses on the development of the programme and
analysing the different resources that are required to implement the programme. The
process evaluation focuses on (Logola, 2007:15-16):


the implementation of the curriculum by delivery institutions to determine
consistency and changes necessary to achieve the programme outcomes;



programme inputs to determine their adequacy in meeting the programme goals;



assessment procedures to determine whether they measure what they purport to
measure and what changes are necessary to meet programme outcomes and
results;



levels of participation by councillors and municipal managers to determine the
factors that would need to be changed to improve participation levels;



programme efficiencies and systems that facilitate programme implementation
including staffing systems;



structure and other relevant programme issues and



possible elements that may facilitate the continuation and replication of the
programme.

The process evaluation focuses on the implementation of the Municipal Leadership
Development Programme. The evaluation aims at assessing the programme and
developing indicators to measure the effectiveness of the programme and the
functioning of the programme.
The outcome evaluation is concerned with developing lessons about what worked and
what did not and the reasons why,(Logola, 2007:15-16):


determine the exact programme outcomes and what led to those outcomes and



consider efficiency in the definition of the span and locus of control.

Outcome evaluation evaluates the effects of the programme after it has been
implemented, the assessment of whether the objectives of the programme have been
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reached and a review of the lessons to be learnt in the further improvement of the
programme.
The current evaluation framework of the Municipal Leadership Development
Programme is restricted in two ways. Firstly the evaluation framework is restricted in
that it is based on validation. Critten (1995:158) states that validation is about
measuring whether the course has delivered what it promised in terms of its published
objectives; whereas evaluation is about making a judgement about the effect of putting
those objectives into practice. Secondly, the framework lacks a gender focus in that it
does not indicate the consideration of gender differences when evaluating the
leadership development of councillors in local government. The assumption that gender
is a component that can be integrated into existing evaluation traditions is problematic.
This is a problem given the existence of differences in leadership styles and the
differences in learning styles between men and women.
When evaluating the impact of leadership development programmes, it is vital to note
that leadership styles will not be the same in both men and women leaders. This does
not mean that the programme is ineffective, however, that there are differences in
leadership and learning styles that have to be taken into account in leadership
development. Issues that are gender-specific have to be incorporated into aspects of
programme development, implementation and evaluation.
This research study is therefore significant as it aims to investigate the gaps in the
current evaluation framework, which might hinder the effectiveness of leadership
development programmes in local government with specific reference to the Municipal
Leadership Development Programme. The research is also important in order to provide
a comprehensive gender evaluation framework for evaluating leadership development
programmes in local government where women participate.
The objectives of the proposed research study will be:


to describe the current environment within which the leadership development
programmes for women in local government are implemented ;
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to explain the shortcomings in the evaluation framework for the Municipal
Leadership Development Programme offered by the Local Government Leadership
Academy ; and



to propose a comprehensive gender evaluation framework for the evaluation of
leadership development programmes aimed at women in local government and
offered by the Local Government Leadership Academy.

The research question guiding the study is: To which extent will a comprehensive
gender- specific evaluation framework ensure the success of leadership development
programmes aimed at women in local government?
1.5 RESEARCH METHODOLOGY
According to Silverman (2001:4) methodology refers to “the choices made about cases
to study, methods of gathering data, and forms of data analysis in planning and
executing research study”. Research methodology focuses on the process of research
and the tools that can be used in the research process. This research study uses a
qualitative research methodology. McNabb (2004:314) states that qualitative research
refers to a collection of words, symbols, pictures or other non-numerical records that are
collected for the purpose of answering a research question. Bryman (2004:266) refers
to qualitative research as a strategy that usually emphasises words rather than
quantification in the collection and analysis of data. For the purpose of this research
study, the qualitative approach provides a deeper understanding of the research
problem by providing detailed descriptions of situations, events, interactions as well as
direct quotations from people about their experiences, attitudes and beliefs. This will
allow the identification of challenges experienced in the evaluation of the Municipal
Leadership Development Programme. In order to answer the research question and
achieve the research objectives, it is necessary to interact with the different
stakeholders involved in the planning, execution, participation and evaluation of the
Municipal Leadership Development Programme.
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The research was conducted using the case study method. A case study is used when
examining a single case in a structured way. The Local Government Leadership
Academy and its Municipal Leadership Development Programme were the case study
for the research. The aim is to determine and evaluate the effectiveness of the Local
Government Leadership Academy with reference to the evaluation of leadership
development programmes aimed at women councillors in local government.
1.5.1 Instruments of data collection
With the aim of attaining the research objectives, the following qualitative data collection
methods were used, namely interviews, analysing texts and documents as well as a
focus group. The data collection methods allow the description of the experiences of the
participants in the leadership development programme and also the in-depth description
and explanation of the current environment for leadership development of women in
local government.
Interviews provide the validity that observation lacks in that the data will not be based
solely on the perceptions of the observer, but also on those of the participants in the
leadership development programme. The interviews were unstructured and consisted of
open-ended questions. De Vos, Strydom, Fouche and Delport (2005: 28) assert that
open-ended questions enable the researcher to understand and capture the points of
view of participants without prior selection of questionnaire categories. The advantage
provided by interviewing is depth and detail. Interviews provide an opportunity to ask for
clarity and to seek further explanation, which data collection methods such as
questionnaires and surveys do not provide.
The interviews were conducted with the parties directly involved with the
implementation, facilitation and roll-out of the Municipal Leadership Development
Programme. This includes the Local Government Leadership Academy Competency
Profiling Team as well as the Curriculum Development Team (Appendix A). The
different teams are responsible for the conceptualisation of the Municipal Leadership
Development Programme. The team of facilitators involved in the roll-out of the
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Municipal Leadership Development Programme formed part of the participants
interviewed (Appendix B). The Local Leadership Development Academy did not have
the contact details of other facilitators who were involved in the facilitation of the
Municipal Leadership Development Programme and in this regard, only one facilitator
participated in the research study.
Focus group interviews also formed part of the data collection instruments. According to
Hannum (2004:17), focus groups should be used to obtain qualitative information from a
group of individuals that have had a similar experience (Appendix C). For the purpose
of the research the similar experiences were the participation in the Municipal
Leadership Development Programme offered by the Local Government Leadership
Academy. An advantage provided by this method of data collection is that it will capture
the experiences of individuals and the interaction among the participants and allow the
researcher to get clarification, explanations and be provided with examples. Four
women councillors from the Sedibeng District Municipality constituted the participants in
the focus group.
The aim of the focus group was to determine the shortcomings and challenges as well
as the strengths of the current evaluation framework for the Municipal Leadership
Development Programme in order to develop a gender evaluation framework for the
leadership development programmes offered to councillors in local government. Maree
(2008:90) states that in focus groups participants are able to build on each other‟s ideas
and comments to provide an in-depth view. The women councillors who participated in
the Municipal Leadership Development Programme were interviewed.
The participants were selected through the purposive sampling method, whereby
information-rich participants with both depth and breadth of experience and who share
commonalities are identified. For the purpose of this research, the commonalities were
the fact that the participants in the focus group are all women councillors in local
government who participated in the Municipal Leadership Development Programme.
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The original intent was to use three focus groups as a data collection method. However,
the difficulty in arranging focus groups with councillors in the year leading up to and in
the year in which local government elections took place resulted in adapting the original
method to include individual in-depth interviews with participants from the remaining two
municipalities. Individual telephone interviews were held with 18 women councillors
asking the same questions as those asked to the focus group. Women councillors from
the Greater Sekhukhune District Municipality as well as from the Gert Sibande District
Municipality who participated in the Municipal Leadership Development Programme
were interviewed. The purpose of these interviews was to obtain their views, opinions
and experience regarding the Municipal Leadership Development Programme. One of
the advantages provided by qualitative research is the prospect of flexibility. Bryman
(2004:283) is of the view that qualitative research allows the researcher to change
direction in the course of research more easily than quantitative research would allow.
Quantitative research tends to have a built in momentum once the data collection is
underway. The flexibility of qualitative research for the purpose of this study in the
circumstances surrounding focus group interviews allowed the method to be changed to
individual interviews with women councillors. For the purpose of this research Individual
interviews were also conducted with the programme coordinators from each of these
municipalities (Appendix D).
De Vos et al. (2005:57) state that an ethical code of conduct aims to avoid fake
interviewing, inaccurate reporting or bias shown in favour of the researcher‟s problem
statement. Kumar (2005:212) states that in every discipline it is considered unethical to
collect information without the knowledge of the participants, without their expressed
willingness and informed consent. Informed consent means that the participants are
aware of the information required from them, the reason for the research, the purpose of
the research and how the research will directly or indirectly affect them. In this regard
prior to participating in interviews, a letter of informed consent was obtained from the
participants is obtained (Appendix E). The participants provided their informed consent
for participation in the interview. In the case of the telephone interviews, the letter of
informed consent was read to the participants, explaining the purpose of the study and
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the voluntary nature of the interviews. The aim of the research as well the significance
and the reason for the interviews was clearly explained.
As a method of data collection, document study also forms part of the data collection
methods used. Maree (2008:82) states that

document study as a data gathering

technique focuses on all types of written communications that may shed light on the
phenomenon under study and further asserts that
unpublished documents, reports,

this may include published and

newspaper articles and administrative documents.

For the purpose of this study, the documents used include published and unpublished
documents from the Local Government Leadership Academy relating to the Municipal
Leadership Development Programme.

1.6 DEFINITION OF TERMS
In the study, specific terms, which relate to the discipline and its functions and/or
spheres will be used. These terms will now briefly be defined.
1.6.1 Public Administration and public administration.
Public administration is both an academic discipline as well as an activity. Public
Administration is a university subject, which studies the way in which a country
functions, tries to explain why the country functions as it does and seeks to obtain a
good knowledge and understanding of its administrative systems (Gildenhuys,1988:9).
The activity, public administration, is focused on implementing and executing the
policies made by the legislature. As an activity, public administration includes all the
functions implemented and decisions made by public officials in the execution of these
policies. It can be said that public administration is the activity of government that
serves the public by implementing policies to enhance and improve service delivery. In
implementing policies the different generic functions of public administration are vital.
Cloete (1997:150) identifies the following generic functions of public administration,
namely policy-making, organising, financing human resource management, work
process and control.
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For the purpose of this study, the human resource management function of public
administration is the central focus. Section 195 of the Constitution of the Republic of
South Africa, 1996, states that public administration should provide services
economically, effectively and efficiently, and also places the obligation that public
administration should be broadly representative of the South African people. It can
therefore be said that since the implementation and execution of policies in government
are done in all three spheres of government, the activities of both elected and appointed
officials in the national, provincial and local sphere of government constitute the activity
of public administration. This study focuses on the local sphere of government in
relation to specific elected officials, namely women councillors.

1.6.2 Local government
The local sphere of government consists of municipalities, which must be established
for the whole territory of the Republic of South Africa. The executive and legislative
authority of the local sphere of government is vested in the municipal council. The local
sphere of government consists of three categories of municipalities. Chapter 7 of the
Constitution of the Republic of South Africa, 1996, states that a Category A
municipalities has exclusive municipal executive and legislative authority. Category B
municipalities share executive and legislative authority with Category C municipalities
within which they fall. Category C municipalities are municipalities that have municipal
executive authority which includes more than one municipality as is the case in all three
municipalities participating in the Municipal Leadership Development Programme. As
defined in the White Paper on Local Government, 1998, developmental local
government is local government committed to working with citizens and groups within
the community to find sustainable ways to meet their social, economic and material
needs and improve the quality of lives.
The chairperson of the municipal councils in which the executive and legislative
authority of the municipality is vested is a councillor. In local government, there are two
different types of councillors namely; proportional representation councillors and ward
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councillors. Proportional representation councillors are councillors elected through a
system where the electorate votes for a party and the party decides on a candidate who
will represent the party as councillor. Ward councillors are councillors directly elected for
by the electorate in a particular ward.
Paralegal (ND: 4) states that metropolitan and local municipalities, are composed
differently from district municipalities. In both metropolitan and local municipalities half
of the councillors are proportionally representative councillors and the other half are
ward councillors. The Category C municipalities, district municipalities, however, consist
of two levels, the local level and the district management area level, the district
management area level falls directly under the district council and has no local council.
Of the councillors 40% are elected through proportional representation and the other
60% are drawn from, firstly, elected councillors of local municipalities and secondly,
representatives from any district management areas in the district who have already
been elected by voters in the area. For the purpose of this research study the term
councillor refers to all types of councillors including proportionally representative
councillors and ward councillors. This research study focuses on women councillors in
local government.
1.6.3 Political-administrative interface
The political-administrative interface is explained by Thornhill (2005:182) with the
practical example of a motor vehicle. The public administration and politics interface is
where the tyre hits the road. In the case of a motor vehicle, the bonding between the
tyre and the road determines the extent to which the driver is in control of the vehicle. If
the bonding is insufficient due to tyre failure or road inconsistency, the vehicle tends to
move in any direction but forward. By this it is meant that the executing authority is the
tyre and the political office-bearer is the road, there has to be a relationship of trust and
the responsibilities need to be clear. To avoid confusion and to enable the municipality
to provide services economically, effectively and efficiently. For the purpose of this
study, the political office-bearer refers to the councillors in local government and the
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executive authority refers to appointed municipal officials responsible for the
implementation of policies.
Councillors in local government give political direction and leadership in the
municipality. Councillors, through their various parties, determine the policies of the
municipality. Officials have the function of working with the council to implement these
policies and take the leadership direction from the councillor. The officials are
responsible for implementing these policies. There should be clear lines of
accountability and a separation of roles (Paralegal, ND: 8). A councillor should not
interfere in the management or administration of a department, for example, by giving
instructions to municipal employees or interfering with the implementation of a council
decision. It is important to note that councillors and municipal officials have to work
together, but there should be no interference in the execution of their duties.
Some of the challenges identified by Logola (2008:8) and faced by local government
councillors are the various interface levels for councillors and municipal managers
including interaction with issues of traditional leadership and the maintenance of
democracy, as well as the fulfilment of diverse political interests and dealing with lobby
groups and individuals. The separation of politics from administration dates back to the
18th century, and continues to be an issue of great debate to this day. This study asserts
that in carrying out their duties in council, councillors are required to provide leadership
to municipalities and should not do this through interference, but in collaboration with
municipal officials.
1.6.4 Leadership
According to Brache (1983:120), leadership is the process of defining current situations
and articulating goals for the future, making decisions necessary to resolve the situation
or achieve the goals and gaining the commitment from those who have implemented
these decisions. Therefore, leadership can be regarded as the responsibility that a
person takes over a number of people in order to motivate them to reach a particular
goal. For the purpose of this research study, councillors are required to provide
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leadership to municipalities and enable municipal officials to be able to implement the
policies that are provided by council. This means that councillors in local government
influence the work of municipal officials in order to carry out the policy decisions of the
political parties they represent. This study deals with leadership in the local government
context with a specific focus on providing a n evaluation framework for the leadership
development of women.
1.6.5 Leadership development
Leadership development focuses on enhancing the capacity of those in leadership roles
to be able to carry out their roles and achieve improved organisational performance
(Hannum, 2004:5). Leadership development builds the skills, knowledge and abilities of
a leader in order to develop and improve his or her competence. In the local
government context leadership development aims to developing the skills of senior
elected and appointed officials to ensure that they have the competence necessary for
improved service delivery. In order for councillors to carry out their leadership roles
effectively, they must be capacitated with the leadership skills to be able to lead. The
leadership development of councillors is therefore vital. The Municipal Leadership
Development Programme is a programme that is aimed at developing the leadership
skills of men and women councillors in local government. This research study focuses
on the women councillors who participate in the Municipal Leadership Development
Programme offered by the Local Government Leadership Academy.
1.7 CHAPTER OUTLINE
Chapter 1 of the research study focuses on introducing the topic, providing background
information and offering a motivation for the study. The chapter discusses the research
methodology, instruments and population involved in the study as well as details of how
the data will be presented. Chapter 2 describes the current environment in which
leadership development of women in local government is implemented by the Local
Government Leadership Academy. The environment is divided into the external and
internal environment.
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Chapter 3 identifies the challenges in the current evaluation framework used by the
Local Government Leadership Academy in the evaluation of its leadership development
programmes with specific focus on the Municipal Leadership Development Programme.
Chapter 4 proposes a comprehensive gender evaluation framework for leadership
development programmes aimed at women. Chapter 5 concludes the research study
and proposes recommendations for improving the evaluation framework of the Local
Government Leadership Academy.
1.8 CONCLUSION
This chapter focused on the research study with a specific reference to the leadership
development of women in local government through the Municipal Leadership
Development Programme offered by the Local Government Leadership Academy. The
background of the Local Government Leadership Academy was provided, the
motivation for the research as well as a discussion of the problem statement.
Furthermore, the research methodology used in this research was identified and a
discussion regarding the terms to be used was provided. The chapter concluded with a
preliminary framework for the presentation of the data. The next chapter will focus on
the environmental framework within which leadership development of councillors in local
government is implemented.
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CHAPTER 2
ENVIRONMENTAL ANALYSIS APPLICABLE TO LEADERSHIP DEVELOPMENT OF
WOMEN IN LOCAL GOVERNMENT

2.1 INTRODUCTION
The previous chapter provided an introduction to the research study. This chapter
focuses on the environment in which leadership development of women is implemented
in local government. The chapter provides a discussion of the roles and functions of
councillors in local government as these functions inform the training and development
programmes in the local sphere of government. Chapter 2 places a focus on the
external and internal factors impacting on leadership development programmes offered
to women councillors in local government.
2.2 ROLES AND FUNCTIONS OF COUNCILLORS
Local government is the sphere at the forefront of service delivery. Local government
has a developmental role in terms of Section 152 of the Constitution of the Republic of
South Africa, 1996 and the White Paper on Local Government, 1998. Developmental
local government requires political leadership which creates opportunities to account to
the community over and above regular elections. Increased accountability ensures that
the actions of the council resolve the aspirations of the community increase the
legitimacy of the council and deepen local democracy.
Section 152 of the Constitution of the Republic of South Africa, 1996, identifies the
objectives of the local sphere of government and states that local government has the
objective to provide services to communities in a sustainable manner, to promote social
an economic development, to promote a safe and healthy environment, and to
encourage the involvement of communities and community organisations in the matters
of local government. For the purpose of this study, the objectives of local government
are the objectives which councillors as political leaders in local government should
strive to achieve.

27

The central focus of this research study is the Municipal Leadership Development
Programme

offered

by

the

Local

Government

Leadership

Academy.

The

implementation and consequent evaluation thereof cannot be done without taking into
account, firstly, the developmental role of local government and the roles and functions
of councillors in local government in promoting the objectives of the developmental local
government. Leadership development programmes, which aim to develop political
leadership skills in local government, have to be evaluated in line with the roles and
functions of councillors. As previously mentioned, leadership development is dual-goal
oriented. This means that through participation in leadership development programmes
both the individual councillors as well as the municipalities they serve have to benefit
from the programme. To evaluate whether the leadership development programme is
effective, the roles and functions of councillors have to be determined. For the purpose
of this research study, the roles and functions of councillors serve as an indicator of the
effectiveness of the evaluation framework used in developing the leadership skills of
local government councillors. These specific roles and functions will now be discussed:
2.2.1 Representation
The word, represent means acting on behalf of or in place of someone else. Councillors
have the role of representing the people in their electoral ward or political party.
Makhubedu-Mametja and Bauer (2003:373) state that councillors have to ensure that
the real needs and justified expectations of the residents are met. Municipal councillors
have a duty to represent the views and needs of the community and present them to the
council.
Councillors have the responsibility that the decisions they take must redress the past
imbalances and provide access to services and opportunities (SALGA 2006:41). In
order to achieve the result of promoting developmental local government, councillors
will be expected firstly, to evaluate the policies and programmes of the municipality,
secondly, to take into consideration the needs of the people they represent, and thirdly,
to make recommendations that can improve these policies and programmes in line with
the objectives of local government.
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A representative democracy is one which identifies the needs of the people in the
governing of their affairs, and further recognises that those that are elected to positions
as the representatives of the electorate have to be aware of the dynamics which are of
concern to the people they represent. Representation also necessitates accountability
and transparency. Accountability means being willing to account for one‟s decisions and
actions.
In executing their role of representation, councillors act as motivators, because a
participatory democracy necessitates public participation in the governing of their own
affairs. Therefore, councillors should use available opportunities to motivate voters to
participate in local government affairs such as attending public meetings.
In order for councillors in municipalities to execute their function of representing the
electorate, it is vital that these councillors portray specific leadership competencies.
Firstly councillors should demonstrate their leadership competence through the ability to
disseminate information, verbally communicate with the public at public meetings, listen
effectively, and communicate the concerns of the community to the different
stakeholders. Communication is the key to a councillor interacting with his or her
community in a constructive way (SALGA, 2006:50).
This highlights the importance of communication skills to councillors since councillors
have an obligation to relay the concerns of the public to the council and therefore must
have the competence that will allow them to do so. The Local Government Leadership
Academy, through its Municipal Leadership Development Programme, offers as part of
the programme a module of effective communication skills, which teaches councillors,
how to prepare and make a presentation, how to facilitate government-related
communication, how to use proper communication tools and how to communicate at
different levels of government including with communities. The effective training and
development of councillors and the transfer of proper communication skills therefore
constitute a vital part of leadership training to councillors in their role of representation.
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2.2.2 The ward councillor as the chairperson of a ward committee
The Local Government: Municipal Structures Act, 1998 (Act 117 of 1998), Section
73(a), states that a ward committee consists of the councillor representing that ward in
the council, who must also be the chairperson of that ward committee. This means that
municipal councillors are legislated to serve on the council. The councillor of the ward
committee is responsible for calling meetings for the election of the ward committees as
well as convening regular ward committee meetings. Leadership competence for
councillors is necessary to enable them to chair their ward committee meetings.
Botes (1996:227) states that municipal councillors will be able to participate
meaningfully in committees if they are conversant with the council‟s by-laws, resolutions
and other legislation affecting the sphere of local government. It can therefore be said
that the skills that the Local Government Leadership Academy has incorporated into its
Municipal Leadership Development Programme are vital to councillors in the effective
execution of their role and function on behalf of their constituents and stakeholders at all
spheres of government.
2.2.3 Councillors serve as facilitators of community and constituency input
The principle of participatory democracy means that citizens have the right not only to
elect their representatives, but to participate actively in government decision-making on
a continuous basis between elections. Councillors are expected to be in close contact
with their constituencies and to keep the council informed of the real experience and
views of residents in the municipality (SALGA, 2006:49).
Councillors have to facilitate a culture of public participation that allows for the views of
the people to be heard and taken into account in the making of policies and the
allocation of resources. It is therefore important that councillors are not only capacitated
with proper communication skills but also with conflict resolution, problem-solving and
negotiation skills. In their interaction with various stakeholders in local government,
councillors will be faced with different views, which will require the ability to negotiate.
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The Local Government Leadership Academy, in its skills development programme aims
to capacitate councillors with problem-solving and analytical thinking. The programme
explores the following topics, namely the need for negotiation skills, steps in the
negotiation process, applying the steps in the negotiation process to an authentic
situation and explaining strategies that could be used in negotiation. MakhubeduMametja&Bauer (2003:376) assert that a councillor has a role to perform as a defender
of the rights of voters. If there are problems or issues that arise in the community, the
first point of departure will be the councillor. The duty of the councillor therefore has to
be to address the issues of the electorate and forward them to the council.
In line with the function that councillors have to perform, problem-solving skills are vital
to the ability of councillors to function effectively. It is vital that councillors are trained in
reacting in different situations and to negotiate with different stakeholders. Analytical
thinking is also a necessary trait that councillors require in this regard and forms part of
the Municipal Leadership Development Programme.
2.2.4 Councillors help to monitor municipal performance
Councillors in municipalities act as a key feedback mechanism for monitoring: whether
the municipality‟s plans and programmes are achieving the intended effect, whether
services are being provided in a way that is efficient and fair, and whether capital
projects as committed to in the integrated development plans are actually taking place
within a reasonable time frame. Municipal councillors have to communicate with
stakeholders at different spheres of government, decisions have to be made to ensure
effective service delivery to the electorate and these decisions are to be made by
municipal councillors. The ability to make decisions, think analytically, communicate
effectively and negotiate is a necessary component of leadership competence that
councillors at the municipal sphere have to possess.
In performing these roles and functions, councillors in municipalities are required to
portray leadership competence. The competence requires leaders to acknowledge the
environment in which leadership takes place including the requirements of both the
external and internal environment in which councillors execute their leadership roles.
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This brings into relevance the importance of analysing the environment within which
leadership development programmes in local government are developed, implemented
and evaluated. The importance of this analysis is to determine the extent to which
gender impacts on effective leadership development programmes to women councillors.
The term environment refers to the total surroundings of an organisation. In this context,
the environment consists of factors, internal and external, which have a direct and
indirect impact on the Municipal Leadership Development Programme.
2.3 EXTERNAL ENVIRONMENTAL ANALYSIS OF LEADERSHIP DEVELOPMENT
OF WOMEN IN LOCAL GOVERNMENT
The term external refers to an event or occurrence arising outside a programme or
organisation. The external environment consists of determinants that do not directly
have an impact on the Municipal Leadership Development Programme; however, which
have an indirect impact on the programme. The external environment of leadership
development of women in local government in this study consists of the political
environment and the socio-economic environment.
2.3.1 The political environment
The political environment within which leadership development of women is
implemented consists legislation and local government policies, which have an impact
on leadership development at the local sphere of government.
As discussed in Chapter 1, South Africa is signatory to various international and
regional agreements (see 1.4). The relevance of the international and regional
agreements to this study is to draw attention to the importance that gender has not only
to South Africa but to the international community. By signing these agreements, the
South African Government committed itself, firstly, to promoting the equal rights of
women in all aspects of government and secondly, to promoting the empowerment of
women and thirdly, to putting an emphasis on gender and the extent to which gender
should be taken into consideration in all government policies, programmes and
procedures. Lastly, these agreements highlight a need for a focus on gender and the
empowerment of women in all spheres of government including the local sphere.
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In South Africa, various pieces of legislation promote a focus on gender, namely the
Constitution of the Republic of South Africa, 1996. Section 1 of the, Constitution of the
Republic of South Africa, 1996, states that the Republic of South Africa is one,
sovereign, democratic state founded on the values of supremacy of the Constitution and
the rule of law. Section 2 affirms the Constitution of the Republic of South Africa, 1996,
as the supreme law of the Republic and that any law or conduct inconsistent with it is
invalid and all obligations imposed by it must be fulfilled. The Constitution of the
Republic of South Africa, 1996 is the law that sets the precedence for other laws in all
spheres of government including the local sphere. Therefore, all requirements set out in
the local government legislation have to be done in accordance with the constitutional
requirements.
Chapter 2 of the Constitution of the Republic of South Africa, 1996 describes the Bill of
Rights, which outlines the rights that all South Africans have. The right not to be
discriminated against on the basis of race, gender or culture is protected by the Bill of
Rights. In this regard, the Constitution of the Republic of South Africa, 1996, protects
women from unfair discrimination on the basis of gender. This requirement extends to
all spheres of government and therefore local government has to ensure that its policies
and procedures do not discriminate against women in any manner. This requirement of
equal treatment of women and men is an indication by the legislative authority to
regulate the inclusion of women in all local government processes and to promote
gender equality through a gender evaluation framework for the leadership development
of women in local government.
Section 187 of the Constitution of the Republic of South Africa, 1996, sets out the
establishment of the Commission for Gender Equality; Section 187(1) asserts that the
Commission for Gender Equality must promote respect for gender equality and the
protection, development and attainment of gender equality. The establishment of a
Commission for Gender Equality highlights the intention by the Government to foster the
inclusion of women in all spheres of government by promoting gender equality.
Gender equality entails that the underlying causes of discrimination are systematically
identified and removed in order to give women and men equal opportunities. This
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research study finds relevance in terms of the requirements of the Constitution of the
Republic of South Africa, 1996, which stipulates that men and women have to benefit
equally from development. Section 195 of the Constitution of the Republic of South
Africa, 1996, outlines the principles of public administration. The Constitution of the
Republic of South Africa, 1996, sets the priority for other pieces of legislation impacting
on local government. The following are policies that specifically relate to the local
government sphere:
The White Paper on Local Government, 1998, requires political leadership which
represents the diversity of interests. Municipal councils which represent the diversity of
interests in the local community are best able to provide credible and effective
leadership. Municipalities should take active steps to ensure that representatives from
groups which tend to be marginalised such as women, people with disabilities and the
poor, are encouraged to stand for elections for local government, and build skills in
areas such as public speaking, organising public meetings and fundraising. The White
Paper on Local Government, 1998, places an obligation on local government to
increase the representation of women in local government and this obligation has been
achieved as is currently visible in the composition of local government councils.
The representation of women in local government is also necessitated by the Local
Government: Municipal Structures Act, 1998, (Act 117 of 1998). The Local Government:
Municipal Structures Act, 1998, (Act 117 of 1998) specifies that, as far as councillors
elected by proportional representation from party lists are concerned, every party must
seek to ensure that 50% of the candidates on the party lists are women and that women
and men candidates are evenly distributed through the list. It can be argued that there is
a legislative obligation on parties when compiling their party lists to ensure that women
are equally represented on their party lists as candidates for election. The requirement
of equal representation of women necessitates effectively capacitating women political
leaders be effectively capacitated with leadership competence in order to ensure that
above and beyond their political election they possess the skills to be able to lead.
Leadership development programmes are vital in order to build the leadership
competence of political leaders; and the subsequent evaluation thereof is of vital
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importance to ensure that these leadership development programmes are effective. It is
not only women‟s representation in government that matters, but the active participation
in the sense of being able to contribute to decisions about policies and the allocation of
resources that is of concern. The challenge is to translate formal equality, which is
equality in terms of the Constitution of the Republic of South Africa, 1996, and before
the law, into substantive equality which is the actual exercise of the right to equal
participation and recognition.
Chapter 4 of the Local Government: Municipal Structures Act, 1998, (Act 117 of 1998)
requires municipalities to develop a culture that promotes participatory governance and
to create enabling conditions in order to achieve this. Chapter 7 of the Local
Government: Municipal Structures Act, 1998, (Act 117 of 1998) provides for the creation
of a participatory democracy. The new local government dispensation based on a
culture of representative government where community needs are met and revealed.
The above discussion highlighted three important aspects that are relevant to this
research study. Firstly, it is not only a moral necessity for women to be represented in
the local government political structures but also a legislative obligation. This is
highlighted by CEDAW, the Beijing Declaration and the Constitution of the Republic of
South Africa, 1996. Secondly, South Africa is obligated to not only ensure formative
equality through representation, but also to ensure participation and recognition of
women in political structures, thereby promoting gender equality in all spheres including
the local sphere. Lastly, the role of local government as well as the objectives that local
government aims to achieve has to be fulfilled in line with women being equally
represented and equally treated.
However, representation alone does not ensure that every other administrative function
of local government takes gender into consideration. Substantive equality makes
provision for human resource development since it is only with particular skills,
competence and knowledge that women can participate effectively in political
structures. In this regard, legislation pertaining to human resource development in local
government is brought into cognisance.
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Section 68(1) of the Local Government: Municipal Systems Act, 2000, (Act 32 of 2000)
states that a municipality must develop human resource capacity to a level that enables
it to perform its functions and exercise its powers in an economic, effective, efficient and
accountable way. In order to ensure that human resource capacity is well developed,
the programmes that are in place to build capacity have to be effectively evaluated.
Effective evaluation of leadership development programmes in local government
constitutes evaluation, that, which, takes into consideration the increase in the
participation of women in political structures, and secondly, incorporates a gender focus
on the basis that gender evaluation leads to the empowerment of women.
It can therefore be argued that the development and training of councillors are vital to
equip these councillors with the skills and leadership competence which ensures that
the municipality is able to carry out its functions effectively. In developing the human
resource capacity of municipalities through the provision of leadership development
programmes that are offered to councillors, local government ensures that the
appropriate recognition be given to the leadership role and function of councillors.
The impact of the South African Qualifications Authority Act, 1995, (Act 58 of 1995) as
well as the Skills Development Act, 1998, (Act 97 of 1998) has to be taken into
consideration as these Acts regulate skills development initiatives in all spheres of
government.
The South African Qualifications Authority Act, 1995, (Act 58 of 1995) was established
with the purpose of providing for the development and implementation of the National
Qualifications Framework (NQF) and to establish the South African Qualifications
Authority. The South African Qualifications Authority 1995 (Act 58 of 1995) ,aims to
create an integrated national framework for learning achievements, which means that all
qualifications that are registered with the South African Qualifications Authority are
recognised as formal qualifications. The South African Qualifications Act 1995 (Act 58 of
1995) finds relevance to this study in that the central focus of this study, the Municipal
Leadership Development Programme, is registered with the South African National
Qualifications Authority and is on the National Qualifications Framework Level 4.
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Table 2.1 depicts the National Qualifications Framework in order to indicate where the
Municipal Leadership Development Programme is placed in the framework. The
importance of the table is also to indicate the academic value of the Municipal
Leadership Development Programme. The evaluation of leadership development also
focuses on the recognition of the qualification and the academic value that councillors
will receive from obtaining this qualification.
The South African Qualifications Authority Act, 1995 (Act 58 of 1995) prescribes
guidelines for determining the NQF level of qualifications. If leadership development
programmes in local government are registered with the South African Qualifications
Authority they are implemented under this authority. In relation to the South African
Qualifications Authority Act 1995 (Act 58 of 1995) the Skills Development Act 1998 (Act
97 of 1998) also has an impact on leadership development programmes in local
government.
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Table 2.1: National Qualifications Framework

NQF
8

BANDS

QUALIFICATIONS

Higher education and training

Doctorates

and

research

master’s degrees
7

Higher education and training

Honours: postgraduate diplomas
and certificates

6

Higher education and training

First

three-year

degrees

and

diplomas
5

Higher education and training

Two-year

diplomas

and

occupational certificates
4

Further education and training

High school/NGO/College
certificates/Grade 12

3

Further education and training

School/NGO/college certificates

2

Further education and training

School/NGO/college certificates

1

General education and training

Grades 4-9 , ABET 1-4

Adapted from: Republic of South Africa. 2007. Local Government: Municipal Systems Act: Draft
Competency Guidelines: Generic section 57 managers‟ managerial competency framework and
specific occupational competency profiles. Notice no. 29723. Government Gazette, 23 March
2007.
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The Skills Development Act, 1998 (Act 97 of 1998) aims to provide an institutional
framework to devise and implement national sector and workplace strategies in order to
develop and improve the skills of the South African workforce and to integrate these
strategies with the National Qualifications Framework contemplated in the South African
Qualifications Act 1995 (Act 58 of 1995). The Municipal Leadership Development
Programme is a skills programme, which aims to provide leadership skills to councillors
in local government and in this regard falls under the scope of the Skills Development
Act, 1998 (Act 97 of 1998).
The South African Qualifications Act,1995 (Act 58 of 1995) and the Skills Development
Act 1998 ( Act 97 of 1998) regulate skills development on all spheres of government
including the local sphere of government and are therefore vital in the implementation of
leadership development programmes. However, the local sphere of government in
addition has policies specifically related to skills development. This includes the
National Capacity Building Framework for Local Government, 2007.
The National Capacity Building Framework for Local Government, 2007, was drafted
based on the requirements of the Presidential Coordinating Commission in 2001, which
calls for “the development of a national capacity building framework which is
differentiated to take into account the different provincial and local government
circumstances and which would define the role of provinces in supporting local
government. The framework needs to focus on building strong political and managerial
leadership at a local level” (National Capacity Building Framework for Local
Government, 2007:21).This statement highlights the need for leaders in local
government that are skilled and knowledgeable in order to be able to approach the
issues and challenges that are specific to local government. This can best be done
through leadership development of councillors. Leadership development will ensure that
leaders and more specifically women leaders will be prepared to handle their leadership
responsibilities.
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The intention of the National Capacity Building Framework for Local Government, 2007,
is to define the impact that must be made on municipal capacity by 2011. The Municipal
Leadership Development Programme as a skills development programme is
implemented in terms of the scope of the National Capacity Building Framework for
Local Government, 2007. The National Capacity Building Framework for Local
Government, 2007, aims to provide a set of overarching goals for local government,
namely:


build on the foundation of ongoing capacity building;



provide a framework for a package of support based on government-wide and
local priorities; and



Manage and ensure a more enabling environment for capacity support (National
Capacity Building Framework for Local Government, 2007:22).

It is vital that all capacity building initiatives are implemented in local government taking
into consideration the capacity building challenges that municipalities have to meet by
2011 and also that leadership development programmes in local government are
evaluated based on their relation and relevance to the capacity challenges of
municipalities and the impact that these leadership development programmes make on
municipalities. The National Capacity Building Framework, 2007, relates to this study as
it highlights the need for strong political leadership in local government, therefore,
creating significance for leadership development programmes to equip political leaders
with the skills required by municipalities require in order to reach their developmental
roles. However, the provision of leadership development alone does not ensure that
participants, namely councillors, will obtain these skills. Only through evaluation can the
impact of these programmes be realised. Evaluation of leadership development is
consequently necessary.
Evaluation, however, in itself has to include the differentiation of gender between men
and women. In this regard the Local Government Gender Policy Framework, 2006, is
relevant for this study. The Local government Gender Policy Framework, 2006, seeks to
create an enabling environment for all municipalities and local government stakeholders
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to implement programmes aimed at achieving gender equality and women‟s
empowerment (Local Government Gender Policy Framework, 2006:1). The Local
Government Gender Policy Framework, 2006, aims to promote the integration of gender
equity and equality and women‟s empowerment in local government development
programmes and service delivery.
An increase in the number of women councillors in a municipality, the number of women
in ward committees and the effective participation of women in the IDP Representative
Forum is a long-term success indicator of the successful implementation of the gender
policy (Local Government Gender Policy Framework, 2006:51). Creating an enabling
environment for equal gender representation can be effectively achieved if there are
knowledgeable, competent and able women in local government who can take up
leadership roles.
This study finds its contextualisation in terms of the requirements of the political
authority. Firstly, the political authority promotes the equal representation and treatment
of women in all spheres of government including the local sphere of government.
However, the assumption that representation alone or the presence of women
automatically redefines power relations at different spheres of government, specifically
the local government sphere, is problematic. Equality not only in numbers, but equality
that supports the representation of women in political structures, by ensuring that men
and women contribute to development and benefit equally from development, is what
should be promoted and protected.
The political authority provides for specific objectives that local government has to
achieve and further asserts that municipalities must build their capacity in order to
promote the objectives of a developmental local government. Furthermore, when
women are represented in politics, their roles remain, for the most part, defined narrowly
in gendered terms around their perceived competencies and skills and not in terms of
the broader constituency of women who have power to change and influence policy
(Naidoo, 2000:50).
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This necessitates particular skills, knowledge and competencies, which include
leadership skills. Leadership development and training therefore become vital to ensure
that women political leaders are continuously being developed with the skills and
competencies in line with the developmental local government and also to ensure that
women leaders are seen not as tokens of representation of gender-balanced numbers
but are seen as leaders who are fully capacitated with leadership skills. However, as
previously mentioned, the effects of leadership development programmes can only be
realised through monitoring and evaluation. As women represent the majority in
municipal councils, this entails the monitoring and evaluation of programmes in which
both women and men participate, which brings into significance the acknowledgement
of gender differences.
The Local Government Gender Policy Framework, 2006, acknowledges these
differences and further aims to mainstream gender in all aspects of local government
including human resource development. Women in South Africa have emphasised the
need to ensure a gendered approach in all spheres of government responsibility:
legislative, policy and planning activities (Naidoo, 2002:49). In this regard, specific
gender evaluation becomes significant to ensure that gender is not only taken into
account in representation but that the human resource initiatives that are aimed at
supporting the representation of women and the evaluation thereof reflect gender
awareness in every aspect.
A gender evaluation can be contextualised in the political environment in various ways;
firstly, the political obligations placed on local government require that in achieving its
developmental role, local government has to incorporate the inclusion of women in all
aspects. This requirement means that women should not be discriminated against on
the basis of gender. The representation of women in local government is legislated by
legislation such as the White Paper on Local Government, 1998, as well as the Local
Government: Municipal Structures Act, 1998 (Act 117 of 1998). Representation of
women in local government political structures should be supported by human resource
development practices, such as leadership development of councillors in local
government. However, the value of leadership development programmes can only be
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ascertained through monitoring and evaluation. There is a need for a gender focus in
leadership development evaluation, given the differences in leadership and learning
styles of women and men, as well as the need for gender equality in all aspects of
political life, which necessitates the need for women and men to benefit equally from
development. The reason for this is that gender evaluation that builds in gender at every
aspect empowers women and promotes gender equality, which is a core principle
entrenched in the Constitution of the Republic of South Africa, 1996, and which also
cascades to other pieces of local government legislation and policies.
2.3.2 The socio-economic environment
The socio-economic environment is defined as the environment developed by humans
as contrasted with the natural environment being society as a whole, in its relation to the
individual. Factors in the social environment that have an impact on leadership
development of women include the masculine model of politics, cultural norms, values
and attitudes towards women and low levels of education.
In the social environment, a cultural system is found, which is the society‟s basic beliefs,
attitudes, role definitions and interactions. Nieuwenhuizen and Rossouw (2008:20) state
that the cultural environment can be regarded as part of the social environment,
because the cultural component includes social aspects such as religion, tradition and
language.
2.3.2.1 Impact of traditions
Strong emphasis is placed on tradition in the African society. In African culture, women
are sidelined in decision-making and the men make decisions on behalf of the women.
Women are seen as the caregivers and they are responsible for the role of caretaker in
the household.
Alexandra (2004:46) asserts that on the African continent, the place of the woman is in
the kitchen and not in the midst of men debating and taking political decisions.
Traditional authorities at the local sphere of government are significant because during
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the apartheid era, governance of rural areas in South Africa was carried out by
traditional leaders.
Letsholo (2006:4) states that the influence of traditional leaders spreads across six of
the nine provinces and further asserts that there are about 10 000 traditional chieftains
in South Africa who exercise a substantial influence over communal tribal land. Given
that control of land falls under traditional leaders who believe that women cannot be
active decision-makers, the control of land in the case where the husband dies, rather
than being given to his wife is passed on to the closest male relative. Women still
remain at a disadvantage because they are ruled by tradition.
Traditional leaders still occupy a significant role in local government to this day which is
highlighted by the Traditional Leadership and Governance Framework Act, 2004 (Act 41
0f 2003). The Traditional Leadership and Governance Framework Act, 2004 (Act 41 0f
2003) validates the role of chiefs in local government and clarifies the position of
traditional authorities that must now operate in and alongside local government
structures. Of significance to this research study is the role that women are accorded in
African tradition. Tradition places the woman as subordinate to men and therefore
women are not allowed to participate in decision-making with men. This poses a barrier
to women councillors who occupy leadership positions as these women face opposition
from not only their organisation but societal tradition as well.
There is a need for gender evaluation of leadership development programmes of
women in local government because evaluation with a gender-specific focus will take
into cognisance the barriers that women face when compared with male councillors.
Evaluation which is not gender-blind will not evaluate men and women in the same way
given the challenges that are specific to women councillors. The impact that tradition
has on the effectiveness of women calls for gender differences to not only be
acknowledged but also incorporated into leadership development evaluation.
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2.3.2.2 The masculine model of politics
Councillors in local government are political representatives. Gray and Mare (2002:5)
assert that political life tends to be organised around a male lifestyle. Thus many
meeting schedules, the lack of administrative support and the lack of infrastructure,
such as child-care facilities are biased among those responsible for family care. Women
are assigned the role of taking care of the household, and being care-giver is a role
assigned by society to women; therefore the masculine model of politics does not take
into consideration the various roles that women play in society. This leads to a barrier
that prevents women from actively participating in political life. The masculine model of
politics is a barrier to women being effective in political leadership roles and has to be
incorporated into leadership development evaluation.
Another factor that impacts on the active participation of women in local government is
the hostility or ridicule from male colleagues who feel threatened by women‟s presence.
This was reflected by women councillors who were interviewed for the purpose of this
research. They were of the view that they found that their skills and competencies were
often not recognised and must confront sexist attitudes and behaviour, finding that they
are often not afforded the same legitimacy and credibility as their male colleagues. The
attitudes of society towards women are that they are subordinate to men therefore when
women enter politics; the attitudes of their male colleagues tend to be negative towards
them.
Sushma (2004) asserts that “it is very difficult for a woman to make up her mind to enter
politics. Once she makes up her own mind, then she has to prepare her husband, and
her children and her family. Once she has overcome all these obstacles then the male
aspirants against whom she is applying make up all sorts of stories about her. And after
all this when her name goes to the party bosses, they do not select her name because
they fear losing their seat”.
The masculine model of politics creates a necessity for gender-sensitive programmes in
local government, taking into consideration gender differences and not only
acknowledging them but incorporating gender-sensitive aspects in programmes that are
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aimed at ensuring the active participation of women in local government. For the
purposes of this research study, the masculine model of politics highlights that
leadership development programmes in their implementation and evaluation have to
take into consideration the challenges that women face, which are gender-specific. If
the challenges that women face are not taken into account in the evaluation of
leadership programmes and are not reflected in the programme implementation, then
the full impact of these programmes will not be fully ascertained.
2.3.2.3 Low levels of education
An important factor that has an impact on leadership development programmes is the
level of education among women. As previously mentioned, women in society hold a
subordinate role to that of men. Women are seen as weak, they are also excluded from
decision-making as the role of women is seen to be that of care-giver.
The Constitution of the Republic of South Africa, 1996, in Section 2 affords the right to
education to all human beings; namely women, men and children, without discrimination
on the basis of gender or race. Therefore, women and men have equal rights to be
educated. Improving the level of education among women would reduce illiteracy, and
would enable women to be literate enough to take part in politics because a lack of
education influences access to a political career. For the purpose of this study, the level
of education of women is vital. Women were not afforded the same education
opportunities as men in the past, given the discriminatory practices that characterised
South Africa.
It is important when evaluating the leadership development of women in local
government to take into consideration the impact that the low levels of education among
women have on leadership development. This has to be taken into account in all
phases of leadership development including conceptualisation, implementation and
subsequent evaluation. However, merely acknowledging the existence of low levels of
education between men and women does not mean that gender is incorporated into the
evaluation of leadership development. It is vital that gender differences are built into
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every aspect of leadership development, hence the need for a gender evaluation of
leadership development programmes.
2.3.2.4 Feminisation of poverty
Alexandra (2004:50) asserts that the term feminisation of poverty refers to three things,
firstly, women have higher incidence of poverty than men, secondly, that women‟s
poverty is more severe than men and lastly, that there is a trend to greater poverty
among women associated with the high rates of women-headed households. Women
are the biggest users of municipal services and a lack of water, electricity and health
care facilities has a bigger impact on women than on men, because women spend more
time taking care of the household and of their children. The increased number of
women-headed households because of the tendency of men to move to the cities in
search of employment means that poverty affects women more severely than men. If
women are not employed and do not have access to education to be able to qualify for
employment, then the impact of poverty affects the entire family and gives rise to high
levels of poverty in society.
The socio-economic environment is an environment along with the political environment
that brings gender evaluation of leadership development of women in local government
into context in the broader context of leadership development. The feminisation of
poverty is an obstacle that is gender-based. Women experience poverty more adversely
than men and service delivery in local government impacts more on women given the
societal roles that women are given.
The impact of tradition and the subordinate role given to women as well as the
feminisation of poverty as discussed above, highlight the need to take into cognisance
gender differences and not be gender-blind when evaluating leadership development
programmes offered to women in local government. According to the Gender Policy
Framework for Local Government (2006:79) gender-blind describes programmes,
policies and actions that do not take gender inequalities into account. There is a need
for evaluation to take gender into consideration, and build in gender at every aspect of
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evaluation, hence a gender evaluation framework for the leadership development of
women in local government.
The evaluation of leadership development programmes in local government is not
conducted in isolation; it is impacted on by the requirements of the political environment
and the requirements of the socio-economic environment. For the purpose of this study,
these requirements have highlighted a necessity for gender-specific evaluation in
leadership development programmes offered to women councillors in local government.
2.4 INTERNAL ENVIRONMENT
The internal environment consists of factors which have a direct impact on the Local
Government Leadership Academy. These factors include motivation, knowledge and
skills as abilities and attitudes.
2.4.1 Motivation
Robbins (1998:309) defines motivation as “the willingness to do something and is
conditioned by this action‟s ability to satisfy some need for the individual”. According to
Chung (1977: 4) “motivation determines what an individual will do”. Motivation is the key
to individual well-being and organisational success. With regard to leadership
development evaluation, councillors will participate in leadership development
programmes if they have the willingness to do so. The willingness to participate in
leadership development evaluation is derived from the councillors seeing the
significance of the evaluation to both their individual well-being as well as the success of
the organisation, which for the purpose of this study, is the municipalities the councillors
serve. This study asserts that councillors will be motivated to participate in evaluation
that there is gender-specific as this ensures that is no underlying hindrances to the
effective evaluation of the impact of leadership development programmes.
For the purpose of this study the different motivational theories which outline factors
having an impact on the willingness of councillors to participate in leadership
development programme evaluation, will be discussed.
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Maslow‟s hierarchy of needs is based on the premise that people are motivated to
satisfy five basic types of needs organised in terms of a hierarchy, when one need is
satisfied, a higher-order need arises. Bedian & Glueck (1983:138) state that adequate
satisfaction of these needs triggers dissatisfaction at the next level. In terms of Maslow‟s
hierarchy of needs, physiological needs such as food and water are lower order needs
and self-actualisation is at the highest order of needs, these are realisation of one‟s
potential. Leadership development can be regarded as self-actualisation needs, leading
to realising one‟s potential. Leadership development evaluation of councillors therefore
provides for the realisation of one‟s potential as councillors will develop their potential as
leaders in local government.
Alderfer‟s ERG theory is based on three basic human needs, namely existence needs,
relatedness needs and growth needs. According to Steers, Layman and Bigley
(1996:16), existence needs are related to safety and physiological needs, whereas
relatedness needs include social and interpersonal relationships and growth needs
which include all those needs that relate to the development of human potential. Chung
(1977:43) asserts that Alderfer‟s theory differs from Maslow‟s theory in that the lack of
higher-order need satisfaction makes lower-order needs more important. Leadership
development evaluation forms part of Alderfer‟s growth needs of developing the
leadership potential of councillors and contribute to their growth. However, evaluation
that does not build in gender considerations might overlook gender needs and therefore
the impact and growth that women councillors might experience from their participation
in leadership development programmes might not be ascertained.
According to Vroom‟s expectancy theory, expectancy is a person‟s estimate of the
probability that a specific act or behaviour will result in a specific outcome or reward.
The greater the estimated probability, the more likely a person will be motivated to act
(Bedian and Glueck1983:149). Women councillors participated in the Municipal
Leadership Development Programme in order to develop their leadership competence.
Leadership development evaluation is necessary to determine whether the desired
competence has been developed. In terms of Vroom‟s expectancy theory, councillors
participate in leadership development programmes expect to be rewarded through
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developed leadership competence. This study argues that an evaluation framework that
determines the extent to which the leadership competence of women councillors is
developed through their participation in the Municipal Leadership Development
Programme is effective in meeting the expectations of these women.
Motivation is a vital component of human resource development and by extension
leadership development. Motivation of participants in training and development relates
to the problem that was identified in Chapter 1, namely that councillors should not only
undergo training simply because training is good. However, they should undergo
training because there is a genuine need for training and that because participants
identify the value of the training in their growth and development. It is through
evaluation, however, that the growth and development of participants in training can be
determined; it is in this regard this study aims to propose a gender evaluation for
leadership development of women in local government.
2.4.2 Attitudes
An attitude is defined by Bedian and Glueck (1983:117), as an individual‟s
predisposition to evaluate an object in a positive (favourable) or negative (unfavourable)
manner. Although attitudes are never seen or felt, they are inferred, and they can make
a difference between an individual‟s success or failure. It can therefore be said that the
attitude that councillors have towards their work and how they view their participation in
leadership development evaluation and the impact of it on their work will have an impact
on the effectiveness of the leadership development programme evaluation.
Bedian and Glueck (1983:118) identify two opposing attitudes towards work, firstly, that
work is a means to an end, which is unpleasant, but must be done in order to reach the
ends desired to earn a living. If a councillor in local government perceive his or her
participation in leadership development programme evaluation as unpleasant and as a
means to an end then the attitude will be negative and have a negative impact on the
councillor‟s participation in leadership development programmes. The second attitude
that councillors might have towards their work is that work is an end in itself and is very
satisfying. A person gains self-fulfilment through work. Councillors who perceive
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participation in leadership development evaluation as satisfying and a goal in itself will
therefore portray a positive attitude towards participating in the leadership development
programme evaluation and will have a favourable impact on the effectiveness of
leadership development evaluation.
An important aspect of leadership is the perception of task competence (Bierna and
Fuegen, 2001:707). It is generally perceived that men are more competent than women
in leadership roles. This stereotype affects evaluations of individual women. Task
competence refers to an individual‟s ability to perform a particular task. Men are
generally perceived to be more competent than women as leaders and therefore the
way men and women are perceived is different and based on gender stereotypes.
Heilman (2001:657) states that the perceived incongruity between stereotypically based
attributes ascribed to women (e.g. kind, caring and relationship-oriented) and the
attributes described to men (e.g. tough, forceful and achievement-oriented) believed to
be necessary for success at male gender-type jobs, is thought to give rise to
expectations that women will perform poorly in these positions; and the greater the
perceived lack of fit, the more negative the expectations. It is necessary to acknowledge
and take into consideration the existence of negative attitudes associated with women
in leadership positions, attitudes that are gender-specific. This study argues that a
gender evaluation framework for leadership development will not only consider but will
also acknowledge and build in the existence of these attitudes into leadership
development evaluation.
2.4.3 Knowledge and skills
Robbins (1998:28) defines skills as the ability to demonstrate a system and sequence of
behaviour, which is functionally related to attaining a performance goal. According to
Bass (1959:101) knowledge, such as how to evaluate a subordinate‟s performance,
skill, such as how to prepare clear instructions; and ability, such as how to speak
fluently may be involved in what a leader needs to help a group. In the context of
leadership development of councillors in local government, the roles and functions that
have been identified earlier in this chapter require that councillors have particular skills.
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This study in analysing the internal environment in which leadership development
programmes are implemented by the Local Government Leadership Academy, focuses
not only on what the programme offers in terms of content and facilitation but also on
the actual transfer of knowledge and skills that councillors are expected to have after
completing the leadership development programme.
The internal environment impacts on leadership development of women in local
government and creates a context for gender-specific evaluation. Rutherford (2001:329)
asserts that women were generally evaluated negatively when they exhibited leadership
characteristics that were seen to exemplify men, that is, task-oriented, directive or
autocratic behaviours. These characteristics are not seen as appropriate for women.
When women display similar traits to men, they are often criticised as masculine. Eagly
(2007:4) concurs that when women are evaluated as competent in a male sex-type role;
they are disliked more than their male colleagues. These perceptions may contribute to
the under evaluation of women and delay the recognition they are entitled to receive in
order to move ahead in organisations, particularly when women perform well in domains
that have been seen as male-oriented. It can therefore be deduced that it is necessary
to build gender considerations into the Municipal Leadership Development Programme
in order to ensure that women councillors who participate in this programme are not
underevaluated.
Heilman (2001:657) asserts that because of gender biases and the way in which they
influence evaluation in work settings, being competent provides no assurance that a
woman will advance to the same organisational levels as an equivalently performing
man. Gender stereotypes and the biased evaluations they produce inhibit women from
progressing upwards to the top of organisations. These are the stereotyped conceptions
of what women are like and how they should behave.
Lyness and Hielman (2006:777) are of the view that a „lack-of-fit model‟ asserts that
expectations and stereotypes held about women play a role in evaluative processes
because there is a tendency to perpetuate and confirm them. These expectations
become the lens through which information is filtered, including what behaviour is
attended to, how behaviour is interpreted and whether it is remembered when critical
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decisions are made. As a consequence, the negative expectations resulting from
perceptions of lack of fit detrimentally affect how women are regarded and how their
work is evaluated when they are in traditionally male jobs. As stated in Chapter 1 of this
study, since 1995 there has been an increment in the number of women councillors
from 19% to 40% in 2006, this means therefore that previously, councils were
dominated by men. It therefore follows that as the number of women in municipal
councils increases, gender stereotypes and perceptions come into consideration. There
is therefore a need to ensure that women councillors are not underevaluated as a result
of a lack of consideration for gender stereotypes.
2.5 CONCLUSION
This chapter focused on the environment in which leadership development of women
councillors in local government is implemented by the Local Government Leadership
Academy in offering the Municipal Leadership Development Programme to councillors
in local government. An analysis of the external and internal environment was provided
focusing on factors that have a direct and indirect impact on the Municipal Leadership
Development Programme. The factors highlighted the need for the acknowledgement of
and incorporation of gender into leadership development programmes offered to women
councillors in the local sphere of government. The chapter contextualised a gender
evaluation framework for leadership development. The next chapter will focus on the
current evaluation framework for the Municipal Leadership Development Programme in
order to assess the extent to which gender considerations have been built into the
evaluation of the programme.
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CHAPTER 3
CHALLENGES IN EVALUATING THE MUNICIPAL LEADERSHIP DEVELOPMENT
PROGRAMME
3.1 INTRODUCTION
The effective evaluation of leadership development programmes offered to councillors is
imperative given the role that councillors as political leaders play in local government.
Through evaluation of leadership development programmes, gaps and challenges that
hinder the effectiveness of these programmes can be identified and recommendations
can be made on how to improve the programmes. The previous chapter focused on the
external and internal environment in which leadership development programmes offered
to councillors in local government are implemented and consequently evaluated. The
chapter highlighted the impact that gender has on the evaluation of leadership
development programmes.

This chapter will assess the extent to which gender considerations were incorporated
into the evaluation framework for the Municipal Leadership Development Programme.
The chapter will investigate the extent to which the evaluation of the programme is
effective in meeting the gender requirements of the external and internal environment
pertaining to leadership development of women councillors in local government. The
aim of this chapter is to explain the challenges and shortcomings in the evaluation of
leadership development of women in local government.
The findings from the individual and focus group interviews will be presented in this
chapter. The purpose of the focus group interviews was to get the perceptions of the
women councillors who participated in the Municipal Leadership Development
Programme in order to fully ascertain their views regarding the evaluation of the
programme. The individual interviews served the purpose of getting the perspective of
other stakeholders in the evaluation of the programme, namely the programme
facilitators. The political programme co-ordinators from the municipalities who
participated in the Municipal Leadership Development Programme were also
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interviewed. The participants in the interviews included the members of the Local
Government Leadership Academy responsible for the conceptualisation, development
and implementation of the Municipal Leadership Development Programme.

3.2 PROFILE OF THE THE MUNICIPAL LEADERSHIP DEVELOPMENT
PROGRAMME

The Local Government Leadership Academy was established in order to capacitate
local

government

councillors

with

specific

leadership

competencies.

These

competencies are necessary to achieve the aims of a developmental local government
and promote improved service delivery. The aim is to contribute towards the
development of a broad base of politically mature leadership that can sustain
democracy and strengthen sustainable developmental local government in South Africa
(Logola, 2004:47).

The aim of the Local Government Leadership Academy is to develop an expanding
leadership cadre that is self-confident, visionary, creative, tolerant, inspirational and
committed to the development of others. This leadership will advocate and maintain
relationships of integrity with people at all levels of society and the polity. The Municipal
Leadership Development Programme was borne out of a need to develop leadership
skills among municipal leaders (councillors and senior managers) to enable them to
perform their duties in a professional manner. The programme‟s short- term objective
was a change in attitude and commitment to service delivery. The aim was to develop
leadership skills to make the councillors ready to work effectively and enable re-election
in 2011 (COGTA, 2010).

The programme was developed from a needs analysis that was conducted prior to the
establishment of the Local Government Leadership Academy. The needs analysis
focused on certain key elements of local government, namely, firstly, the legislative
framework governing the local sphere of government are the White Paper on Local
Government, 1998, as well as the Local Government: Municipal Systems Act, 2000 (Act
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32 of 2000). The leadership role that councillors and municipal managers must play in
strengthening the sustainability of local government is extensive and daunting (Logola,
2007). The legislative framework for this role is provided in the two pieces of legislation
mentioned above.

In order to evaluate the Municipal Leadership Development Programme it is important
highlight the vital elements of the programme that have an impact on the evaluation.
This will be done by means of a programme profile. The Municipal Leadership
Development Programme profile is relevant to this study in order to explain the purpose
of the programme, provide a brief history of the programme, and give a description of
the target population and number of participants and other information that has an
influence on the evaluation of the programme.

Since its launch in 2007, 17 district municipalities have participated in the Municipal
Leadership Development Programme. Fourteen of these municipalities participated in
the first phase of the programme, which is regarded as the pilot phase of the
programme. This phase provided leadership skills development programme‟s to men
and women who were elected and appointed in local government. Three district
municipalities participated in the second phase of the programme; this phase of the
programme had a specific focus on women in local government. The second phase of
the Programme was implemented in collaboration with the Municipal Transformation
Programme (CMTP) and various other stakeholders (Logola, 2008:1).

The pilot phase of the Municipal Leadership Development Programme began in 2007,
14 district municipalities were selected from the nine provinces to participate in the
programme. The criteria for the selection of the municipalities were:


the municipality would have been a former cross-boundary municipality;



would have hosted a presidential imbizo;



would be situated in one of the rural or urban nodes;



would have had a skills audit report conducted on officials (Logola 2008:1)
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The Municipal Leadership Development Programme was piloted in nine municipalities
and the number further increased to 14 upon great demand from the other districts
(Logola, 2008:1). The interviews with representatives of the Local Government
Leadership Academy, however, reveal conflicting information on whether the
programme started with nine or 14 municipalities. The first phase of the programme was
conducted in order to develop lessons as to what worked and what did not prior to
rolling out the Programme to other municipalities. The pilot phase of the Programme
would lead to participants receiving the Certificate in Leadership Development
registered with the South African Qualifications Authority.

Both phases of the Municipal Leadership Development Programme have to be included
in this study to fully show the way in which the programme is fully implemented in local
government. The evaluation framework for the Municipal Leadership Development
Programme will therefore be analysed in order to determine and identify the challenges
in its evaluation framework.

3.3 EVALUATION FRAMEWORK FOR THE MUNICIPAL LEADERSHIP
DEVELOPMENT PROGRAMME

This section of the research study will describe and explain the current evaluation
framework of the Municipal Leadership Development Programme in order to assess the
extent to which gender considerations are built into the Programme evaluation.

3.3.1 Structural evaluation
The structural evaluation of the Municipal Leadership Development Programme refers
to the evaluation of the programme prior to its implementation. Important elements in
the structural evaluation include the need for and feasibility of the Programme, the
development of the Programme content and the selection of facilitators. These elements
are discussed below.
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3.3.1.1 The need for and feasibility of the programme

The first aspect of the structural evaluation focused on the feasibility of the Municipal
Leadership Development Programme and the extent to which there was a need for a
programme to develop the leadership skills of elected and appointed officials in local
government.

The former Department of Provincial and Local Government conducted viability reports
which assessed the viability of municipalities and found human capacity gaps related to
human capital deficiencies. The deficiencies were articulated as a lack of skilled and
competent staff, councillor‟s lack of self-interest and commitment, poor community
relations and political interference. These issues created a need for competent leaders
to transform local government in order to meet its developmental role (Logola, 2004:7)

Interviews with organised local government revealed specific challenges that
councillors face in local government, namely (Logola, 2007: 23):


the complex nature of relationships at various municipal levels given the
geographic and population diversity of rural and urban-based municipalities and
the difference in skills required from councillors who are in the metros as against
those that are in the districts;



the various interface levels for councillors and municipal managers including
interaction with issues of traditional leadership and the sustenance of democracy,
as well as the fulfilment of diverse political interests and dealing with lobby
groups and individuals;



interaction between the councillors themselves and issues of political, cultural
and gender diversity;



the varied levels of issue orientation amongst councillors given that some are
tasked with portfolios and are by definition more engaged in portfolio-related
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issues and development challenges facing their municipalities than those without
portfolio.


the fact that many existing capacity building programmes focus on functional
responsibilities of councillors such as finance, project management and other
related fields to the exclusion of personal leadership dimensions. Moreover the
interviews suggest that many of these capacity building programmes directed at
councillors are poorly co-ordinated;



the difficulty of balancing issues of ward committees and their sector interests
given the voluntary nature of ward committees and the leadership demands and
capacity expectations imposed on these elected officials;



the tendency for councillors to interfere with administrative matters in the domain
of appointed officials instead of providing leadership in this regard. To illustrate
this, one municipal manager reported that a councillor entered his office. The
manager politely enquired how he could help. The councillor indicated that he
was there to monitor the performance of the official. The councillor wanted to see
“what the official did from 08h00 to 17h00 because it was important that the
municipality remains accountable to the community”.

The Local Government Leadership Academy developed the Municipal Leadership
Development Programme as a result of the developmental role of local government.
The Municipal Leadership Development Programme arose from a need to equip the
municipal leaders to achieve the aim of a society in transition and realise a well grounded and advanced system of local government.

The Municipal Leadership Development Programme feasibility study and needs
analysis emphasised firstly, on the legislative framework governing leadership
development which is important in that all programmes in local government have to be
implemented in line with the legislative framework. The viability reports also revealed
skills that were required by local government for councillors. The interviews with
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organised local government highlighted specific challenges that councillors face, which
are important to inform the development of a leadership development programme aimed
at councillors in local government.

Of significance to this study is the indication that gender diversity was highlighted as a
challenge that councillors experienced in their roles as leaders in local government. This
highlights the point held by this study that gender has an impact on leadership in local
government. The needs assessment focused on a broad view of the leadership skills
required by councillors in local government. The specific leadership development needs
of the 14 district municipalities that participated in the pilot phase of the programme as
well as the three district municipalities that participated in the second phase of the
Programme were not assessed. COGTA (2010) points out that a needs analysis per
municipality was not done. The specific context under which each municipality operates
was not assessed in the needs assessment. In addition, the individual leadership
development needs of the women councillors were not assessed.

It can be deduced that a one- size- fits- all approach was used where all municipalities
were seen as having the same leadership development needs. The above is supported
by interviews for this study with women councillors who participated in the Municipal
Leadership Development Programme. Their responses revealed specific barriers and
challenges that they as women councillors faced in carrying out their duties as leaders
in local government. Among these are the following:


Women sometimes feel intimidated when attending public meetings where men
are present and there is resistance from men who do not want to listen to a
woman speak. One councillor made an example of a public meeting where a
man attended a public meeting for the first time and saw a woman councillor
addressing the community. He and started making comments that attending the
meeting was not worth it because he did not come to listen to a woman speak.



Women councillors have the perception that they cannot participate in decision making due to the resistance they receive from men. The councillor made
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mentioned the traditional kgoro where chiefs, community leaders and councillors
come together to make decisions about community matters, and some men feel
that women should not participate in decision- making and this makes the women
councillors feel that they cannot do anything.


Serving in a mayoral committee with men and having a woman chair the meeting
are at times met with some resistance from the men. The mindset of the men
regarding the competence of women has to change because if it does, not
service delivery will be hampered.

The views from focus group participants reflected the following:


“As a woman in a man‟s world you don‟t get assistance” (referring to the
resistance and intimidation women receive from men in council meetings).



Due to the resistance that women receive from men in council meetings, women
form a women caucus before the council meeting to not be blown out of the
water during council meetings.



Men feel that they are better at debating a women and during the council
meetings do not allow women to express themselves

From the above, it can be argued that women councillors who participated in the
Municipal Leadership Development Programme face challenges that are genderspecific and have an impact on their effectiveness in their leadership roles. The fact that
the individual councillor‟s needs were not assessed and determined leads to the needs
analysis not having assessed specific challenges that a programme aiming to improve
leadership skills of women has to take into consideration. A needs assessment that
does not assess the specific leadership needs of women is therefore, according to this
research study, restrictive and ineffective. The lack of a gender focus in assessing
individual councillors needs is a shortcoming in the current evaluation framework for the
Municipal Leadership Development Programme.
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3.3.1.2 The development of the programme content

This section on the evaluation framework for the Municipal Leadership Development
Programme focuses on the programme content. According to COGTA (2010) a design
indaba consisting of design experts on leadership, practicing councillors and managers
were consulted for the design of the programme content. The input from the indaba
informed a report that was provided to external consultants to design the programme
content. However, COGTA (2010) reiterates that the focus was generic leadership
training and there was no specific emphasis placed on gender. This leads to the
argument that no gender focus was considered for the programme content. This is a
challenge given that the results of the feasibility study conducted by the Department of
Cooperative Governance and Traditional Affairs (COGTA) revealed gender diversity as
a challenge that councillors in municipalities face.

This is also a challenge given that the results from the empirical research conducted for
the purpose of this research highlight gender-specific challenges that women councillors
face as leaders in local government. The lack of gender considerations being built into
the programme content in the two phases of the Municipal Leadership Development
Programme is a gap in the evaluation framework for the Programme. This shortcoming
is shown in the given the views of the women councillors, namely:


One woman councillor who participated in the second phase of the programme
states as an expectation prior to attending the Programme It has to be kept in
mind that the programme was only provided to women councillors was that the
women would be taught skills that would help women not to feel intimidated. The
Programme would explain the role that women should play in terms of challenges
not only from men but from their families as well. The councillor asserted that she
expected the programme to teach her how to exercise her power as a woman
both in the community and at home.
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Another participant in the programme stated that she expected the skills
Programme on emotional intelligence to help woman councillors deal with social
difficulties.

These are examples of how the women expected the same gender focus that was used
in the selection of participants in the Municipal Leadership Development Programme to
be used in the development of the Programme content. Other expectations held by
women who participated in the Programme were that they expected to be taught skills
that would help councillors with their jobs. As women face gender-specific challenges
that impact on their jobs as councillors, it is important for gender considerations to be
built into the programme content.

Focus group participants stated that they expected to learn something that would:


help them in their community work;



help them feel empowered;



improve their commitment to their work and



help them to understand policies and Acts.

The inability of the needs assessment to take into consideration the individual and
collective expectations of the women councillors regarding their expectations of the
Municipal Leadership Development Programme in developing the Programme content
leads to non-alignment between practical and theoretical circumstances. The lack of a
gender focus in the programme content is a shortcoming in the Municipal Leadership
Development Programme evaluation framework.

However, the participants in the programme also saw the content of the programme
beneficial to their roles and duties as councillors. The views of the women councillors
regarding the programme content were:


“I wasn‟t aware that if I go to the community and in my interactions with
community members I have to apply a people-centred approach and fit myself in
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their shoes in order to try and understand the challenges they are facing and
through the things I learned in this Programme I was made aware of this.”


“The programme content was positive because it helped me to learn how to deal
with unrest in the community.”

Focus group participants stated that the content covered a broad spectrum of municipal
management and that it was exciting because it had practical value.

These views from women councillors who participated in the Municipal Leadership
Development Programme reflect the effectiveness of the evaluation framework in
aligning the roles and functions of councillors with the programme content. This is an
indication that the evaluation framework for the Programme is in line with the
requirement of the environment within which leadership development programmes to
councillors are implemented. This study further asserts that an incorporation of gender
considerations would improve the effectiveness of the Programme content by
specifically focusing on the issues women councillors in local government face.

3.3.1.3 The Selection of facilitators

The third element in the structural evaluation of the Municipal Leadership Development
Programme is concerned with the selection of facilitators. Logola (2008:4) states that
provincially based facilitators were chosen to implement the Municipal Leadership
Development Programme because people with an in-depth understanding of the
municipal context would be in a better position to deliver the programme than a people
from a different province or environment. Local facilitators were selected on their ability
to facilitate learners who might wish to express themselves in their mother tongue
during the learning process. The argument is that a facilitator who understands the local
language and context mediates learning better than a non-speaker of local languages.
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It is important to highlight the positive aspect of the current evaluation framework, which
takes into consideration the language barriers that might arise in the programme due to
the fact that not all women councillors are fluent in English. This consideration is a
strong point in the evaluation of the Municipal Leadership Development Programme.

A total of 22 facilitators delivered the programme all nine provinces. Out of 22
facilitators 15 were contracted to the Learning Resources Group and seven had links to
Human Development Africa (HDA). Female facilitators numbered 13 in total and the
male facilitators numbered nine (Logola 2008:4).

An important aspect of the evaluation framework for the Municipal Leadership
Development is the combination of men and women as facilitators in the programme.
The second phase of the programme aimed specifically at women councillors was
facilitated only by women facilitators. This was an intention by the Local Government
Leadership Academy to take gender into consideration (COGTA, 2010). It is important
to mention that this consideration indicates the incorporation of a gender focus in the
selection of facilitators.

3.3.1.4 Train-the-trainer

A one-month train-the-trainer programme was held for all programme facilitators. Two
key components of the Programme were that the facilitators gain an understanding of
the local government context and an understanding of the content of the curriculum.

The train-the-trainer programme was a rigorous programme and some of the facilitators
did not even make it to the end of the training programme. During the programme,
different people such as members of a municipal council were brought in to provide the
facilitators with insight into the functioning of a municipality so that the facilitators could
get an understanding of the municipal context. Other presentations were related to the
programme content and the reason for the content being taught to councillors in local
government. Facilitators were also trained in the different assessment procedures to be
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used in the Programme (Learning Resources Group, 2011). This supports the
statement made by COGTA (2010) that the intention was to have all facilitators be
assessors as well.

From the above, it can be said that the train-the- trainer programme focusing on the
context in which councillors work and the content to be taught during the facilitation of
the Municipal Leadership Development Programme display strength in the evaluation
framework for the Programme. This is due to the fact that the facilitators in had to have
an understanding of the local government context and the content to be delivered order
to effectively deliver the Programme.

The facilitators were also trained in presentation skills, where different activities were
done in order to train the facilitators on how to present. These activities included video
recordings of facilitators during their presentations followed by an assessment of the
presentations (Learning Resources Group, 2011). A strength in the current evaluation
framework of the Municipal Leadership Development Programme is the inclusion of
training in presentation skills. Due to the fact that facilitators would have to present in
front of a diverse group of people, training in presentation skills is a vital part of the
train-the-trainer programme.

According to the Learning Resources Group (2011), a gender component was
incorporated into the train-the-trainer programme with a focus on the different gender
stereotypes pertaining to women and men. For the purpose of this study this is a
positive element in the evaluation framework for the Municipal Leadership Development
Programme as it reflects a consideration of gender in the evaluation of the Programme.
This is due to the fact that including a gender component ensures that the facilitators
are aware of the stereotypes regarding men and women.

A weakness in the evaluation framework of the Programme is the lapse in
communication between the Municipal Leadership Development Programme facilitators
and the Local Government Leadership Academy regarding the train- the- trainer
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programme. After attending the training the trainer Programme facilitators expected to
receive certificates of competence and not certificates of attendance (Learning
Resource Group, 2011). The lack clarity between the the Local Government Leadership
and facilitators as to whether they would be receiving certificates of competence after
the train-the-trainer Programme shortcoming in the evaluation framework of the
Municipal Leadership Development Programme as it indicates a

breakdown in

communication between the stakeholders in the Programme. This study argues that the
aim of a train-the-trainer programme is to familiarise the facilitators with the material
and that facilitators do not attend such a programme for academic value as they are
paid to facilitate a training programme. The study, however, argues that due to the
breakdown in communication between the facilitators and the Local Government
Leadership Academy the facilitators had expectations that were not met.

3.3.1.5 Developing assessment procedures

This element in the current evaluation framework for the Municipal Leadership
Development Programme is focused on the development of procedures for the
assessment of women councillors who participated in the Municipal Leadership
Development Programme. The aim of this section is to assess the extent to which the
participants learnt from the Programme. The assessment procedures were formative
and summative. Formative assessment consisted on group and individual tasks in
class. Summative assessment is based on portfolios of evidence, consisting of tasks
that participants complete related to the specific municipalities where they carry out their
leadership roles.

This research study notes the significance of the inclusion of tasks specifically related to
the municipalities in which councillors work. This is important given the fact that women
councillors can include the challenges and barriers that they face in their specific
municipalities in the portfolios of evidence. This research study points out that this is a
strength in the current evaluation framework for the Municipal Leadership Development
Programme. The weakness, however, stems from the lack of inclusion of gender
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specific challenges in the programme content, which is not consequently assessed in
the tasks provided to these women. This research study relates this shortcoming to the
lack of gender considerations in the development of the Programme content ,which
spills over to a restricted focus on gender in the development of assessment
procedures.

3.3.1.6 Financial resources to implement the programme

The first phase of the evaluation framework for all programmes in the Local Government
Leadership Academy states that evaluation should focus on the logistical and material
support and resources needed to implement a programme (Logola, 2004:60). This is
evaluation before the implementation of the programme. However, the Programme was
implemented and during the implementation of the programme it was discovered that
the programme had to be stopped due to a lack of financial resources. The Preprogramme evaluation of the Municipal Leadership Development Programme reflects a
gap in the indicators used in the evaluation framework. The programme did not have
effective indicators that would have indicated the cost of the programme and the viability
of implementing the programme given those resources.

There was a lack of proper planning and budgeting done by the Local Government
Leadership Academy. It is important to note that the concept paper that was drawn up
for the Municipal Leadership Development Programme in 2004 included a complete
analysis of the cost of implementing the programme, as well as a cost breakdown of the
amount per participant. However, the programme was discontinued due to a lack of
financial resources. The lack of proper planning and budgeting led to some
municipalities completing all the skills programmes and not receiving feedback on their
performance. Other municipalities did not complete all the skills programmes. It is clear
therefore that the pre-programme evaluation of the Municipal Leadership Development
Programme was restricted and ineffective.
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From the abovementioned structural elements in the evaluation of the Municipal
Leadership Development Programme are indicated in table 3.1 is presented. Table 3.1
identifies the specific structural dimension, its desired outcome and indicator for
successful implementation.

Table 3:1 Structural elements in the Municipal Leadership Development
Programme
Structural dimension

Desired outcome

Indicators

The need for and

There is an identified

A needs assessment of

feasibility of the

need for leadership

the environment within

Programme

development programme

which councillors carry

for councillors in local

out their leadership roles

government

is conducted

The development of the

Relevant content related

The Programme content

Programme content

to the roles and functions

reflects an alignment

of councillors in local

between the roles and

development has been

responsibilities of

developed

councillors

Women and men have

There is a combination of

been selected to facilitate

women and men

the programme

facilitators.

The facilitators are

The facilitators attended

trained and capable to

and completed a train-

facilitate the programme

the-trainer Programme

Selection of facilitators

Train-the-trainer

69

Development of

Assessment procedures

The assessment

assessment procedures

are designed and are

procedures are linked to

aligned with the

the skills and transfer of

programme content

performance

There are financial

A preliminary budget has

resources to implement

been drawn up.

Financial resources to
implement

the programme.

The structural dimensions in the evaluation framework for the Municipal Leadership
Development Programme are concerned with the elements that are necessary for the
structure of the programme. The framework contains strong points that are in line with
the requirements of the environment in which leadership development programmes are
evaluated. The structural dimensions also reflect the lack of consideration of a gender
focus, which is a challenge evident in the empirical research conducted for the purpose
of this study and the description of the environment within which leadership
development of women in local government is implemented. In order to deal with the
challenge a gender evaluation framework is proposed through the research. The next
section discusses the elements in the process evaluation framework for the Municipal
Leadership Development Programme.

3.3.2 Process evaluation
The process evaluation is evaluation that assesses the effectiveness of the
implementation of the Programme after the structure has been put in place. The
elements in the process evaluation are the effectiveness of assessment procedures and
the facilitation of the Municipal Leadership Development Programme.
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3.3.2.1 The effectiveness of the assessment procedures

This element in the evaluation of the Municipal Leadership Development Programme
has a specific focus on the assessment procedures to determine whether they are
effective in assessing the competency levels of councillors. COGTA (2010) states that
several methods of assessment were used, firstly, formative assessment, to
demonstrate the participants‟ understanding during the skills module. Secondly,
summative assessment was used at the end of the Programme through the submission
of written assignments as well as portfolios of evidence, which consist of tasks that are
specific to the work context of the councillors.

The focus group participants stated that:


the

assignments

consisted

of

group

discussions

followed

by

plenary

presentations (during the Programme); and


the portfolio of evidence focused on the specific work environment where they
work.

Other views from participants were that some of the tasks in the portfolios of evidence
needed the councillors to consult and get assistance from other people. In these cases,
the councillors would indicate the assistance that was provided and the person who
provided the assistance.
The assessment procedures used in the evaluation of the Municipal Leadership
Development Programme utilised important elements in assessing the extent to which
the intended competency levels of councillors were demonstrated. Firstly, group
activities were used to assess the participants understanding during the programme and
secondly, the participants were being given tasks to be completed within their specific
works context. This enabled women councillors to specifically point out any challenges
that they might encounter in their leadership roles.
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Participants, however, provided the following concerns about the assessment
procedures:


The issue of a „pass one, pass all‟ approach to the assessment of the group
activities, which refers to a situation where there are eight councillors in a
group and only five participate in the group project, but all of them receive the
same mark. This is seen as problematic to the participants who put in more
effort and are awarded the same mark as those that did not.



There is a lack of clarity regarding how the group assessments were graded
and the fact that no results regarding the portfolio of evidence were received.
This has left the participants unclear about the assessment procedures.

The section relates to the extent to which gender considerations were incorporated into
the assessment criteria for evaluating the competence levels of councillors. The fact
that the women would include the gender barriers they face in local government as
councillors in their portfolios of evidence could be brought into consideration. However,
the extent to which the criteria used for assessment of portfolios of evidence made
provision for these gender barriers is unclear. The fact that after having submitted the
portfolios of evidence they have not been assessed, leads to the reality that desired
competence levels of councillors are uncertain and the extent to which gender
considerations are recognised remains a unclear.

3.3.2.2 The facilitation of the programme
The Municipal Leadership Development Programme was delivered the using the action
learning training model (Logola, 2008:4). The model seeks to provide participants with
real-life problems and assist them to find solutions. Action learning entails that learners
learn by doing and reflecting as they take real life challenges and transform them into
opportunities for learning and growth as individuals and as employees in a specific
context. Action learning as a methodological approach has been found to be effective in
maximising learning and the transfer of training, especially in a diverse group with
varying academic levels. This research study regards the selection of the action
learning approach for the facilitation of the Municipal Leadership Development
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Programme as a strength in the current evaluation framework for the Programme, given
the fact that councillors are elected and not appointed based on their qualifications. It
follows therefore that councillors have varying qualification levels, and the use of the
action learning approach is an advantage in this regard, since the aim is self-reflection
and growth.

Regarding the activities that were done during the different skills modules the
participants stated that:


The activities in class were linked to their role as councillors. One participant
mentioned a particular activity in class presented during the effective
communication skills module. This activity is regarded as the „sharing of
information activity‟ where councillors sat in a line and the first person in the
line had to whisper something in the ear of the next person and this would
continue until the message reached the last person. The councillor enjoyed
the fact that by the time the message reached the last person, the message
had totally changed.



Focus group participants state that the plenary presentations in front of other
councillors helped them to deal with stage fright and diversity as well as with
people from vulnerable groups.



“The facilitators were „wonderful‟ as they allowed councillors to feel
comfortable.”



“Each facilitator was different and used a different facilitation style.”



“Facilitators were very good and were really helpful in dealing with the
material.”



“The facilitators were excellent, helpful, did not use jargon, and took
participants‟ age into account.”
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These are examples of positive experiences from councillors who participated in the
Programme. The facilitator views were that during the facilitation, the real-life
experiences of the councillors made the facilitation interesting.

A facilitator involved in facilitating the Municipal Leadership Academy remarks that:
 “As a facilitator I come with the theory and the Programme content but the
councillors bring practical experience to the class and this also contributes to my
learning as a facilitator. It provides me with an understanding of service delivery
and the reasons why service delivery is hindered.”

The views of the facilitators and the councillors reflect a positive perspective towards on
the facilitation of the programme. These perspectives are important for evaluation
purposes in order to ensure that the lessons learnt from the programme can be
recognised and that future leadership development programmes can be informed
through these lessons learnt.

It is, however, important to highlight the participants‟ views regarding the facilitation with
a specific focus on gender:
 A woman councillor remarked that she “preferred a woman facilitator in
facilitating the programme because women are more understanding of the
experiences and views of women as opposed to men”.
 Another councillor also stated that she was more comfortable with a woman
facilitator than with a man.

Other participants both in individual interviews and the focus group asserted that:


“I have participated in other programmes where men were facilitating on
leadership and there was no difference between the men and women
facilitators.”



“It doesn‟t make a difference whether the facilitators were men or women.”
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The preferences of individual women councillors regarding a man or woman to facilitate
the Municipal Leadership Development Programme have to be determined in order to
ensure that women who prefer women as facilitators are not subjected to a situation
where they are being taught by a man. Due to the gender needs of women as stated in
the interviews conducted for the purpose of this research regarding perceptions and
attitudes of women and their interaction with men in public or as colleagues, the inability
of facilitation preferences of women councillors to be determined and incorporated into
the facilitation of the Municipal Leadership Development Programme is a weakness in
the

current evaluation framework of

the

Municipal Leadership

Development

Programme. This study through table 3.2 summarises the abovementioned process
elements in the evaluation of the Municipal Leadership Development Programme.

Table 3.2: Process elements of the Municipal Leadership Development
Programme
Process dimension

Desired outcome

Indicators

The effectiveness of the The assessment

The tasks are linked to

assessment procedures

procedures are effective

the content of the

in measuring transfer of

programme and the roles

learning.

of councillors in local
government.

The programme

The facilitation of the

The facilitation of the

facilitation

programme is aligned to

programme reflects the

the content of the

activities that are aligned

programme.

to the needs of the
participants.

An analysis of the process dimensions in the process evaluation of the Municipal
Leadership Development Programme indicates a positive perspective regarding the
evaluation of the programme as seen by the programme participants and facilitator. The
process dimensions, however, also reflect a lack of a gender focus in the evaluation of
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the programme, which is a challenge to be resolved through the proposed framework.
The process evaluation of the current evaluation framework necessitates a gender
evaluation framework to improve the effectiveness of the Programme.

3.3.3 Outcome and Impact evaluation
This aspect in the evaluation of the current framework of the Municipal Leadership
Development Programme is concerned with the outcome and the impact of the
Programme. The evaluation framework of the Programme is focused on an analysis of
the strengths and weaknesses and a review of the outcomes and what led to these
outcomes.

3.3.3.1 An analysis of the strengths and weaknesses

The first dimension in the outcome evaluation of the Municipal Leadership Development
Programme is concerned with an analysis of the strengths and weaknesses of the
Programme. After each of the four skills modules the participants completed a course
evaluation form, the purpose of which was to determine the participants‟ perspectives
regarding the programme (COGTA, 2010). The course evaluation forms (Appendix F)
focused on the content of the programme, the facilitation of the programme, and the
weaknesses and strengths of the programme as seen by the participants.

The course evaluation forms were designed to learn what worked and what did not and
to determine the immediate reactions of the participants. This is regarded by this
research study as effective to ensure that the immediate views of the participants were
determined to assess what worked and did not work in the Programme.

In addition the facilitators completed a facilitator feedback report wherein the facilitators
describe their experiences with the participants in the programme. The facilitator
feedback report (Appendix G) consists of an outline of the objectives of the Programme,
the participants‟ expectations regarding the programme as well as the learning points at
the end of the training session.
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Regarding the facilitator feedback report ,the following are the views of the facilitator:


After every skills programme facilitated, the facilitators were expected to
complete a feedback report and there were meetings held with the
representatives of the Local Government Leadership Academy to discuss the
programme, challenges encountered as well as the strengths and furthermore to
make recommendations on how to better improve the programme.



“As a facilitator I had access to the course evaluation forms and could see how
the participants rated my performance.”

A third stakeholder who participated in the evaluation of the programme were the
representatives of the Local Government Leadership Academy who compiled
observation reports on behalf of the Local Government Leadership Academy (COGTA,
2010). The observation report would serve as a third perspective regarding the
Programme and its impact and the extent to which the programme goals were met. One
of the main challenges in this element of evaluation is the fact that course evaluation
forms, facilitator‟s feedback reports as well as observation reports that were collected
have not been analysed and reviewed in order to learn what worked and what did not in
the implementation of the Municipal Leadership Development Programme. Due to the
aforementioned challenges regarding the funding of the Municipal Leadership
Development Programme, the evaluation of the programme could not be continued.

The lack of evaluation and interpretation of the course evaluation forms, facilitators
feedback reports and observation reports led to the various reactions from the
Programme participants, the facilitators as well as the representatives of the Local
Government Leadership Academy who observed the implementation of the programme
not being determined. Some of the views of the participants in the programme regarding
the elements that were evaluated in the course evaluation forms, facilitators feedback
reports and the observation reports were:


Communal knowledge taught councillors different ways to safe guard and
safe keep information, emotional intelligence and effective communication is
very helpful to councillors.
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Councillors loved the Municipal Leadership Development Programme, it was
relevant to the work councillors do as community leaders, the way to behave,
the way to approach community members, the way to interact as a leader,
the budget of a municipality according to the needs of the community.



Councillors like talking, very vibrant, and like to discuss, are not embarrassed
to ask questions and the mixture with other councillors from different
municipalities was good.



The facilitators were excellent, helpful, did not use jargon, taking participants‟
age into account.

These views expressed by women who participated in the Municipal Leadership
Development Programme were concerned with their immediate reactions and due to the
lack of evaluation and interpretation of the course evaluation forms, the facilitators‟
feedback reports as well as the observation reports, similar views and opinions
expressed regarding the programme were not ascertained. This hinders the
effectiveness of the evaluation framework of the Municipal Leadership Development
programme as it does not allow for a learning role to ensure that the strengths and
weaknesses of the Programme, as seen by the women and the facilitators, can be
determined in order to inform future leadership development programmes offered to
women councillors in local government.

It can therefore be argued that the ineffectiveness in the pre-programme evaluation of
the Municipal Leadership Development Programme spilled over to the impact
evaluation. In terms of a focus on gender in this phase of the evaluation, the lack of
proper data leads to lessons that were developed from the Programme regarding its
impact on women, the perspectives and views of the women in the Programme, the
views of the facilitators and programme developers not being taken into consideration.
Lessons to inform future programmes offered to women in local government were not
developed. The gender barriers that were encountered in the programme have not been
ascertained. Therefore, there is a challenge in the evaluation of the Municipal
Leadership Development Programme.
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3.3.3.2 A review of outcomes and what led to those outcomes
This element in the current evaluation framework of the Municipal Leadership
Development Programme is focused on reviewing the outcomes of the Programme and
what led to these outcomes. Focus group participants declared the following about their
participation in the Programme:


“I am able to deal better with the problems during council meetings where they
previously felt intimidated by their male colleagues.”



“I am sure of what I say and during council meetings men now ask questions
instead of just criticising.”



“I have increased respect.”

Some of the comments from participants regarding the impact of the programme were:


The module on effective communication should be presented to all officials and
councillors in government departments.



They were looking forward to complete the programme and receive certificates of
competence.



They looked forward to other skills modules or developmental programmes



They believed that officials who are not trained in the programme will hamper
service delivery at their municipalities.

The participants in the programme mentioned that they would prefer a follow-up course
as well as a refresher course to supplement the skills they had already developed in the
Municipal Leadership Development Programme. The inability of the Local Government
Leadership Academy to evaluate the long-term reactions of the participants has led to
these views not being incorporated into the current Programme evaluation. Therefore
the one of the purposes of evaluation which is to determine the impact of the
programme cannot be achieved. This is a weakness in the evaluation framework for the
Municipal Leadership Development Programme.

This element in the impact evaluation of the Municipal Leadership Development
Programme focuses on: the level of satisfaction of the participants with the experience,
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their personal evaluation regarding whether the objectives were met, and the
effectiveness of the facilitators. This is usually done using course evaluation forms.
The Municipal Leadership Development Programme was evaluated by the participants
through course evaluation forms that were completed after every skills module
(COGTA,2010). The course evaluation forms aimed to get a view of the opinions,
perceptions and views of the participants prior to them returning to their work context
and applying the knowledge and skills (if any) gained from the programme. The course
evaluation forms focused on the participants‟ views regarding the programme content,
facilitation, learning material as well as the training venue. This study argues that the
use of course evaluation forms as an evaluation tool is strength in the evaluation
framework for the Municipal Leadership Development Programme.

Evaluation should

be done after the programme to determine the lessons learnt from the programme and
for future programmes.

The Sedibeng District Municipality (2011) stated that there were no scientific measures
to measure whether the goals were met, this was also reiterated by Gert Sibande
District Municipality (2011) and Greater Sekhukhune District Municipality (2010) who
state that only through performance could that the municipality gauge the extent to
which the Programme was effective. One of the weaknesses in the evaluation
framework for the Municipal Leadership Development Programme is the lack of
measures to determine whether municipalities recognise the impact of the programme
on councillors.

The Sedibeng District Municipality (2011) asserted that it experienced a lack of
continuity regarding the Municipal Leadership Development Programme. There was a
lack of follow-up by the Local Government Leadership Academy due to financial
constraints, which led to two of the expectations of the municipality not being met.
These were, firstly, that the councillors, after having participated in the Municipal
Leadership Development Programme, expected to have refresher courses, and
secondly, that the municipality had also wanted the Programme to be provided to
incoming councillors because the previous councillors viewed the programme as
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beneficial. This was stated by a focus group participant who reiterated that “the
Municipal Leadership Development Programme was appropriate for incoming
councillors who found themselves in deep water”.

This is an indication that the impact of the Municipal Leadership Development
Programme is positive and there is a need for incoming councillors to undergo the
programme, but without effective post-programme evaluation the impact made by the
programme cannot be ascertained, which is a weakness in the evaluation framework for
the Municipal Leadership Development Programme. Participants recommended the
following:


Focus group participants made recommendations to improve the programme by
having an advanced refresher course.



Another participant recommended that the time for the presentation of each
course was too short and that it needed to be increased. The lack of postprogramme evaluation leads to lessons that could have been learnt to inform
future programmes not being done and the evaluation purpose not being
ascertained.



A further challenge that was stated by the programme co-ordinators and
programme participants was that due to the busy schedule that councillors have
they were unable to complete all four skills modules, which hampered their
progress. This fact and was reiterated in facilitator feedback reports.

These views of the participants that highlighting the impact of the programme focused
on gender-specific issues, which can only be identified through the use of genderdisaggregated data. The Municipal Leadership Development Programme was evaluated
through course evaluation forms, facilitator feedback reports and observation reports.
These forms of evaluation were focused on the immediate reactions and outcomes of
the programme. There was no assessment of the programme after the participants had
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returned to their various municipalities. Transfer performance refers to the extent to
which participants are able to perform their duties better after attending a programme.
This enables the exact programme outcomes to be determined. This, however, was not
done when evaluating the Municipal Leadership Development Programme. The
perspectives and views of the various programme co-ordinators, who were
representatives of the municipalities and responsible for selecting the women to
participate in the programme, were not ascertained

The views from participants in the Programme serve the purpose of understanding the
expectations of the participants regarding the Programme. The views also serve the
purpose of informing future programmes not only in local government but also in other
spheres of government. From the reactions of the participants the expectation for
certification was highlighted by the participants themselves. As stakeholders in the
programme, they viewed their participation as a gateway to certification. Learning
Resources Group (2011) states that another shortcoming in the Municipal Leadership
Development Programme is the lack of consideration for the recommendations made by
the Programme facilitators. Much good feedback was received during the pilot phase,
which could have been used to inform the future implementation of the programme.
However the inability by the Local Government Leadership Academy to meet the
participants‟ expectations and the facilitators‟ recommendations due to improper
planning and budgeting and ineffective pre-programme evaluation indicates a
shortcoming in the evaluation framework for the Municipal Leadership Development
Programme.
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Table 3.3 of this study summarises the abovementioned outcome elements in the
evaluation of the Municipal Leadership Development Programme. Table 3.3 depicts the
outcome evaluation of the Municipal Leadership Development Programme, the desired
outcome and the indicators of success.

Table 3.3 Outcome elements in the Municipal Leadership Development
Programme
Outcome and Impact

Desired outcome

An analysis of the

The strength and

strengths and

weaknesses of the

weaknesses of the

programme have been

programme

determined

A review of the outcomes The outcomes of the
and what led to these

programme have been

outcomes

determined

Indicators

None

None

The extent to which the goals of the programme, as seen by the participants and their
municipalities, were achieved, were not determined. The exact outcomes of the
programme could not be clearly determined. The lack of exact Programme outcomes
being determined renders the evaluation framework for the programme ineffective. The
purpose of evaluation is to determine the value brought by the programme. An inability
to determine the impact of the programme hinders the effective evaluation of the
Municipal Leadership Development Programme.

The above discussion regarding the evaluation of the Municipal Leadership
Development Programme highlighted key elements that render the evaluation
framework of the programme ineffective. This section of the research study will provide
other challenges that were not included in the framework used to evaluate the Municipal
Leadership Development Programme. In the evaluation framework for the Municipal
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Leadership Development Programme, certain elements can be noted that are
hindrances to the effective evaluation of the programme. The findings from the
observation reports as well as the focus group interviews highlighted the impact that
gender has on the effectiveness of the women in local government to perform their
leadership roles.

This research study has, through a review of literature on gender, leadership and
evaluation, deduced that gender has an impact on leadership and leadership
development evaluation. This was also highlighted by the comments made by the
women who participating in the Municipal Leadership Development Programme who
listed gender-specific challenges that impacted on their abilities to perform their roles
effectively.

There is a lack of gender-disaggregated data in the evaluation of the Municipal
Leadership Development Programme. The Municipal Leadership Development
Programme was provided to both women and men in local government, although in
specific municipalities there was a focus on women only. It therefore follows that the
evaluation of the programme was done by both women and men who participated in the
programme. However, in reporting the views of the participants in the programme the
data is not gender-disaggregated and the impact on women and men cannot be
ascertained. One example of this is the observation reports that were compiled by the
Local Leadership Development Programme representatives who attended the training
sessions. The views of the participants are not differentiated by gender, which limits the
determination of the impact that the programme had on men and on women, if any. This
is a weakness in the evaluation of the Municipal Leadership Development Programme
as its lessons cannot be developed to inform future programmes provided to women in
local government.

The above-mentioned shortcomings and challenges have led to women in local
government having undergone training for a programme with the aim of enhancing their
leadership skills and enabling them to lead better and the results of this training have
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not been determined due to a lack of effective evaluation. Municipalities who already
faced some service delivery backlogs sent women to the programme and there was no
tool to evaluate whether they see the outcomes of the programme or not. The women
who participated in the programme regarded their participation in the Programme as a
gateway to a better life after their term in office ends. The fact that no results were
provided and no certificates have been issued is problematic as this means that the
academic value as well as the work value of the Programme is limited.

3.4 CONCLUSION
This chapter focused on the evaluation framework for the Municipal Leadership
Development Programme. The findings from the empirical research were provided in
this chapter and they reflected the weaknesses and challenges in the evaluation of the
Municipal Leadership Development Programme evaluation framework. The findings
indicated that the evaluation framework used in evaluating the Municipal Leadership
Development Programme is effective in meeting some of the requirements of the
environment in which leadership development of women in local government is
implemented.

It can be deduced from the abovementioned weaknesses and challenges in the current
evaluation framework for the Municipal Leadership Development Programme that there
is a lack of a gender focus built into programme evaluation. The programme was offered
to both women and men in local government, however, specific gender barriers that
face in their leadership roles were not incorporated into the programme. This study
asserts that the Municipal Leadership Development Programme evaluation framework
is restricted and limited. For councillors in local government, the value of the
programme has not been determined. This has led to women councillors participating in
a Programme which was not been properly evaluated.

Therefore this research study aims to provide a gender evaluation framework that
incorporates and builds in gender considerations at each step in the evaluation process.
The proposed gender evaluation framework is provided in the next chapter.
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CHAPTER 4
A GENDER FRAMEWORK FOR THE EVALUATION LEADERSHIP DEVELOPMENT
OF WOMEN IN LOCAL GOVERNMENT

4.1 INTRODUCTION
The previous chapter outlined the shortcomings in the evaluation framework of the
Municipal Leadership Development Programme that hinder the effective evaluation of
the Programme. This chapter deals with the conceptualisation of a gender evaluation
framework for the evaluation of leadership development programmes offered to women
in local government. The chapter will then explain the principles that underpin a gender
evaluation, followed by the steps of a gender evaluation framework.
4.2 DEVELOPING A CONCEPTUAL FRAMEWORK
A concept is an image or systematic representation of an abstract idea. According to
Fox and Meyer (1996:24), human thought is characterised by the use of language,
which consists of symbols and rules, and a concept is an example of a symbol which
represents similarities between a variety of phenomena. A framework is a structure that
provides the best possible solution to a problem or hindrance. For the purpose of this
research

study,

a

framework

will

be

conceptualised

in

order

to

propose

recommendations for the shortcomings and challenges in the evaluation framework for
the Municipal Leadership Development Programme.

A theoretical framework is the theory on which a study is based; a conceptual
framework is the operationalisation of the theory. The theory on which this study is
based highlights that a lack of gender considerations in evaluation leads to obscured
and skewed evaluations and that an evaluation framework that builds in gender at every
aspect in the evaluation framework will lead to a more effective evaluation. The
conceptual framework therefore will put this theory into practice by turning the concepts
into observable and measurable elements.
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4.2.1 The principles underpinning the framework
The framework is based on the principle of gender equality. Gender equality is a
principle that is informed by international and regional instruments to which South Africa
is signatory. The Beijing Declaration and Platform for Action (1995), the Convention of
the Elimination of All forms of Discrimination Against Women (1995), The United
Nations Millennium Development Goals (MDGs) are international agreements that
endorse the promotion of gender equality in South Africa. In South Africa, the
Constitution of the Republic of South Africa, 1996, in Section 2, and Section 187(1), as
well as the Gender Policy Framework for Local Government, 2006, promotes gender
equality. Gender equality refers to affording women and men equal opportunities and
benefits to develop their full human potential and meet development needs. The full
potential of women can be developed by taking into consideration women’s experiences
and the issues that women face in their leadership roles in local government.

The development needs that women have, therefore arise from these experiences,
which create a need for leadership development programmes. These programmes
should that incorporate the actual experiences, challenges and barriers in order to be
effective. A gender evaluation framework for the evaluation of leadership development
programmes of women in local government will enable the gender experiences that
women have to be incorporated into leadership programmes and into the evaluation of
such programmes. Through leadership development programme incorporating the
actual experiences of women and taking into consideration the actual leadership
development needs of women, full development of their potential will be achieved. This
is a step in achieving gender equality. The principle of gender equality is therefore an
underlying principle in the conceptualisation of a gender evaluation framework.

This gender framework is developed in line with the that principle of good human
resource management and career development practices to maximise human potential,
must be cultivated as highlighted in Section 195(1) of the Constitution of the Republic of
South Africa,1996. Human resource management is the design of formal systems in an
organisation to ensure effective and efficient use of human talent to accomplish
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organisational goals (Mathis & Jackson, 2003:4). Good human resource management
entails training and development in order to equip the staff in an organisation with the
skills, knowledge and competencies that will enable the goals of the organisation to be
achieved.

A gender evaluation framework entails assessing the value that is brought about by
leadership development programmes in order to ascertain the extent to which these
programmes are aligned with the organisational objectives. A gender evaluation aims to
ensure continuous improvement of programmes offered to women in local government.
This improvement will enable their efficiency and effectiveness in developing the skills
and competencies leading to the achievement of the objectives of the organisation.
Effective training and development are at the core of human resource management.

Career development refers to the development of human resources within an
organisation in order to enable them to create employability for themselves in the future
(Mathis & Jackson, 2003:4). This means that the focus of development should not only
be on the present development needs but should incorporate future development needs
that might occur. With regard to women councillors, career development enables them
to create employability after their term in office has lapsed. Career development also
enables them to make the move in their career ladders. This principle aligns individual
and organisational needs with development programme objectives. This alignment
entails that women’s needs should be taken into consideration and women’s input
should be incorporated into the programmes in which they participate. A gender
evaluation promotes the principle of good human resource management and career
management practices that pertain to women in local government.

Public administration must be broadly representative of the South African people, with
personnel management practices based on ability, objectivity, fairness, and the need to
redress the imbalances of the past, as stated in the Section195(1) of the Constitution of
the Republic of South Africa,1996,. One of the key elements in the environment within
which women in local government is implemented is the existence of gender biases
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against women, which reduces the fairness and objectivity of leadership development
evaluation. Through consideration of and acknowledging the impact of gender on
evaluation, the principle of broad representation and unbiased evaluation will be
promoted.

The above-mentioned are the principles on which the proposed gender evaluation
framework for leadership development of women is conceptualised. The next section
provides a discussion on the models of evaluation and their impact on the proposed
evaluation framework.

4.3 MODELS OF EVALUATION
There are various models that have been used in evaluating development programmes.
This section provides a discussion of the models of evaluation.

4.3.1 The experimental research model.
The experimental research model draws a direct relationship between training and
change in performance through controlled experiments. Programme evaluators
randomly select different participants in a programme and assign them to a group. The
group then attends a training programme, after the programme another group of
participants attend the training programme and comparisons are made regarding the
effectiveness of the programme through a change in performance in both groups
(Stufflebeam& Shinkfield, 2007:173).

4.3.2 The systems model of evaluation
The systems model of evaluation measures evaluation based on, firstly, the
identification of a training need, the difference between the present level of knowledge
and skills and the expected standard, in order to identify a training gap. Producing a
training course and identifying the people to be trained, by whom, when and how, will be
the second step in the cycle. The third step involves the implementation and recording
of the information regarding the training. The final step is evaluating the results of the
training against the original need identified (Critten 1995:174).The systems model of
89

evaluation evaluates how a training programme is able to bridge the gap between the
present level and the expected standard of performance.

4.3.3 Goal-directed model of evaluation

This model of evaluation puts an emphasis on the goals that the training should aim to
achieve. Stufflebeam and Shinkfield (2007:160) state that the purpose of this model is
to determine whether the programme’s goals have been achieved. This model uses
operational and behavioural objectives as well as performance assessments to assess
whether the programme’s goals have been achieved. It can therefore be argued that
this model of evaluation is concerned with the determination of programme goals as the
indicators of programme effectiveness.

4.3.4 Illuminative model of evaluation
This model of evaluation requires trainees to be given pre-tests and then be submitted
to different training experiences. After a period of time, their attainment is measured to
indicate the efficiency of the methods used. The evaluator does not make assumptions
regarding the training. The role of the evaluator is to provide an understanding of the
reality (Critten, 1995:186). The environment in which learning takes place consists of
the cultural, societal and psychological variables which determine training and
performance. The variables interact with each other in order to establish a new set of
circumstances, pressures, opinions and work styles associated with each different
training course. The illuminative model of evaluation emphasises the environment in
which learning takes place and the effectiveness of the training method in different
environments and is concerned with the ‘reality’ of training.

4.4.5 Costing, cost- effectiveness and cost-benefit analysis model

According to Stufflebeam and Shinkfield (2007:179) the aim of this model is to
determine the costs associated with programme inputs, monetary value of the
programme, compute benefit-cost-ratios and compare the computed ratios to those of
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similar programmes. Evaluation measures the total value of a training programme; total
value is inclusive of the financial value of the training to the organisation. The money
spent on training is an investment of the organisation on the trainees, it is therefore
necessary when assessing the value of training to consider the return on investment.
The financial value of the training programme can be referred to as the organisation’s
return on investment.

This model of evaluation incorporates a financial value to training and measures training
effectiveness based on the value that is derived from the participation in training. The
costing, cost- and cost-benefit analysis model assesses the extent to which the money
spent on development is in direct correlation to the value that is brought about by
participation in training.

4.3.6 Levels of evaluation

The level of evaluation model is a combination of the goal based school of evaluation
and the systems school of evaluation. It is goal based in the sense that it requires goals
to be set for each level of evaluation, and it is systematic in that it requires the
systematic collection of information at each level. Within this school of evaluation, the
Kirkpatrick’s model of evaluation levels is found as a practical application of the levels of
evaluation school. The model consists of four levels of evaluation. The first level
measures trainee’s reactions to the training, the thoughts and feelings regarding the
training. The second level of evaluation measures learning, an increase in knowledge or
capability before and after the training programme. The third level measures behaviour
the extent of change in behaviour and capability implementation. The fourth, final level
measures results, the effects on the business or environment resulting from training.
The levels of evaluation places an emphasis on evaluation at different levels, the
reactions of training , the extent to which learning takes place, the change in behaviour
and the effects of the results on the business , rather than a focus on one level,
evaluation takes place at different points.
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4.3.7 Goal free model of evaluation
This school of evaluation is based on consequences of training that are unanticipated
on the basis that an emphasis on measurable objectives can prevent describing the
actual outcome of a particular training course. The goal free school of thoughts
evaluates the actual effects of training courses against the defined needs. Specifying
objectives indicate the intention of trainer while evaluation should be based on
evaluating the achievements and not the intentions.

4.3.8 The intervention list model of evaluation

This model of evaluation is based on the premise that evaluation should be a service
rather than a research function to provide needed assistance and information. The
approach uses a practical outcome. The proponents of the interventionalist model argue
that the stakeholders in the training course should have a vested interest in the
evaluation and assert that the goal of evaluation is not predetermined but will focus on
the central issues that are of interest to stakeholders (Critten, 1995:186-187). The
interventionalist model of evaluation ascertains that the value of a training programme is
determined by the stakeholders having an interest in the training. The way in which the
stakeholders perceive the value brought about by the training is an indicator of success.

The abovementioned models of evaluation have evolved over time; these models all
have the purpose of extracting value from a development programme. Each model of
evaluation emphasises evaluation from different angles. The research study asserts that
an effective evaluation framework is one which encompasses all the components of the
various evaluation models. These elements are:


The relationship between the training and the change in performance entails an
improvement in the performance of the women after their participation in the
Municipal Leadership Development Programme. This necessitates a focus on
gender based on the fact that empirical research highlights certain gender
specific challenges that hamper effectiveness of the women councillors in their
leadership roles.
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The return on investment is a concern of all the stakeholders involved in the
Municipal Leadership Development Programme deriving value from their
involvement in the Programme.



The extent to which the training meets the training needs of an organisation and
the trained entails the needs of women councillors as well as municipalities
regarding leadership development being determined and met this includes
gender-specific needs of women.



Another element is the extent to which the goals of the training needs of an
organisation and the trainees are achieved. The significance of this element in
evaluation is to ensure that women councillors do not only participate in training
because any training is good but to ensure that they derive value from the
Programme.



The effectiveness of the training method used in the learning environment
focuses on the extent to which the facilitation method is seen by the women
councillors as being effective. This entails a focus on the gender facilitation
preferences of women in terms of whether they prefer a woman or a man to
facilitate the Municipal Leadership Development Programme.



The extent to which the stakeholders perceive the value added by the training is
another element in the evaluation of the framework. Evaluation has to ensure
that the perceptions of all stakeholders regarding the value of the Municipal
Leadership Development Programme to them are met.



Another element is the impact of training on the organisational results. This
element in evaluation focuses on an improvement in the performance of
municipalities after the councillors’ participation in the Municipal Leadership
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Development Programme taking into consideration the gender barriers that
women councillors face.



The element of actual outcomes of the training is concerned with the results of
the Municipal Leadership Development Programme and the impact brought
about through participation in the Programme to provide a learning role to inform
future programmes provided to women in local government.

The abovementioned elements were derived from the models of evaluation and are
significant to this research in order to provide the various elements that an effective
evaluation framework should consist of. The gender evaluation framework proposed in
this research study is explained below.

4. 4 A COMPREHENSIVE GENDER EVALUATION FRAMEWORK

This section of the research study focuses on proposing a comprehensive gender
evaluation framework. A gender evaluation framework is a framework that builds in
gender considerations at every step in the evaluation process. For the purpose of this
research, the focus of the evaluation framework will be specific on evaluating leadership
development of women in local government.
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FIGURE 4.1: STEPS IN A GENDER EVALUATION FRAMEWORK

Adapted from: McClaren J.2000. Evaluating programmes for women: a gender specific
framework.[Online] Available from:
http://www.pwhce.ca/pdf/evaluatingPrograms.pdf[Accessed 10 March 2010].

95

Figure 4.1 depicts the gender evaluation framework proposed in this research study.
The framework is composed of eight steps. Each of the eight steps builds in gender
considerations in evaluating leadership development programmes. The framework is
proposed in line with the shortcomings in the evaluation of the Municipal Leadership
Development Programme identified in Chapter 3 of this research study. Each of the
steps in the proposed gender evaluation framework is discussed below.

4.4.1 Step 1: Engage stakeholders
Stakeholders are people who care about what will be learnt from the evaluation and
what will be done with the knowledge gained (Baker et al, 1995:17). Nickols (2005:127)
defines a stakeholder as a person or group with an interest in seeing an endeavour
succeed and without whose support the endeavour would fail. Stakeholders have a
vested interest in the evaluation and are in a position to do something with the results
and therefore the value of the programme can best be determined by those that have
given time, money, energy and resources to the programme.
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FIGURE 4.2: STAKEHOLDERS INVOLVED IN A LEADERSHIP DEVELOPMENT
PROGRAMME

THOSE INVOLVED

PRIMARY

IN IMPLEMENTING
THE
PROGRAMME

THOSE SERVED

USERS
OF THE
EVALUATION

OR AFFECTED
BY
THE
PROGRAMME

ELECTED AND APPOINTED
OFFICIALS
COMMUNITY RESIDENTS
MUNICIPALITIES

SPONSORS
COLLABORATORS
COALITION PARTNERS
FUNDING OFFICIAL’S
FACILITATORS

Adapted: Baker Q, Davis D,Gallerani R,Sanchez V, Viadro C. 1995. [Online] Available
from:http://www.cdc.gov/eval/evalcbph.pdf. [Accessed on: 30 March 2011].

The stakeholders in the Municipal Leadership Development Programme are, firstly, the
women councillors who participated in the Programme and who devoted their time,
attention and energy in the hope to take out useful knowledge, skills, methods, tools
and behaviours. Secondly, the stakeholders are the Programme facilitators who
facilitated the Programme and invested skills, time, facilitating discussions, presenting
subject matter and in some cases handled difficult trainees. Thirdly, the stakeholders
are the developers of the Programme, who invested a great deal of time in designing
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and developing the Programme material and therefore hoping to get a sense of a job
well done. The municipalities that sent the councillors to the Municipal Leadership
Development Programme have an interest in the evaluation and in the success of the
Programme. Lastly, the Programme sponsors Consolidated Municipal Transformation
Programme (CMTP) and the German Technical Corporation (GTZ).

Hannum and Martineau (2008:8) state that due to the fact that stakeholders are people
who are and will be affected by the outcomes of the evaluation, it is important to ensure
that stakeholders are included early on in the evaluation design process. It is important
therefore that the stakeholders participate in the evaluation process so that the
questions that the evaluation aims to answer are aligned with the answers required by
the stakeholders.

This step of a gender evaluation framework aims to resolve the shortcoming in the
evaluation of the Municipal Leadership Development Programme, which is a lack of
clarity between municipal Programme coordinators and the programme developers from
the Local Government Leadership Academy. COGTA (2010) states that no preprogramme assessment was done of the women councillors prior to their attending the
Programme and that only profiles of the individual councillors were received from the
municipal programme coordinators to enable the Local Government Leadership
Academy to understand the profile of the councillors prior to participation. Greater
Sekhukhune District Municipality (2010) points out that the participants profile was
expected to inform the grouping of councillors in the Programme. This means that
councillors would have been grouped together in line with their different qualifications to
prevent councillors who are slow in grasping certain concepts hampering the progress
of those who already know and understand those concepts. The fact that all the women
were grouped together regardless of their skills, knowledge and competency levels is
regarded by the Programme coordinator as a weakness in the Programme. In this
regard this study recommends that the first step in the evaluation of a leadership
development programme should entail engaging various Programme stakeholders to
ensure clarity and understanding between them.
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Baker et al. (1995:17) are of the view that opening an evaluation to opposing
perspectives can strengthen the evaluation’s credibility. It provides two things, utility and
propriety. Utility ensures that the evaluation is useful and answers questions that are
directly relevant to users. Propriety ensures that the evaluation is ethical and conducted
with regard for the rights and interests of those involved. This research study
recommends that all the stakeholders are engaged as the first step in the evaluation of
the Programme. This requires that all stakeholders in the programme, those involved in
the development and implementation of the programme, including those directly and
indirectly affected by the programme participate in the evaluation. In this way all the
stakeholders will be able to determine the information they require from the evaluation
as well as how they will obtain the information. In engaging all the stakeholders from the
first step, the information obtained will be credible, valid and useful to all stakeholders
involved in the evaluation process.

4.4.2 Step 2: Specify the type of evaluation

This step specifies the type of evaluation that will be conducted. Structural, process or
outcome evaluations are the types of evaluations.

Structural evaluation looks at whether the programme has the capacity to support
women’s interests in terms of the programme design. It examines the extent to which
the programme structure is integrated. The main elements in the structural evaluation
are: programme catchment area, funding, developing the programme content,
developing assessment procedures as well as the institutions to facilitate the
programme.

The desired outcome in the structural evaluation is to ensure that the programme
serves a definable target population which should be defined by need and gender. This
means that there must be a specific target population to whom the programme will be
delivered and the target population must be differentiated by gender. Therefore, it must
99

be clear whether the programme is to be delivered to men and women or to women
only. The significance of this step is to indicate from the outset the target population of
the programme to determine whether there is a need to incorporate a gender focus in
the evaluation of the programme. This step ensures that the needs of stakeholders are
identified to ensure that the programme meets the needs of the stakeholders.

In order to reach the desired outcome, this step necessitates that a thorough needs
assessment should be conducted beforehand and that the method of selection of
participants in the programme is done through a common need taking gender into
consideration.

4.4.2.1 Needs assessment
Leskiw and Singh (2000:447) assert that organisational leaders involved with
successful leadership development programmes begin with a thorough needs
assessment. A needs assessment entails assessing, firstly, the present and future
leadership needs of the organisation. Leadership development entails building the
leadership skills of individuals in organisations. The needs of municipalities with regard
to leadership have to be determined in order to ensure that there is an actual need for
the programme. Lastly, needs assessment entails an analysis of the training needs of
individuals in order to ensure that individuals undergo training that will meet their needs.

Fulmer and Goldsmith (2000) state that there is a definite trend among organisations
towards defining the programme needs by clearly linking the development programme
to the organisational strategy. Linking the strategy of the organisation to the
development programme ensures that organisations send individuals who will contribute
to the achievement of the overall objectives to training programmes. In local
government, there is a requirement for the human resource management needs of
municipalities to be linked to the development programme. Therefore, a needs
assessment is a vital part of leadership development for municipalities. Hannum
(2004:8) states that one of the purposes of leadership development are developing the
pipeline of leaders within an organisation and strengthening the capacity of teams to
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improve organisational outcomes. The leadership development needs of municipalities
who are selected to participate in the Municipal Leadership Development Programme
should be assessed.

The individual training needs of the women who participate have to be assessed to
ensure that trainees are not sent to training that does not satisfy their training needs.
The needs of municipalities to be taken into consideration and assessed. Melum
(2002:2) states that the organisation’s strategic direction and intent should define
leaders instead of someone designing leadership in a vacuum and trying to imprint it on
the organisation. A leadership development programme is effective if it satisfies the
needs of both the organisation and the individuals. It is therefore important that the first
step in leadership development evaluation assesses the extent to which the leadership
development needs of municipalities and women councillors are assessed prior to
attending the Municipal Leadership Development Programme.

One of the shortcomings in the evaluation of the Municipal Leadership Development
Programme is the restricted nature of the needs assessment.

Chapter 3 of this

research study concludes that the needs assessment of the Programme was based on
a one-size- fits- all approach to municipalities, where all the municipalities were
regarded as having the same leadership development needs. This is ineffective and
therefore a thorough and more effective needs assessment is proposed.

The one-size-fits-all approach to the needs assessment hinders the effectiveness of the
evaluation of the evaluation framework for the Municipal Leadership Development
Programme as it provides a generalised assessment regarding the challenges facing
the various municipalities. This led to the programme being developed without trying to
fit it with the different municipalities. The 283 municipalities in South Africa are
characterised by differences in resources, capacity and geographical situation as well
as the differences in the stages of development of municipalities. . COGTA (2009:21)
states that progress and success of local government system in South Africa is
increasingly being overwhelmed by factors such as poor governance, service delivery
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failures, their capacity and performance, but also by the unique challenges experienced
in the varying spatial locations of municipalities. Challenges relate to the availability of
human resource capacity, degree of economic activity and overall institutional strength.
Some municipalities face huge infrastructure backlogs, the negative impacts of
demographic change and prevailing apartheid-based socio-economic legacies.

The needs assessment did not include an assessment of gender needs regarding
leadership. Municipalities vary in the way in which they prioritise and approach gender
and the programmes that they are involved in. The needs assessment that was
conducted did not take these needs into consideration and this shortcoming led to a
programme that did not reflect the gender needs of the women who participated in the
Programme as well as those of the municipalities they serve. The effectiveness of the
Programme therefore is questioned as the needs that the programme had to satisfy and
the actual needs of participants were not aligned. This has an impact on the extent to
which the Programme would add value to the participants. The actual challenges and
problems that participants face as women leaders in local government should be
incorporated.

This research study recommends an extensive needs assessment to be conducted in
the pre-programme evaluation of leadership development programmes to women in
local government. A needs assessment should consider and build in the gender needs
of women and the policies that municipalities have in place to meet these gender needs.
In terms of the needs assessment recommended by this study, the current state of local
government, which renders a one-size-fits-all approach to leadership development in
local government, is restrictive and ineffective.

Koma (2010:14) asserts that the performance of municipalities should be located in the
context of the unique challenges faced by the weaker and more vulnerable
municipalities they serve. The setting of goals serves as an important benchmark from
which effectiveness, value and impact can be determined and assessed. Development
goals should serve as success indicators and ensure an alignment between the
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developers of the Municipal Leadership Development Programme and the individual
councillors who attend the Programme.
Given the difference in municipal performance and in challenges faced by
municipalities, effective leadership is leadership that can rise to the challenges facing
municipalities in local government. This study argues therefore that a one-size-fits-all
approach to leadership development is ineffective and insufficient to assist councillors in
dealing with the unique challenges facing municipalities. Therefore, the unique needs of
each of the 283 municipalities have to be assessed, if leadership development
programmes are to bring value to municipalities. Due to the challenges councillors face
they cannot afford to attend programmes that provide no work or academic value. An
extended needs assessment is therefore necessary in order to ensure the effectiveness
of leadership development programmes in meeting the needs of the individual women
councillors and the municipalities they serve.

Central to an assessment of the leadership development needs of women in local
government is the consideration of gender needs. One of the shortcomings in the
evaluation of the Municipal Leadership Development Programme is the lack of an
assessment of the needs of both municipalities and the women participants’ gender
needs regarding leadership. Chapter 3 of this study described the views of the women
who participated in the programme namely that they were looked down upon by their
male counterparts and that they received a lot of resistance from men This had an
impact on their effectiveness in leadership roles. The problem is that due to the limited
nature of the needs assessment conducted, the challenges that were gender-specific to
women were not determined prior to the programme and consequently could not be
incorporated into the programme content.

The needs assessment of the Municipal

Leadership Development Programme also did not assess the municipalities’ stance on
gender.
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4.4.2.2 Selection of participants

The second step in the contracting stage is the selection of trainees to go to the
programme. Leskiw and Singh (2007:449) assert that organisations do not necessarily
select the same level, position or types of people as the target of leadership
development. The Municipal Leadership Development Programme is targeted at
municipal managers, chief whips, speakers and councillors (elected) and appointed
officials. It is important to determine the selection methods.
Hannum et al. (2007) differentiate between two methods of selection used in selecting
participants. For leadership development initiatives, two common practices are selfselection and boss-selection. If participants are permitted to choose whether by
participate (self selection), or their supervisors selected them for participation (boss
selection) then people with certain characteristics (such as hectic work schedules, lower
ambition) are more likely to be excluded. Selection of participants is a vital component
of leadership development evaluation as it has an impact on the differences between
groups that participate in a programme.
One of the shortcomings in the evaluation framework of the Municipal Leadership
Development Programme is the lack of selection criteria for participants in the
Programme and a lack of clarity on the reason for their selection. Some of the women
who participated in the Municipal Leadership Development Programme did not have
clarity about why they were selected to participate in the programme. Other participants
stated that the fact that only women councillors were selected in the second phase of
the Programme led to the expectation that the programme would deal specifically with
issues pertaining to women in leadership positions. It can therefore be said that there is
a need for clear selection criteria to be developed and communicated to the women
councillors before they participate in the Programme.
Furthermore, it is also recommended that the expectations of the municipalities,
sponsors and participants regarding participation are determined in communicating the
criteria for selection of participants in the Programme. The significance of this is to
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ensure a common vision between all Programme stakeholders from the outset. Chapter
3 of this study pointed out that women who participated in the Municipal Leadership
Development Programme had gender-specific expectations which they expected to be
dealt with in their participation in the Programme. Secondly, the municipal Programme
co-ordinators expected councillors to improve their effectiveness as leaders in local
government.
As the empirical research indicates gender barriers hampering the effectiveness of
women councillors as leaders, it is important for these to be clearly explained and
identified. Lastly, the Programme sponsors had a specific focus on gender when
sponsoring the Programme; specifically the focus was on women councillors It is
therefore important to determine the expectations of the sponsors about what they
expect from the women councillors after the Programme. Through a determination of
the expectations of all programme stakeholders, the developers of the Programme can
ensure that these expectations inform future decisions relating to the Programme such
as the development of the Programme content.

4.4.2.3 Funding for the programme

Following the identification and determination of the leadership development needs and
expectations of all the programme stakeholders, this research study recommends that
the evaluation framework should focus on the programme funding. This entails an
analysis of the costs involved in meeting the stated needs and expectations of the
programme.

The desired outcome in this evaluation dimension is to ensure that there is sufficient
funding to meet the programme goals and to satisfy the leadership development needs
of both the municipalities and the individual women who participate in the programme.
McClaren (2000:28) states that the funding of the programme has to facilitate creative
and cost-effective provision of services. The pre-programme evaluation focuses on the
availability of the funds to develop, implement and evaluate the leadership development
Programme.
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One of the shortcomings in the evaluation framework for the Municipal Leadership
Development Programme is the ineffective implementation of the Programme in all
targeted municipalities due to financial constraints.

The shortcoming in the pre-

programme evaluation was the lack of proper indicators to show the extent to which
financial resources were available to implement the programme. It can therefore be said
that the structural evaluation framework was flawed in that the programme was not
properly planned and budgeted for and this led to a discontinuation of the programme.

This evaluation framework recommends that the pre-programme evaluation should
include an assessment of whether or not prior to the Programme being delivered the
proper financial resources are in place to ensure effective implementation of the
Programme. This includes an estimate of the cost of the Programme to be delivered
and whether the Programme will be implemented, properly using these resources.

4.4.2.4 Designing and developing the programme content

This step in the evaluation framework is concerned with the development of the
Programme content. The purpose of the Municipal Leadership Development
Programme is to develop the leadership skills of the participants in the Programme. One
of the shortcomings and challenges in the evaluation of the Municipal Leadership
Development Programme is the limited nature of the needs assessment which did not
take into account the gender needs of women pertaining to leadership development.
This was indicated by the comments of various participants in the programme who
noted gender-specific challenges. These challenges are gender-specific and there is a
need for the challenges to not only be acknowledged but also to be built into the
Programme content.

This evaluation framework proposes that the process evaluation emphasise the content
of the Programme and the extent to which the content is aligned to the purpose and
goals of the Programme. The content of the Programme has to be in line with the
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specific leadership development needs that participants have in order to be effective.
Therefore, the process evaluation must indicate the alignment between what is being
taught in the Municipal Leadership Development Programme as well as the goals to be
achieved, and the skills to be developed.

This framework therefore proposes that the process evaluation should emphasise
incorporating a gender specific needs analysis of the women who participate in the
programme in the Programme content in line with the shortcoming in the evaluation
framework for the Municipal Leadership Development Programme which was based on
the lack of a gendered approach to developing the Programme content. This
incorporation will ensure that the content being taught is aligned with the actual
problems and challenges that women in local government face, in order to ensure that
participants do not undergo training because any training is good, but that the
participants can derive work value from the Programme.

4.4.2.5 Assessment
This section in the gender evaluation framework is concerned with the development of
assessment procedures. This gender evaluation framework builds on the strengths of
the assessment procedures currently in the Municipal Leadership Development
Programme, however, recommends an inclusion of tasks that are specifically linked to
the gender challenges and barriers that women in local government face. The
significance of this is to assess the extent of how the contents of what the councillors
have been taught in the Programme assists them in meeting the gender-specific
challenges that they face as women in leadership positions in local government.

4.4.2.6 Institutions to deliver the programme
This section in the gender evaluation framework is concerned with the institutions
required to deliver the Municipal Leadership Development Programme. This includes
the selection of facilitators to facilitate the Programme as well as the delivery of the
train-the-trainer programme. This framework asserts that the selection of both women
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and men as facilitators in the programme is a strong point as it ensures diversity of
facilitators.

Process evaluation assesses the extent to which the programme functions consistent
with its design and serves the women who participate in the programme. This
evaluation framework recommends that the process evaluation focuses on the
facilitation of the Programme as well as the effectiveness of the assessment
procedures.

4.4.2.7 Facilitation of the programme

This dimension in the evaluation focuses on the extent to which the facilitation of the
programme satisfies the facilitation and development needs of women who participate
in the Programme. One of the shortcomings in the evaluation framework for the
Municipal Leadership Development Programme is a lack of gender considerations for
the facilitation preferences of the women who participated in the Programme. Some
women councillors pointed out that they preferred women facilitators as women are
more likely to understand their experiences in local government. Other women
councillors asserted that it did not matter whether the facilitator was a man or a woman.
This research study recommends that the facilitators undergo gender-sensitivity training
in the train-the trainer programme to ensure that they are aware of the socially
constructed differences between women and men and the differences in the needs of
women and men. This recommendation is made in an effort to resolve the concerns of
some women councillors who are of the view that men as facilitators do not understand
the gender-specific challenges that women councillors face in local government.

4.4.2.8 The effectiveness of the assessment procedures
This element in the process evaluation of the proposed gender evaluation framework is
concerned with an analysis of how effective the assessment procedures are in
assessing the extent to which the women councillors have developed their leadership
skills after their participation in the Programme. A shortcoming in the evaluation
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framework for the Municipal Leadership Development Programme is the lack of clarity
about how the group assignments were assessed given that women councillors state
that in group activities some women did not participate in the activities but all the group
members were awarded the same marks. This evaluation framework proposes that the
assessment criteria used in assessing the participants in the Programme are clearly
explained to the participants to avoid confusion regarding assessment and to ensure
that participants receive marks based on performance and not a ‘pass one, pass all
approach’.

With regard to the Municipal Leadership Development Programme, another
shortcoming regarding the assessment of the participants in the Programme is that the
summative assessments (portfolios of evidence) were not assessed. It follows,
therefore, that the effectiveness of the assessment procedures cannot be determined
which renders the evaluation of the programme ineffective. This evaluation framework
therefore proposes that the Leadership Development Leadership Academy assesses
the portfolios of evidence submitted by women councillors in order to provide them with
results for the hard work and input they put into their portfolios of evidence. Another vital
point that follows the assessment of portfolios of evidence is the fact that the portfolios
were linked to the specific context within which women councillors function. The lack of
assessment of these portfolios leads to a shortcoming in the learning role of the
evaluation framework as it prevents the determination of the lessons learnt by the
women through their participation in the Programme. This is a shortcoming in that the
experiences of women cannot be determined in order to determine the impact of the
Programme and to inform future programmes offered to women councillors in local
government.

Outcome or impact evaluation focuses on the extent to which the programme brings
about the desired outcome and changes for the participants in the programme and other
programme stakeholders. In order to analyse these two elements namely programme
effectiveness and participant empowerment.
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4.4.2.9 Programme effectiveness

Programme effectiveness is concerned with evaluating the extent to which the
programme is effective in meeting the needs and expectations of all Programme
stakeholders. Cacioppe (1998:2) states that the participant’s manager should be aware
of the major outcomes and competencies taught during the programme and to actively
push the participant to utilise and implement the things covered. The Programme
coordinators in the various municipalities did not provide feedback of the extent to which
they recognise an improvement in the skills, knowledge and competencies of
participants after the programme.

Hannum and Martineau (2008:37) state that in evaluating skill levels at the start of the
process and in evaluating how much an individual has changed at the end of the
process and it was shown that funders, facilitators, programme developers differ from
each other and from the programme participants. It is important to consider all
perspectives in order to gain the full picture of the Programme’s effectiveness.

This framework proposes that a 360-degree feedback process be implemented in order
to identify the quality of the work life after the programme. Conger (1992) states that
360-degree feedback has been widely used in leadership development programmes. It
involves a participant completing a self-assessment of the key skills and competencies
of leadership. Five other people, one or two of the peers and several subordinates also
complete an evaluation of the person’s skills. These should then be compiled into a
summary report for the person, who includes a comparison of his or her self rating with
the others. The significance of this recommendation is to provide an analysis of the
extent to which other people who interact directly and indirectly with the women
councillors perceive an improvement in the leadership skills, knowledge and
competencies of the women after the participation in the Programme. A 360-degree
feedback process also provides different perspectives that can inform the evaluation
process by providing information regarding the exact outcomes and impact of the
Programme.
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4.4.2.10 Empowerment of participants

The desired outcome in this evaluation dimension is improving the self-knowledge and
self-worth of the participants in the programme. Cacioppe (1998:5) states that it is
important for participants to experience some improvement in their skills and abilities
over time. They should be able to do something that they could not do before they spent
time in a leadership programme. One of the shortcomings in the evaluation framework
for the Municipal Leadership Development Programme is the fact that the feedback
from the participants after the Programme was not effectively evaluated. The
programme was only evaluated through course evaluation forms which captured the
immediate reactions of the participants. There was no evaluation of the reactions of
participants after they had returned to their specific municipalities. Cacioppe (1998:5)
states that in order to gain full value from a leadership development programme there
has to be transference and follow-up to ensure that the leadership skills are being
utilised on the job.

This evaluation framework recommends that evaluation should incorporate an analysis
of the way in which the participants recognise the value of the programme in their work.
The programme stakeholders (participants, Programme co-ordinators and Programme
developers) agreed that the purpose of the Programme was to empower the
participants in order to enable them to perform their duties better after the Programme.
As this was the goal of the Programme, the evaluation should assess the extent to
which this goal has been met. It is recommended that this should be done through
interviews with the women councillors six to 12 months after their participation in the
Programme, after the women councillors have returned to their specific work contexts
and have had time to implement the skills that were taught during the Programme.

4.4.3 Step 3: Develop evaluation indicators
This step in the gender evaluation framework is concerned with the development of
evaluation indicators. Baker et al. (1995:40) define an indicator as a category of change,
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used to translate general concepts about a programme and its expected results into
measurable parts. McClaren (2000:29) asserts that an indicator is a measure expressed
in a way that gives an indication of whether the desired outcome has been achieved or
not.

It can therefore be said that indicators are signals that express the extent to which the
desired result has been achieved by the programme. Gender-sensitive indicators are
indicators that are specific to a particular gender. The Municipal Leadership
Development Programme’s evaluation framework has to incorporate indicators that take
gender into consideration in determining the level of outcome that will be regarded as a
measure of success. Given the differences in the gender leadership roles, needs and
challenges that women face, it is vital to incorporate a focus on these gender-specific
issues to women in leadership development. This assertion is supported by literature
on the impact of gender on leadership.

One of the shortcomings in the evaluation of the Municipal Leadership Development
Programme is the lack of gender-sensitive indicators. The Programme targeted women
and men, yet the indicators of success did not reflect gender differentiation. The same
indicators were used to indicate the success of the programme for both women and
men and this was ineffective because, as the literature suggests evaluation which does
not take a gender impact into consideration will be skewed.

A further shortcoming in the evaluation framework for the Municipal Leadership
Development Programme is the ineffective evaluation indicators. The programme was
not properly budgeted for and this was only ascertained during the programme. The
structural evaluation indicators should have indicated the lack of financial resources to
continue the implementation of the programme. This study asserts that there was a lack
of effective evaluation indicators in the evaluation of the Municipal Leadership
Development Programme.
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Table 4:1 Structural evaluation: dimensions and indicators
Structural dimension

Desired outcome

Indicators

Programme catchment

The programme serves a

The leadership

area

definable target

development needs of

population defined by

the participants have

need or gender

been determined and are

differentiation

include of gender roles in
local government

Funding

The funding model

A comprehensive budget

provides a cost-effective

indicating the required

way of implementing the

funds to develop,

programme to all

implement and evaluate

participants and allows

the programme has been

for effective

developed, the required

implementation and

funds have been

evaluation of the

allocated

programme.

Development of

The content of the

The content builds in

programme content

programme reflects the

gender considerations

results of the needs

aligned with the context

assessment and enables

in which women in local

women to face the

government perform their

specific leadership

duties

challenges that they face
in their work environment
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Institutions to facilitate

The facilitators are

The facilitators have

and deliver the

trained and competent to

received certificates of

programme

facilitate the programme

competence as

and to assess the

facilitators and assessors

participants.

Development of

The assessment

The participants are clear

assessment Procedures

procedures assess the

about the assessment

skills of the participants

criteria to be used and

after attending the

the participants are

programme

assessed in accordance
with their performance

Table 4.1 indicates the proposed dimensions recommended for the structural evaluation
framework of the Municipal Leadership Development Programme. The dimensions,
desired outcomes and indicators are proposed in relation to the shortcomings in the
structural evaluation framework identified in Chapter 3 of this research.
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Table 4.2: Process evaluation: dimensions and indicators
Process dimension

Desired outcome

Indicators

Facilitation

The facilitation reflects

The method of facilitation

the most appropriate

is indicates of the

learning style and

learning style appropriate

learning approach suited

to women and their

to women

learning needs.

The assessment

The

procedures are aligned

deal with gender-specific

with the programme

challenges

Assessment

assessment

tasks

content and include tasks
specifically focused on
gender-specific
challenges identified by
women

Table 4.2 indicates the process evaluation dimensions, desired outcomes as well as the
evaluation indicators proposed in line with the shortcomings and challenges in the
evaluation framework of the Municipal Leadership Development Programme.

115

Table 4.3: Outcome evaluation: dimensions and indicators
Outcome dimension

Desired outcome

Indicators

Programme effectiveness

The programme has

The participants’ views

resulted in participants

regarding the

showing improved

programme are positive

leadership skills

and reflect efficiency of
the Programme.

Participant empowerment

The participants and the

The participants’ views

people directly and

as well as the views of

indirectly involved with

the people directly

the councillors perceive

involved with the

the empowerment of the

councillors in

women councillors

municipalities indicate a
positive empowerment of
the women

Table 4.3 indicates the outcome and impact evaluation dimensions, desired outcomes
as well as the evaluation indicators proposed in line with the shortcomings and
challenges in the evaluation framework of the Municipal Leadership Development
Programme. This research study recommends that evaluation of leadership
development of women builds in gender considerations when developing the indicators
that would specify the effectiveness of the Programme in meeting the Programme
goals.

4.4.4 Step 4: Develop a data collection design
This step in the evaluation framework focuses on developing a data collection design.
Data should answer questions on the level of satisfaction of the participants with the
experience? What is their personal evaluation of whether the objectives were met;
whether the presenters were effective? This is usually done using course evaluation
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forms immediately after the Programme. The course evaluation forms were aimed to
assess the level of satisfaction with the programme immediately after it was done and
prior to the participants actually applying the skills learnt in the municipalities. This is
only one form of evaluation and had to be supported by consequent evaluations six to
12 months after their participation in the Programme in order to assess whether the
level of satisfaction is still the same, whether the goals stated have been achieved,
whether the participants have found any value from their participation in the
Programme. Evaluation should be done after the programme to determine the lessons
learnt from the Programme and for future programmes.

The shortcoming in the evaluation of the Municipal Leadership Development
Programme is that only course evaluation forms were used to evaluate the level of
satisfaction immediately after the Programme. The Local Government Leadership
Academy asserts that no consequent evaluation was done after the Programme was
delivered. The lack of consequent evaluation has been attributed to the budgetary
constraints that were experienced in the implementation of the Programme. This lack of
further evaluation is a hindrance to the effectiveness of the evaluation framework as the
inability to ensure sufficient resources prior to implementing the Programme has spilled
over to other elements of the evaluation which led to a lack of evaluation from the
participants in the Programme after having been in their actual working environments.

Nickols (2005:126) asserts that participants devoted their time, attention and energy in
the hope of taking out useful knowledge, skills, methods, tools and behaviours. Through
ineffective evaluation, the extent to which the councillors see the return on their
investment as having been rewarded has not been assessed. Therefore, if it cannot be
ascertained whether the Programme provided value to participants in the Programme
cannot be determined or assessed, firstly the actual impact the programme has had
cannot be evaluated effectively as well as the extent to which the goals were met. This
is a shortcoming and barrier to effective evaluation of the Municipal Leadership
Development Programme.

117

The views of the facilitators who facilitated the Municipal Leadership Development
Programme have to be ascertained and taken into consideration when assessing the
effectiveness of the programme. Nickols (2005:127) states that facilitators invested
skills and time, facilitated discussions, presented subject matter in the difficult relevant
and in some cases occasionally handled difficult trainees. It is therefore vital that the
views of the facilitators are taken into consideration.

The women councillors in the programme did not assessed the Programme other than
through course evaluation forms immediately after the Programme and the challenges
that were identified have not were determined. This barrier is one that hinders the
evaluation of the programme. The purpose of evaluation is to assess the impact,
determine the value, determine the challenges experienced in the Programme and
ensure that these challenges are not duplicated in future programmes. Therefore, an
evaluation framework that does not incorporate these elements is restricted and
ineffective.

Interviews in Chapter 3 highlighted ineffectiveness in the data collection design used in
the Municipal Leadership Development Programme. There was no tool to assess the
perspectives of the municipal programme co-ordinators regarding the programme and
its effectiveness in meeting their expectations and goals. This is a shortcoming that
renders the evaluation framework ineffective in that the data collection was not
designed in such a way to capture the perspectives of all the stakeholders in the
Programme. The fact that there was no tool to show whether the municipalities were
satisfied with the Programme and its intended impact renders the data collection
ineffective.

A second shortcoming in the data collection design was the restrictive nature of the
evaluation of the Municipal Leadership Development Programme by the participants.
The only form of data collection that were available in the evaluation of the Programme
was the course evaluation forms that was available to capture the participants
immediate reaction to the Programme. There was no tool to capture the participants’
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reaction after they had returned to their work context and had a chance to implement
what they have learnt in the Programme. This is a shortcoming given that there was no
other way to ascertain the extent to which the participants were satisfied with the
Programme. This research recommends that all the stakeholders in the Programme
should give their different perspectives regarding the Programme, whether their
expectations and goals were met and any changes that should be made in order
improve the programme. The facilitators, the participants the Programme co-ordinators
and the Programme developers’ perspectives had to be acknowledged in the design of
the data collection.

4.4.5 Step 5: Collect the data

This step in the evaluation framework is concerned with collecting the data from the
different stakeholders in the Municipal Leadership Development Programme in order to
determine the extent to which the programme has provided value to them. The
participants in the data collection process should be informed of what is required of
them and the reasons for which the data is being collected. An important element in this
step is in monitoring the data collection to ensure that relevant data is being collected
and returned.

One of the shortcomings in the evaluation of the Municipal Leadership Programme is
that not all the relevant data was collected and returned after each of the four skills
modules. Some municipalities have not submitted their portfolios of evidence and in this
regard, the extent to which the performance of the women who participated in the
programme has improved and the extent to which the Programme added value to the
municipalities have not been determined. This shortcoming is an indication of a lack of
monitoring in collecting the data (COGTA, 2010).

This study therefore proposes that the data collection is monitored and timelines
regarding the collection of data are developed. The recommendation is based on the
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fact that data collection should pay full attention to, gender issues such as the time of
the day, the workload as well as the family responsibilities that women have.

Baker et al. (1995:47) state that the data collection should focus on two factors, namely
quality and quantity. Quality refers to the appropriateness and integrity of information
gathered in evaluation. Quantity refers to the amount of information gathered in the
evaluation; all evaluations should have a clear and anticipated use. The framework
proposes that the data collection process should be monitored to ensure that data is of
good quality and quantity and the data collection should be useable.

4.4.6: Step 6: Analyse the data using a gender lens

Gender-disaggregated data is data that is separated and analysed by gender. Gender
analysis is the systematic approach to gender through needs assessment,
development, implementation and evaluation.

The purpose of analysing the data through a gender lens is to ensure that programmes
fully incorporate the needs, roles and participation and impact of the programme of and
on women. This step enables evaluators to ascertain the value of the programme to
women and the impact of the Programme on women.
Gender-disaggregated data and the lack of evaluation of the views of the stakeholders
using a gender lens assess whether women and men perceived the value equally or
whether there were differences. The extent to which gender played a role in the
determination of the value and whether there were differences regarding the impact are
important in order to inform future programmes provided to elected women in local
government. There is a need to assess the extent to which gender considerations were
built into this stage. Given the restriction that is evident in the evaluation of the
Municipal Leadership Development Programme, this study asserts that genderdisaggregated data was not used. Given the literature surveyed in Chapter 2 of this
study as well as the observation reports from the Local Government Leadership
Academy, gender plays an important role in the way in which women perform in their
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leadership roles. It can therefore be said that the lack of gender disaggregated data to
assess the differences (if any) regarding how women councillors assessed the
Programme in comparison with their male counterparts is ineffective.

During the pilot phase of the Programme as well as the second phase of the
programme the data that was collected was not gender-disaggregated. The lack of
gender- disaggregated data leads to a lack of determination of the impact that the
programme has had on women. The gender barriers that women face hamper their
effectiveness in performing their leadership roles. These barriers and the impact that
they have on women in local government are gender-specific and need to be taken into
consideration if leadership development programmes are to be effective.

4.4.7 Step 7: Develop recommendations

The purpose of evaluation is to provide a learning role for similar programmes to enable
the same development needs to be satisfied through the same programme with the
minimisation of the challenges experienced. It is important that the evaluation develops
lessons what worked and what did not and ways in which the programme can be
improved.

One of the shortcomings in the evaluation of the Municipal Leadership Development
Programme was that the learning role of the evaluation was not provided. The
recommendations that were made by the participants in the course evaluation forms
were not used. They were asked to provide suggestions and recommendations in the
evaluation forms however these

were

not used and

analysed

to develop

recommendations for the Programme that could serve a learning role for future
leadership development programmes. This research asserts that, in order for the
evaluation to serve its purpose of providing a learning role for leadership development
programmes, recommendations are made to improve the Programme.
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4.4.8 Step 8: Disseminate evaluation results

The last step in the gender evaluation framework is the dissemination of evaluation
results. The purpose of evaluation is to determine the value that is brought about by
evaluation. After data has been collected and analysed, there is a need for the results
and the outcomes of the evaluation to be disseminated to all Programme stakeholders
in order that they gain a full picture of the impact of the Programme. Challenges noted
in Chapter 3 indicate that evaluation results were not disseminated to Programme
stakeholders. The information from the course evaluation forms, the facilitator feedback
reports as well as the observation reports from the representatives of the Local
Government Leadership Academy were not disseminated to the Programme
stakeholders. The Programme co-ordinators in the various municipalities have not yet
received feedback from the Local Government Leadership Academy. The Programme
participants have not received results regarding their performance and their level of
competence. The facilitators who implemented the Programme have not received
feedback on the views of the participants regarding their effectiveness in facilitating the
Programme.

This research study therefore recommends that the final step in the evaluation of
leadership development programmes offered to women in local government should be
the dissemination of the research results. Baker et al.(1995:62) state that dissemination
is the process of communicating evaluation procedures and lessons learnt to relevant
audiences, in a timely, unbiased and consistent manner. The goal of which is to achieve
full disclosure and impartial reporting. Dissemination of evaluation results provides a full
picture of the views of all Programme stakeholders and the impact and value (if any) it
has had on the various stakeholders.

4. 5. CONCLUSION
This chapter of the research study focused on the conceptualisation of a gender
evaluation framework for leadership development of women. The chapter provided an
overview of models that have been used in evaluation. A description of the elements of
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an effective evaluation framework was outlined from the models and a gender
evaluation framework for leadership development was proposed. The chapter gave an
explanation of each of the steps in the evaluation framework in line with the gaps and
challenges highlighted in chapter 3 of this research. The next chapter will conclude the
research study.
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CHAPTER 5
CONCLUSION

5.1 INTRODUCTION

The aim of this research was to highlight the need for and importance of a gender
evaluation framework for leadership development programmes for women councillors in
local government. The previous chapter provided a comprehensive gender evaluation
framework for leadership development as well as recommendations on the
implementation of this framework in the context of the Municipal Leadership
Development Programme. This chapter will provide a summary of the research study,
the findings as well as the extent to which the research objectives have been achieved.
The chapter will further provide a summary of the recommendations and conclude the
research study.

5.2 SUMMARY OF CHAPTERS
Chapter 1 of this research study provided an introduction to the research topic. The
motivation for the research, the problem statement as well as the objectives of the
research were provided. A detailed description of the research methodology and the
research population was provided. Qualitative research methods were used in this
research; this consisted of a focus group interview as well as telephone and one to one
in person interviews with the stakeholders in the Municipal Leadership Development
Programme. The stakeholders of the Municipal Leadership Development Programme
are the Programme developers, Programme coordinators in three municipalities,
Programme participants as well as a facilitator of the Municipal Leadership
Development Programme. Chapter 1 concluded with an outline of the chapters in the
study.

Chapter 2 of this research was concerned with a description of the environment in which
leadership development programmes is implemented in local government. The chapter
was divided into the external and internal environment. It was through this analysis that
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the need for a gender evaluation framework for leadership development of women was
contextualised. The requirements of the external environment highlighted a need for a
gender focus in all programmes, policies and initiatives in local government. This was
also supplemented with the requirements of the internal environment, which indicated
gender-specific challenges that women councillors in local government face. The
chapter concluded with a contextualisation of a gender evaluation framework for
leadership development.

Chapter 3 of this study focused on the current evaluation framework for the Municipal
Leadership Development Programme and the extent to which the current evaluation
framework of the Municipal Leadership Development Programme is aligned with the
gender requirements of the external and internal environment. The results from the
empirical research were presented in order to provide the views of the programme
stakeholders regarding the evaluation of the Municipal Leadership Development
Programme. The chapter concluded that the current evaluation framework for the
Programme has strengths that contribute to the effectiveness of the evaluation
framework. However, the chapter also highlighted a lack of gender considerations in the
evaluation of the programme, which led to the need for a gender evaluation framework
for leadership development of women in local government.

Chapter 4 provided a comprehensive gender evaluation framework for leadership
development programmes offered to women in local government with a specific focus
on the Municipal Leadership Development Programme. The framework was proposed in
line with the gaps and challenges identified in Chapter 3. The proposed framework was
provided to build on the strengths already in the current evaluation of the Municipal
Leadership Development Programme and also to build on the shortcomings in the
evaluation of the framework by building in gender considerations at every step in the
evaluation process.

This final chapter of the research study concludes the research and provides an answer
to the research question that guides the study. The chapter explains the extent to which
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the objectives of the research are met and also provides recommendations for the
implementation of a gender evaluation framework for leadership development of women
in local government.

5.3 RECOMMENDATIONS FOR IMPLEMENTATION
This section of the research study will provide recommendations for implementation.
The recommendations are for the Local Government Leadership Academy under the
Department of Co-operative Governance and Traditional Affairs, municipalities as well
as the councillors who participated in the Municipal Leadership Development
Programme. The gender evaluation framework provided in Chapter 4 of this research is
integrative in nature. This entails that different stakeholders are assigned different roles
that are interrelated. The role that the Local Government Leadership Academy plays
can only be successfully completed if the municipalities, facilitators and participants
complete the roles assigned to them.

5.3.1

Findings

and

recommendations

for

implementation

by

the

Local

Government Leadership Academy

The first shortcoming in the evaluation framework of the Municipal Leadership
Development Programme is the lack of stakeholder input in the evaluation of the
programme.The first step in the implementation of a gender evaluation framework is to
engage stakeholders. It is recommended that the Local Government Leadership
Academy co-ordinate the engagement of stakeholders that are affected directly
and indirectly by the Programme. This means that the Local Government Leadership
Academy must consult with the Programme sponsors (GTZ and CMTP), together with
municipal Programme co-ordinators (who represent the municipalities’ expectations and
views regarding the Programme). Ensuring that all stakeholders’ views, opinions and
expectations are determined is the first step in the evaluation framework.

The Local Government Leadership Academy has to determine the extent to which the
Programme sponsors, municipalities and participants an emphasise gender. With
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regard to the Municipal Leadership Development Programme the sponsors,
municipalities and participants indicated a specific focus on gender which was not taken
into consideration in the evaluation of the Programme. Therefore, it is recommended
that as the developers of the Programme; determine the extent to which a gender focus
is required by the Programme stakeholders. The Local Government Leadership
Academy has to assess the extent to which gender is incorporated into the statement of
need, expectations, activities and resources.

One of the challenges identified in the evaluation of the Municipal Leadership
Development Programme is the one-size-fits-all approach to the needs assessment of
the municipalities. This resulted in a needs assessment that did not take into
consideration the different contexts within which municipalities function and the various
challenges they face in terms of personnel, finances and other obstacles. It is
recommended that the Local Government Leadership Academy develops a needs
assessment tool for municipalities to use in order to determine their development
needs with specific provision for gender differences. Furthermore, the needs
assessment should include a concise assessment of the leadership development needs
of the municipalities, which includes an assessment of any programmes, policies or
initiatives that municipalities have in terms of gender and in terms of training and
development. The importance of this is to ensure an alignment between the various
municipalities and the Local Government Leadership Academy as well as the individual
councillors themselves.

A second shortcoming in the evaluation of the programme is the lack of proper
budgeting and planning for the development, implementation and evaluation of the
Municipal

Leadership

Development

Programme.

The

Municipal

Leadership

Development Programme was not properly evaluated due to a lack of proper budgeting
and financial planning. In this regard, it is recommended that the Local Government
Leadership Academy draw up a proper budget with an estimate of the cost of the
programme to be delivered, and also the availability of the financial resources to
allow for the implementation and the evaluation of the Programme. This involves a
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cost breakdown of all the costs involved in the delivery, implementation and evaluation
of the programme and also ensuring that the finances are readily available to implement
the Programme. It is recommended that this step be carried out at the structural
evaluation stage before the programme is implemented in order to prevent the
Programme being stopped half-way through implementation. If stopped halfway, it might
happen that women councillors participate in a Programme that cannot be completed.

It is recommended that the Local Government Leadership Academy incorporate
gender sensitivity training in the train-the-trainer programme. This entails ensuring
that all facilitators are aware of the gender-specific issues that councillors face in local
government. This recommendation is aligned with the shortcoming in the framework of
the Municipal Leadership Development Programme which did not incorporate a gender
focus in determining the facilitation preferences of women who participated in the
Programme. Some women councillors prefer women to facilitate the Programme as
they are more comfortable with talking to women about their experiences in their
leadership roles. Other women councillors do not have facilitator preferences and would
be comfortable with either a woman or a man as the Programme facilitator. It is
important therefore to ensure that all facilitators are aware and capable of dealing with
the gender-specific issues that participants face in their leadership roles in local
government.

A further recommendation made to the Local Government Leadership Development
Academy is to ensure that the content of the programme reflects the needs
identified in the needs assessment and that the content is indicative of genderspecific challenges that women councillors face. The aim of this is to ensure that
the content of the Programme is based not only on the needs of the municipalities and
individuals but also reflects a gender focus which is required by the external and internal
environment governing leadership development. This recommendation is based on the
shortcoming in the evaluation framework for the Municipal Leadership Development
Programme which lacked gender considerations in the development of the Programme
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content and also which did not reflect the actual challenges that women face in their
leadership roles.

The evaluation framework for the Municipal Leadership Development Programme is
limited in terms of analysing and assessing the Programme effectiveness. The
evaluation did not take into consideration the long-term reactions of the participants
after having returned to their work environment. In order to solve this shortcoming, the
Local Government Leadership Academy conduct interviews with the different
Programme stakeholders (Programme sponsors, Programme coordinators,
Programme facilitators and the Programme participants) in order to ensure that
the goals identified at the start of the evaluation have been met. These interviews
should take into account the factor of gender as an element in analysing the
effectiveness of the programme. The importance of this recommendation is also in
ensuring that the evaluations ascertain the extent to which the Programme is effective in
assisting women to better handle the gender barriers that they face in leadership roles.

The evaluation framework for the Municipal Leadership Development Programme
indicates a shortcoming in terms of data collection. The data collection design was
limited in that all the stakeholders did not provide feedback regarding their views of the
programme effectiveness, during and after the Programme. It is recommended
therefore that the data collection design make provision for all stakeholders to
provide input regarding the Programme. The data collection design should take into
consideration not only the short-term but also the long-term reactions of the
stakeholders. Lastly, the data collection design should provide timely, reliable and
accurate information.

This research study found that the Municipal Leadership Development Programme uses
an evaluation framework that does not ensure that the relevant data is collected from
the various stakeholders. This includes certain municipalities that have not yet
submitted their councillors’ portfolios of evidence. This is a challenge given that without
assessing the performance of the women councillors, it is not possible to determine the
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extent to which the Programme has been effective. This research study recommends
that the Local Government Leadership Academy monitor the data collection and set
timelines for data collection. Furthermore, the Local Government Leadership Academy
has the responsibility of informing the municipalities as well as the participants
about the date of submission of portfolios of evidence and evaluation forms, as
well as other forms of assessment, in order to ensure that all the relevant data is
collected for evaluation purposes.

This research study recommends that the Local Government Leadership Academy
analyse the data collected through a gender lens. This means that the data collected
be separated and analysed based on gender. There has to be an analysis of the impact
that the programme has had on women specifically. This entails an analysis of the
extent to which women perceive their participation in the Programme as valuable and
the strengths and weaknesses of the Programme as perceived by the women. In
addition gender-disaggregated data serves the purpose of determining the impact of the
Programme as perceived by other Programme stakeholders. The purpose of this is to
inform future leadership development programmes to women councillors in local
government and also to determine and identify barriers and obstacles that women in
local government face.

A challenge in the evaluation framework for the Municipal Leadership Development
Programme is the lack of proper recommendations. One of the purposes of evaluation
is to provide a learning role; this means that the evaluation must provide lessons about
what worked and what didn’t in order to inform future leadership development
programmes and to ensure that the challenges experienced in the Municipal Leadership
Development Programme are not duplicated. It is recommended therefore that after the
data is analysed and separated by gender the findings of the evaluation be
developed and recommendations to municipalities, facilitators, Programme
sponsors and Programme participants be identified. The Local Government
Leadership Academy should also develop recommendations for its own evaluation
purposes stemming from the data collected from all other stakeholders.
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The abovementioned recommendations are proposed in line with the shortcomings
identified through empirical research and which were identified and explained in
Chapter 3 of this study. This research study proposes that the recommendations that
are made be implemented in line with the strengths identified in the current evaluation
framework

of

the

Municipal

Leadership

Development

Programme.

The

recommendations proposed by this study address the weaknesses in the framework
with the aim of building on the strengths that already exist in order to improve the
effectiveness of the Municipal Leadership Development Programme.

5.5.3.2 Findings and recommendations for implementation by municipalities

The following findings and recommendations are made for implementation by the
municipalities relating to their participation in the Municipal Leadership Development
Programme.

It is recommended that municipalities determine scientific measures to assess the
impact (if any) of the Programme, both short-term and long-term and
communicate the results of this assessment with other programme stakeholders
to ensure that lessons can be learnt from the Programme to determine the impact
of the Programme and also to inform future programmes aimed at women
councillors in local government. This recommendation is made in line with the
weakness in the evaluation of the Municipal Leadership Development Programme that
there were no measures to assess the impact of the Programme and the extent to
which the goals of the municipalities for selecting councillors to participate in the
Programme are achieved. This research study asserts that women councillors should
not be sent to training simply because any training is good; there is a need for
programmes to be evaluated. Evaluation of training therefore has to incorporate
measures to assess the impact brought about through participation in the Programme.

This research study recommends that the municipalities forward the portfolios of
evidence and the evaluation forms to the Local Government Leadership
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Academy. Another challenge in the evaluation framework of the Municipal Leadership
Development Programme was raised by participants who attributed the lack of
assessments done on their portfolios of evidence to the inability of the representatives
from municipalities to forward the portfolios of evidence to the Local Government
Leadership Academy. Therefore, the recommendation is made that the municipal
Programme co-ordinators responsible for the coordination of the Programme ensure
that all the assignments are forwarded to the Local Government Leadership Academy to
prevent the lack of assessment being done due to assignments from councillors not
being received.

It is recommended that the municipal Programme co-ordinators communicate the
selection criteria used for the selection of women councillors to participate in the
Programme and the expectations of the municipality from the participants. This is
to ensure that the councillors are clear about the reasons for their selection and the
expectations of the municipalities after participation. It is important to ensure that there
is clarity between the women who participate in the Programme and the municipalities
who send these women to the Programme. Determine the expectations of the individual
councillors regarding the Programme, expectations in terms of what their individual
goals are regarding the value of the Programme. The importance of this
recommendation is to ensure that the councillors attend programmes that they regard
as important.

5.4 CONCLUSION
This research study is concerned with the evaluation framework for the Municipal
Leadership Development Programme offered to women councillors in local government.
The study, firstly, analysed the environment in which leadership development of women
in local government operates. This led to the research study contextualising a gender
evaluation framework in the environment.

The research then analysed the current evaluation framework for the Municipal
Leadership Development Programme and pointed out gaps and challenges highlighted
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through interaction with the stakeholders involved in the evaluation of the Programme.
The identified weaknesses and challenges allowed for this research to propose a
gender evaluation framework for leadership development of women in local
government. It can be concluded that the objectives of this research have been met.
These objective were, namely, to describe the current environment in which leadership
development programmes are implemented. To explain the shortcomings in the current
evaluation framework of the Municipal Leadership Development Programme, as well as
to propose a gender evaluation framework for the leadership development of women in
local government. The research question guiding this study was: To which extent will a
comprehensive gender- specific evaluation framework ensure the success of leadership
development programmes aimed at women in local government?. The answer to this
question is that women councillors face gender-specific challenges in their roles as
leaders in local government. An evaluation framework that builds in gender at every
step in the evaluation of leadership development programmes will improve the
effectiveness of leadership development programmes by providing evaluation results
which take these gender-specific challenges and the success of leadership
development programmes can be improved.
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