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INTRODUCTION

Abstract

This study explores Result Based Management (RBM) in the strategic system approach by analyzing a life case
study. It is a management approach purely shaped by the results. This study discusses the RBM logical framework
and the theory of change. The logical framework of RBM resides on the structured, logical model, which identifies
the expected outputs and, consequently, the inputs and activities required to accomplish the outcomes. The logical
framework is structured around five items: assess, think, plan, do and review. The philosophical assumptions un-
derlying this study are based on critical realism. This study seeks to establish the mechanisms applied in RBM and
the required structures via a life case study of the United Nations Organizations. In critical realism ontology, three
aspects are considered, the real, the actual, and the empirical. This study combines all three aspects of insightful
analysis. The study notes the existence of RBM on policy papers, but there is a minimal impetus to implement it
practically despite its potential benefits in achieving organizational performance. There is an inadequate degree of
inclusivity, participatory, and enabling environment in occasional cases where the framework is implemented. The
life case study focused on the United Nations Organization and the modalities for the implementation of RBM. In
conclusion, this work has explored the concept of RBM as a management approach that targets improving results
in a three-thronged model constituted of short-, medium-, and long-term types of results, outputs, outcomes, and
impacts. The concept is particularly prevalent in public and not-for-profit organizations. The study has provided
valuable insight into the RBM in program management and its application in a selected case study.

© 2019 The Author(s). Published by TAF Publishing.

useful basis for efforts to streamline and optimize proposed

The concept of RBM is not new. Indeed, it underlies all the
efforts humans consciously undertake to achieve desired
results. For example, countries go to war to win; parents
bring up their children to be law-abiding citizens; children
go to school (elementary, middle school, high school, com-
munity college, university) to successfully graduate; farm-
ers plant crops in anticipation of good harvests; people go
to gyms to lose excessive weight; businesses are established
in order to make profits; and so on. All these interventions
have in common the objective of transforming inputs into
intended results (outputs, outcomes, and goals) or Strategic
Objectives (SO). The universality of this concept makes it a
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interventions. From a program development perspective,
definitions have limited RBM to the key results presented
in a relevant Program Design Framework (PDF). This ap-
proach, while correct seems to limit the importance and sig-
nificant scope of RBM. In this book, the definition of RBM
has intentionally been expanded. It has also been deliber-
ately presented from a generic perspective. Such a strategy
creates room for every stakeholder and facilitates portabil-
ity—lessons learned. It also enhances the versatility of this
concept.

Thus, [ have attempted to define a more holistic meaning of
RBM. RBM can be considered as a hierarchical framework
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of mutually complementary components (program design
framework, Monitoring, and Evaluation (M&E), Data Man-
agement (DM) and Management Information System (MIS)
with synergistic dynamics that collectively yield intended or
unintended objectives. The beauty of RBM is that there is
no absolute “goal standard”. The unavailability of an accept-
able “turn-key” system is a confirmation of the dicey nature
of RBM.

Each intervention is different, and as such, RBM serves as a
unique framework with a common potential of promoting
efficiency and accountability (effectiveness). Effective and
evidence-based performance monitoring contribute sub-
stantially to the achievement of RBM. It is my hope that such
a document will serve a wide audience on the one hand and
facilitate program design and implementation on the other.
While the target audience remains quite broad—bilateral
and multilateral agencies, academic institutions, and Pro-
gram Implementing Partners (PIP)—it is my hope that this
document can also be used by anyone interested in an im-
proved understanding of the concept of RBM. To this end,
I have tried to minimize utilization of technical jargon as
much as possible. Such an attempt will hopefully expand
the target audience base and generate more interest, espe-
cially amongst the members of the program development
communities. Finally, the current requirement for account-
ability and results by donors has provided compelling evi-
dence of the need for information of this kind.

According to the Global Affairs Canada (2008), RBM is an
approach led by a life cycle that embeds strategic thinking
with people, resources, different processes, and measure-
ments meant to improve accountability, decision-making,
and transparency (Farrell, 2009; Layyinaturrobaniyah,
Masyita, & Sekartadjie, 2016; Visser, 2016). It is impor-
tant to emphasize that RBM is exercised with sound judg-
ment in an attempt to comply with all government and
organizational regulations and requirements that produce
maximum potential and best accountability standards. The
approach is focused on results, measuring performance,
adapting and learning to a new environment, and report-
ing on these experiences about performance (Farrell, 2009;
Willy, 2017). Therefore, RBM is meant to define realism,
program identification, and progress monitoring that be-
come linked to the overall success of the program, measured
through results and utilized resources, and noted by indi-
cators appropriate to the goal (Organisation for Economic
Co-operation and Development, 1997). Risks are managed
under RBM, knowledge is attained, and new decisions made
based on this methodology. Monitoring and evaluation, data
management and management information system are in-
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valuable components of a robust RBM (Kusek & Rist, 2004).
The goal of RBM is to maximize the results; the effective-
ness of the method is based on the outcomes, and the out-
comes vary depending on the setting of the program. Nev-
ertheless, the overall goal is to attain the results planned
before the commencement of the cycle. It is about change;
changing assumptions, studying changed risks and identi-
fying changing factors (internal and external) that may in-
terfere with the development of the program (Kusek & Rist,
2004). Inherent in the program that utilizes RBM, is the
idea that something must change to maximize potential or
results. The design, then, is based on knowledge learned
from experiences, that could lead to the design of a better,
more effective management plan with new research, evalu-
ative methods, practice policies, and learned lessons (Due,
2016; Kusek & Rist, 2004). RBM entails the development of
theories and ideas that reflect the process’ overall goals, sys-
temically mapping the sequence that would logically lead
to the best outcome for the project (Bester, 2012; Kusek &
Rist, 2004). Otherwise defined as the Results Chain (RC), it
is a visual manifestation of the relationships that must in-
tertwine for a goal to be achieved, breaking it down into ac-
tivities, inputs, outputs, and outcomes that will benefit the
organization, project, program or company (Bester, 2012).
Each organization will create its RC, unique and specific to
its goals. For instance, the Global Affairs Canada organi-
zation has six different levels of its RC, i.e., inputs, activi-
ties, outputs, immediate outcomes (short-term), intermedi-
ate outcomes (medium-term), and outcome (long-term). In
other organizations, such as the Organization for Economic
Co-operation and Development (OECD), only five RC levels
are defined, i.e., inputs, activities, outputs, outcomes, and
impact (Organisation for Economic Co-operation and Devel-
opment, 1997).

Setting

Sustainable Program Management (SPM) is a complex,
process-driven framework analogous to the CARROT-BUS
model, where effective management produces useful and ef-
fective outcomes, intended or unintended. SPM has, over
time, been linked to sustainability as observed in Silvius
(2015). Although defining the concept of sustainability is
more challenging than expressing it, it has gained a foothold
in program management in the recent past (Panti & Gem-
pes, 2018; Silvius, 2015). This book adopts the definition of
sustainability as a normative concept, which is delimited by
values highlighting the attitudes and behaviour of individu-
als, where the focus is to minimize risks in program manage-
ment (Eskerod & Huemann, 2013; Montasser & El-Nakeeb,

S

S TAF
Publishing



49 J. Admin. Bus. Stud.

2017).

Where does RBM fit in the CARROT-BUS framework? RBM
is an integrated component of every step of the ladder.
It serves as a required, necessary, and sufficient revolv-
ing strategy that effectively establishes the causal links
amongst the different levels of the CARROT-BUS pyramid.
As already discussed in detail, in sustainable program man-
agement, the CARROT-BUS model seeks to create an en-
abling environment through a pyramid-structured model
(Silvius, 2015). The pyramid of sustainable program man-
agement consists of six elements, namely capacity building,
accountability, resources, results, ownership, and trans-
parency. These elements of the pyramid are executed in an
ascending order up the pyramid. They include the strength-
ening of capacity, (C); building in organization manage-
ment, improving accountability, (A); effective utilization of
Resources, (R); so as to achieve relevant results, (R); estab-
lishment of ownership, (0); and the achievement of trans-
parency, (T).

Sustainable program management fits into the pyramid
model, where capacity development is at the base of the
pyramid. Capacity development is related to human re-
source development in education and training. In Groot et
al. (2000), capacity development has been defined as the
development of knowledge, skills, and attitude in either in-
dividuals or groups with the goal of improving manage-
ment, as well as the maintenance of organization and opera-
tional infrastructures. It is the improvement of employees’
ability to perform their duties and responsibilities within
the organization (Groot et al., 2000).

The concept of results-based management is a management
approach oriented towards results. The management ap-
proach has its roots in the public sector reforms of the
1990s, which responded to the results-driven approach as
a result of economic, social, and political pressure (Pollitt
& Bouckaert, 2004). In program management, results are
placed at the center of the cycle of the project from strate-
gic planning, implementation, monitoring, and evaluations
as well as reporting and the decision-making process. One
of the prominent aspects of RBM is performance measure-
ment.

As highlighted in Binnendijk (2000), performance measure-
ment seeks to assess how a firm meets its primary aims.
Performance measurement seeks to improve management
through learning, and at the same time leverage it with im-
proved decision-making and planning. To implement per-
formance assessment, RBM relies on an external and inter-
nal pool of accountability to the firm’s results (Vahamaki,
Schmidt, & Molander, 2011). Results in RBM are classified
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into three distinct phases—immediate outputs, intermedi-
ate outcomes, and finally, the long-term impacts. The exis-
tence of results in three different levels raises the challenge
of assessment as observed by Binnendijk (2000).

In brief, results-based management is a management tool,
which is based on performance management. It defines
the expected results from key stakeholders in the program
management process. It is a RC focusing on human and
financial resources to generate both short-term and long-
term outputs for the organizations. RBM is a philosophy
that focuses on achieving tangible changes (Aly, 2015). It
is a set of tools employed in program management that
seeks to summarize organizational core objectives. Pro-
gram management is focused on the achievement of de-
fined results. In the strategic systems approach, RBM is
a results-focused approach. RBM focuses on performance
and achievements, which are weighed regarding impacts,
outcomes or outputs (Aly, 2015).

RBM BACKGROUND

Results-Based Management Logical Framework

The logical framework of RBM resides on the structured,
logical model, which identifies the expected outputs and
consequently the inputs as well as activities required to ac-
complish the outcomes (Aly, 2015). The logical framework
is structured around five items; assess, think, plan, do, and
review.

Logical framework in RBM assess the current situation;
what causes it or what is involved and what is going to be
achieved; the plan on what to do and when and the re-
sources involved; how itis going to be done and what are the
adaptation plans; and finally reviews what was done well
and what requires revision in the next period (Aly, 2015).
The process of RBM is an iterative undertaking that relies
on two concepts — strategy, and expected results. The pro-
cess is composed of at most 12 phases, where the first seven
phases are linked to result-oriented planning.

The first phase is the analysis of the problem to be ad-
dressed and its causes and effects. The second phase is
the identification of principal stakeholders and beneficia-
ries. This stage also involves the identification of objec-
tives and the design of interventions to meet the expected
needs (Diamond, 2005). Thirdly, the expected measurable
results are formulated. The performance indicators for the
expected results are specified in the fourth phase. The fifth
step is the setting of targets and benchmarking each indica-
tor with the specified results to be achieved.

The sixth phase of organizational RBM is the strategy de-
velopment, where a conceptual framework is drawn from
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the expected results. It is at this stage where the main
modalities of actions involving the constraints and op-
portunities are identified (Diamond, 2005). The seventh
phase is the balancing of the expected results and strategy
with the available resources in the program management.
The eighth phase entails management and monitoring the
progress of RBM, with appropriate performance monitor-
ing systems.

The last four phases of the application of RBM entail re-
porting and self-evaluation, where results are compared to
the targets and the actual results achieved. Also, there is
the integration of the lessons drawn and the self-evaluation,
where information emanating from the monitoring system
is interpreted for possible inferences and discrepancies be-
tween the expected and the achieved (Diamond, 2005).
The dissemination and discussion of results and lessons
are performed in a transparently and iteratively (Diamond,
2005). The performance information from the monitoring
and evaluation systems is then applied in the internal pro-
gram management learning and decision-making process.
The significance of RBM in an organization rests in its abil-
ity to change the organization’s culture by keeping track of
outcomes such as financial performance and market share.
One of the principles of RBM is the results chain, shown
below. Resources/inputs, activities, outputs, outcomes, im-
pact Result chain is composed of inputs, activities, outputs,
outcomes, and impact. Positive or even negative effects of
an intervention lead to tangible results, which are grouped
into three levels as outputs, outcomes, and impacts. Out-
puts are the direct product and services arising from an in-
tervention. They are the immediate effects of an interven-
tion where one has the highest level of control (Flint, 2002).
Outcomes are the medium-term effects of intervention out-
puts. In program management, there is lesser control of
this second level of results compared to the first level, out-
puts. They represent the tangible changes being brought
into the program management dynamics. The third level
of results is the impact, which can be categorized as pri-
mary and secondary effects and can either be negative or
positive (Flint, 2002). This is a sum of some precise activ-
ities and other compounding factors. This level of results
has the lowest level of control. Inputs are used to perform
activities; activities produce precise outputs, outputs pro-
duce outcomes, and the resultant outcomes contribute to
impacts. In the RBM logic, interventions are in the form
of hierarchies, which are a set of inputs and activities lead-
ing to results in the form of outputs, outcomes, and impacts
(Flint, 2002).

Firstly, the implementation of RBM is dependent on the ex-
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tent to which the key performance measures are connected
to the existing strategic or policy framework. According
to Organisation for Economic Co-operation and Develop-
ment (1997), successful implementation of RBM takes the
time to develop its core indicators and streamline the man-
agement systems before collecting any performance data.
Poate (1997) insists that organizations need to be persis-
tent and patient because building consensus and maintain-
ing the momentum is crucial to success. Although it may
be tempting to rush the implementation, firms must come
to terms that rushing implementation only serves to de-
crease the likelihood of having a useful measurement sys-
tem (Hatch & Cunliffe, 2006). It is worth noting that orga-
nizations are often limited in their use of indicators in sev-
eral cases until they acquire sufficient measurement expe-
rience. In this regard, Itell (1998) concludes that outcome-
oriented measures should be allocated sufficient time to de-
velop them. This is bound to occur when relevant depart-
ments gain enough experience to identify both the cause
and the effect. Diamond (2005) has reported that unrealis-
tic projections of what RBM can accomplish in an organiza-
tion only serve to undermine the RBM initiative. Therefore,
itis the responsibility of senior managers to set and manage
these expectations in their organizations.

The experiences of some major multinationals suggest
some key guidelines for defining performance indicators
and measures. For instance, Gibson and Boisvert (1997)
argue that it is important to start with the end in mind,
and this means going back to the broad objectives and vi-
sion that defined the long-term effects that the program,
policy or service was intended to achieve (Downey, 1998).
From this point, it becomes easy to identify both the short-
term and the medium-term results that can contribute to
the achievement of the anticipated effects. It also becomes
possible to identify the indicators that reflect the short-term
and long-term results (Kettl, 1997). When it comes to the
importance of management culture in RBM, European Com-
mission (1999) argue that RBM requires more than just the
adoption of new operational and administrative systems.
Rather, there should also be an emphasis on outcomes that
need a performance-oriented management culture that can
support and encourage the utilization of the new manage-
ment approaches. These observations echo previous find-
ings by Epstein and Olsen (1996), who had argued that the
successful implementation of RBM depends on the orga-
nization’s ability to establish and maintain a management
culture whose sole focus is in results. Still, on culture, se-
nior managers should be visibly seen propelling the RBM
regime. According to Golinelli (2010), experimentation and
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innovation need to be supported, and both managers and
staff should be given the opportunity to demonstrate their
proven RBM practices, as well as the programs they are ac-
complishing using those practices. For new organizations
introducing RBM, senior management staff will more often
say the right things to be seen as supportive (Kusek & Rist,
2004). However, the actual actions could suggest otherwise.
In this regard, there is likely to be an inconsistency about
RBM, and this can undermine the organization’s success.
While reviewing the New Zealand experience, Norman
(2002) notes that RBM systems only influence the organi-
zational behaviour when the top managers opt to use the
available information throughout the organization. A Cana-
dian delegate making a presentation at the World Bank
roundtable in 2006 emphasized on the need for managers
to “walk the talk” in delivering on the RBM approaches. This
involves senior management staff respecting their manage-
rial freedom as part of an RBM culture, and supporting
other subordinate managers who may be experimenting
with new RBM approaches.

RBM systems are mainly motivated by two fundamental
principles that include performance reporting or account-
ability and performance learning or improvement regard-
ing efficiency and effectiveness (Binnendijk, 2000). It is
these two pillars that have transformed RBM into a critical
tool that assist policymakers and decision-makers in track-
ing organizational success (Meier, 2003). As a basic princi-
ple, organizational learning serves as the major motivation
behind the successful adoption of the RBM approach in the
most effective organizations (Eriksson & Kovalainen, 2015).
RBM facilitates organizational learning by channelling per-
formance information to policymakers through feedback
loops from continuous performance evaluation and audit
activities (Farrell, 2009). This process creates ideal oppor-
tunities for learning at the individual, group, and system-
wide levels, thus continuously transforming the organiza-
tion in a direction that increasingly satisfies its sharehold-
ers (United Nations Educational, Scientific and Cultural Or-
ganization, 2010).

When it comes to performance reporting, simplicity has
been identified as a fundamental tool for successful RBM
implementation (Kvint, 2015) Instead of focusing on the
core set of expected results, most successful organizations
have a tendency to design complex results chains with finely
differentiated outcomes, outputs, and impacts. This ap-
proach increases the number of performance measures and
indicators needed to produce reliable performance data by
an exponential factor. However, a study by United Nations
Development Programme (2007) revealed that the best ap-
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proach is to keep the indicators and results for the vital few
who can continuously monitor the entire results chain and
transform the internal audits and evaluation into possible
learning opportunities.

Theory of change in RBM

The theory of change (ToC) is one of the most thorough ap-
proaches applicable in the implementation of RBM. Holisti-
cally, RBM is composed of three components that border on
performance in the broader sense, performance measure-
ments, and strategic planning. In the strategic planning,
the organization identifies clear and measurable objectives,
which are connected to precise indicators. The objective is
to target specific milestones. The fourth aspect of holistic
RBM is to develop a performance monitoring system that is
in turn connected to the reviewing, analyzing, and reporting
of the actual results (outputs, outcomes & impacts) which
correspond to the set targets. The findings are then evalu-
ated to facilitate organizational learning.

Management uses performance information collected to
improve accountability, resource allocation, learning, and
other decision-making processes. In strategic system ap-
proach in RBM, ToC can be perceived as the strategy for
change that seeks to explore the major items/resources
that need to be installed for developmental change to occur
(Tomar, 2009). It involves the contribution of partners in
the program management such as the partnership between
donors and aid recipient countries. It outlines the role of
the partners and non-partners in executing change in an or-
ganization. ToC approach in RBM draws the intervention
methods necessary to cause change (Nigel, 2011).

One of the models that seek to explain ToC is the value,
support, and capacity model. In the value component, it
seeks the specific benefit of solving a problem, i.e., the ben-
efit to a country or region for executing relevant changes
through intervention. The second componentis the support
required for carrying out the particular intervention. The
support, for instance, can be in the form of government or
Non-Governmental Organization (NGO). Support can also
be from within the organization such as the support from
the board of directors. The third component of the model is
the capacity and comparative advantage. This component
queries the capacity and comparative advantage gained by
carrying out the interventions (Tomar, 2009).

Limitation in the Implementation of RBM

The challenges derived in the implementation of RBM stem
from the tensions and trade-offs between accountability
and management of results as required in the management
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paradigm (Gianni, D’Ambrogio, & Tolk, 2014). RBM is the
prevalent management model in the public sector and NGOs
(Moynihan, 2006). In these organizations, performance in-
formation is not part of the budgeting, constraining the ef-
fectiveness of RBM in its implementation. In the initial
stages of the application of RBM, the results are based on
the actual goods and services produced, rather than the
outcomes (Binnendijk, 2000). Currently, there has been
an increased focus on the outcome of the RBM results; the
challenges are more complex than in the initial stages of
implementation where the outputs were the major focus
(Binnendijk, 2000). The performance assessment at the
output information may be less challenging compared to as-
sessment of outcome information (Moynihan, 2006).

It requires fundamental changes in the organization to in-
tegrate performance information in the management and
budgeting (Moynihan, 2006). This requires evidence-based
outcome focus that will, in most cases, lead to significant
and fundamental changes in the way organizations are man-
aged (Moynihan, 2006). The implementation of RBM will
need organizational behavioural changes in the delivery of
programs and services. As noted by Behn (2001), reorien-
tation of the organization to adapt to RBM will change the
operational management and personnel assessment down
even to the strategic planning and budgeting in the organi-
zation. This will be a cultural change where performance in-
formation becomes essential in the management of the or-
ganization (Behn, 2001).

The successful implementation of RBM may take relatively
slow progress fuelled by consistent effort. The long pe-
riod of implementation can be disrupted by changing pri-
orities — as key people along the path of implementation
move on, and there is an alteration of governance structure
in the organization. This will lead to relearning that will
further extend the time required for full implementation of
RBM (Behn, 2001). Apart from the temporal resources in-
vested in the implementation of RBM, there are also addi-
tional costs that hinder its RBM implementation, especially
in small organizations with comparative low returns (Behn,
2001).

Best Practices in RBM Implementation

To successfully implement results-based management in an
organization, it is imperative to identify RBM’s best prac-
tices. Ideally, the best practices are based on six principles.
These include promotion and support of a results culture
in the organization, fostering senior-level leadership in the
RBM, building results frameworks within the ownership at
all levels, assessing and developing a sensible user-friendly
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RBM information system (Mayne, 2007).

Other principles include building an adaptive RBM frame-
work, where there are regular assessments and updates
as well as using the results information in the learning
and management of the organization to instill a reporting
and accountability culture in the organization. In foster-
ing senior-level leadership in the organization, the senior
managers are supposed to consistently lead and support
RBM through their policies and actions (Mayne, 2007). This
should include but is not limited to, supporting RBM in re-
source allocations, fostering RBM champions and managing
the expectation of RBM (Mayne, 2007).

Promotion of an RBM culture may include the provision of
formal and informal incentives, which seek to support RBM
practices (Mayne, 2007). This calls for more autonomy for
the managers to manage the results and accountability pro-
grams under their leadership. The accountability frame-
work should put into consideration the challenges of man-
aging the outcomes and impacts of RBM (Mayne, 2007).
Best practices involve instilling a result culture that encour-
ages learning from past performances and adjusting accord-
ingly after identifying various modalities such as regular
forums and results in information sharing (Mayne, 2007).
This can help in the identification of areas of improvements
through an in-house RBM capacity. In-house professional
RBM capacity can foster continued training of staff and even
managers on the best practices in the adoption of RBM
(Mayne, 2007).

A culture of results is also supported by in-house profes-
sional RBM capacity and through ongoing training of man-
agers and staff in RBM thinking and practices. Ultimately,
the underlying culture of results is a clear and shared vision
of the value of results information and the role it should play
in managing the organization, and of the roles and respon-
sibilities of the various stakeholders in RBM. In establish-
ing a results orientation, any firm will need to develop and
agree on a strategic results framework, outlining the orga-
nizational key objectives and the strategic system approach
in meeting the objectives.

The second layer of the RBM framework structure is devel-
oping results frameworks for the programs. This involves
outlining the expected specific activities and how they will
lead to the achievement of the intended results for each
program (Mayne, 2007). There is considerable guidance
available on developing such results frameworks and the se-
quence of results underlying them. At both the organization
and program levels, it is good practice to address the risk
faced in meeting objectives. Results, which are focused on
planning, imply that realistic and clear objectives for pro-
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grams are identified and that there are performance expec-
tations set out for each program (Mayne, 2007).

Best practices emphasize the need to get insights into the
types of expectations/targets being set — predictive or
stretch targets. In addition, it is important to consider
a multi-year strategy for establishing expectations as ex-
perience in assessing RBM is gained (Mayne, 2007). Ex-
pectations for RBM are thus based on established base-
lines, past trends, and available resources; and involving all
those engaged in the managing and delivery of programs
(Flint, 2002). Setting indicators to track performance com-
pletes the RBM framework structure. It is important to set
a manageable number of indicators, which can easily be
measured, without missing critical performance indicators.
This is to ensure there are no unintended distortions in pro-
gram delivery.

Lastly, it is important to build ownership for the various
results frameworks established in an organization (Flint,
2002). Without ownership, there will likely be little use
made of the information gathered from the results. Best
practices include building a buy-in, through the involve-
ment of those using the framework and linking the frame-
works with work plans. In addition, ownership of RBM
framework can be done through the building of a solid base
for RBM using champions and pilots; and ensuring that the
RBM regime is relevant and useful to managers. It should
also be flexible enough to accommodate various types of
programs (Flint, 2002).

Setting up well thought-out results frameworks is a good
base, but without them actually measuring and analyzing
the results being achieved, the RBM regime will not deliver
much (Flint, 2002). There is an extensive experience avail-
able in measuring results and best practices. It is necessary
to make use of this experience. Measurement and analy-
sis of “fit for purpose” and the appropriate use of evalua-
tions to complement ongoing performance measurement,
are viewed as best practices (Mayne, 2007). In addition,
steps should be taken to control the quality of the data being
gathered. Both results and the costs of achieving the results
need to be measured. There is also the need to assess, as
best as possible, the extent to which a given program has
contributed to the results being observed (Mayne, 2007).
The results data and information gathered as part of the
RBM regime will be part of the information system of the
organization. The need to customize the results informa-
tion within the IT system and to make the RBM system user-
friendly is underlined as a best practice (Mayne, 2007).
Using the results information to help manage the organiza-
tion and its programs are the aims of RBM implementation.
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There is a tendency for results information to be mainly fo-
cused on reporting. Thus, best practices are geared towards
perceiving results as information rather than for determin-
ing the decision-making process. This leads to the balancing
of the managerial requirements and the needs of the corpo-
ration in the RBM practice (Flint, 2002).

Most organizations apply results information for reporting
on how well they are doing, especially to external audiences
such as regulatory bodies. This is usually aimed at having
a credible performance story about the accomplishments
and to even point out underachievements. Finally, results
information can play a useful role in the accountability pro-
cesses in an organization, informing on the results achieved
through the use mechanisms such as results-based perfor-
mance agreements and balanced scorecards (Mayne, 2007).
The last principle speaks to the need to regularly review
and update the RBM system (Mayne, 2007). Best practices
include annual reviews and the willingness to change the
RBM system, keeping track of problems within the RBM sys-
tem by getting feedback from users of the system, and af-
ter few years, undertaking an evaluation of the RBM regime
(Flint, 2002). Firms working to enhance their RBM capac-
ity should be able to find a few specific suggestions for im-
provement in the report. For a particular organization, the
prominent best practices depend on the robustness of its
RBM and its limitations (Flint, 2002).

The process of monitoring and evaluating the RBM requires
the evaluator to take a written assessment of the gaps and
successes in the program management. This results in
the involvement of the evaluator in the learning, decision-
making, and accountability process of the RBM. The reliance
on the evaluator makes the process of results-based man-
agement evaluation non-standardized since each evaluator
has a unique perspective on the program management. It
is difficult to have two evaluators with the similar views on
the RBM. Therefore, the actions taken after the assessment
of the RMB model will differ depending on the individuals
assessing the program management (Flint, 2002).

There is a dearth of understanding of RBM as a results-
focused approach in its implementation in the organization.
As aconsequence, and in some cases, institutions are unable
to identify and differentiate outputs from out-comes strate-
gically. The reporting of outputs and outcomes, therefore
remain an area of weakness in the implementation of RBM
since the field managers, project managers or the logisti-
cal personnel lack the capacity to identify outputs from out-
comes (Golinelli, 2010). The project manager may, at times,
not emphasize the significance of results since they perceive
outputs to be out of the scope of the results-focused strategy
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of management, thereby ignoring the assessment of results
early in the program management. Most focus is placed on
the final outcomes, which are tangible to the program man-
agers.

Effective RBM implementation may not occur without the
inclusion of partners and stakeholders who understand the
objectives of the organization. Effective RBM application
is fostered by an explicit commitment of existing partners
(United Nations Educational, Scientific and Cultural Orga-
nization, 2010). The partners in RBM should be involved
in the planning and reporting of the RBM process. Effec-
tive RBM practice, especially in the not-for-profit organiza-
tion, will not occur in the absence of the developing partner.
The presence of a developing partner increases the commit-
ment to the plan in the program management. RBM moni-
toring and reporting involving only one side of the partner-
ship may not bear substantial and relevant results, since the
outputs and outcomes are valued differently by the partners
(Cross, 2011).

Another challenge in the RBM practice is the identification
of realistic and unexpected results. The identified and tar-
geted results should be realistic so that there is a successful
results-based strategy in the program management (Itell,
1998). Results projections should be based on achievabil-
ity rather than the ambitiousness of the results, which in the
end, will be unsustainable from a management perspective.
The identification of unexpected results is achieved through
precise definition of expected outcomes, outputs, and im-
pacts (Kvint, 2015).

When a donor requires targeted results to be part of a
proposal, it is important for those results to be evaluated
on how achievable they are, not simply their ambitious-
ness. Executing agencies and their implementing partners
on the ground also regularly ignore the identification of un-
expected results. The need to define expected outputs and
outcomes and impacts at the planning stage can catalyze the
focus of those implementing a project into achieving those
specific results. Unexpected results, which may be very sig-
nificant, end up being ignored or downplayed if they do not
neatly fit into the original results framework (Kvint, 2015).

Meaningful Stakeholder Participation

RBM cannot be effectively managed without key stake-
holders — beneficiaries, development partners, and donor
agencies — involvement. Stakeholder participation must
be relevant so that realistic assessments can be achieved
without significant challenges. Some proponents push for
equal partnerships or equal participation. This is impossi-
ble to measure and even the word “meaningful” is open to
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discourse Grappling with the challenges of defining, imple-
menting, and ascertaining meaningful stakeholder partici-
pation is vital to RBM, but it is also one of the hardest things
to operationalize effectively.

Appropriate and Effective Indicators

Appropriate and effective indicators are critical for mea-
suring success and feeding project learning. Constraints
on time and resources often lead to the selection of sim-
plified, easily gathered quantitative indicators that do not
measure results as deeply as they could, especially at the
outcome level. For example, the mainstreaming of gender
equality has made the inclusion of gender issues and accom-
panying indicators mandatory in many projects. It is com-
mon for projects to select indicators that measure nothing
more than the percentage of project staff and participants
who are women. While this is important, does it measure
the change in gender relations or power imbalances in any
meaningful sense? Simplified indicators make it much more
difficult to measure meaningful relationships between in-
puts and results.

Managing Risks

All project partners need to be able to take informed and
timely action to manage risks. Projects must be nimble and
flexible enough to adapt to changing conditions over their
duration. Are the executing agency, the partner or part-
ners, and the donor agency entrepreneurial enough to make
changes in project design and capacity as needs and the en-
vironment change over a multi-year period? If not, RBM
risks being thwarted, leading to results that are inappropri-
ate, irrelevant or both. This should not be confused with
manipulating project ends to meet the capacity or interests
of the executing agency or beneficiary.

Limited Focus on Evaluation

In many cases, there is a limited focus on external evalua-
tion within project and program activity, despite the criti-
cal role of evaluation in measuring results and generating
learning. Some projects and programs are evaluated an-
nually, but many others are not. An end-of-project evalu-
ation has no influence on project or program delivery. An
external evaluation at the 60% point of a project is also
hard-pressed to make a mark. Furthermore, there is often
a challenge in maintaining consistency in evaluation. For
example, a five-year project or program could have three
different donor-agency project officers and two different
monitors over that period. Maintaining evaluation consis-
tency in such a context is a considerable challenge. Perfor-
mance incentives and consequences include: Does an exe-

S TAF
Publishing



55 J. Admin. Bus. Stud.

cuting agency that reports poorly, with little apparent com-
mitment to or knowledge of RBM, compromise significant
potential results? Often the results of not being commit-
ted to RBM are not disastrous enough to modify behaviour
in advance, and maybe not even so problematic as to af-
fect behaviour significantly after the fact. Similarly, are
projects rewarded appropriately for results that have been
defined, achieved, and reported through the participation of
all stakeholders? Without real incentives for achieving re-
sults or consequences for poor reporting and management,
the potential of a results-focused strategy is greatly dimin-
ished.

Opportunities for Learning

Results-based management training is focused on employee
enhancement processes during which every employee un-
dergoes training by their respective supervisor or the man-
agement team of the human resources department of the or-
ganization. Pompa (2012) indicated that training is one of
the most effective responses to enhance the skill and knowl-
edge of employees and stakeholders responsible for infus-
ing new roles and responsibilities for any tasks being ren-
dered. The purpose of training, as established by results-
based management, is to promote the productivity of the
company as well as to reach its targeted goals on a regu-
lar basis. This approach seeks to increase the level of com-
petitiveness of the vulnerable target as they are going to
be trained by their respective managers on a regular basis.
Training can be incorporated with seminar workshops so
that participants will be given the chance to demonstrate
all the learned procedures essential for the productivity of
the operating organization. The results-based management
training will enhance participant ability to be more analyt-
ical, curious, and motivated. The goal of training is to im-
prove the level of performance and knowledge of partici-
pants. After the training, the impact enables participants to
become more productive, reliable, and functional. Indeed, a
good reflection of the model.

One of the key roles of RBM reporting is to provide infor-
mation that can be acted upon. Managing performance re-
quires ongoing learning. The connection between data col-
lection and reporting on the one hand and the incorporation
of learning arising from these data on the other is often not
made. The demands of day-to-day operations frequently
rob organizations of time to reflect on information gath-
ered through monitoring and evaluation, to draw lessons
from these reflections, and to incorporate this learning into
project management. The result is lost opportunities. The
best projects incorporate learning throughout their lifes-
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pan, leading to effective, efficient, and relevant results for
beneficiaries. Many projects simply cannot find the time to
do this.

Conceptual Framework in the RBM Approach

This management strategy facilitates the achievement of
strategic goals. In particular, program managers can uti-
lize this model to map out the goals, set deliverables and
boundaries, and produce the intended outcome. While the
unwanted outcome is at times part of the RBM process, it
is within the results-based management plan to accommo-
date crisis intervention and risk management to tackle or
prevent any unintended outcomes in the process. To fa-
cilitate the achievement, the RBM method employs several
steps that lead towards the intended goal. The method in-
cludes assessing the situation at hand, defining the possible
causes for the current situation, envisioning a new scenario,
planning it, and initiating the project with a change manage-
ment plan in hand. The retrospective stage includes lessons
learned and future goals. While in several circumstances
unintended results cannot be avoided, they, for the most
part, serve as compelling and frequently invaluable contri-
butions to lessons learned. Results-based management is
a strategy that primarily anchors its logic on feedback to
achieve the goals at hand. Those who contribute to the re-
sults, be it management or other organizational actors, are
doing so indirectly or directly and, as a result, there is a pro-
cess created that facilitates an outcome. The outcome may
be in the form of a new product/service, a change, or an im-
pact/contribution towards the goal at hand. The informa-
tion gathered from these strategies is then used to account
for future needs within the program. RBM is a strategy-
based control mechanism similar to third-generation bal-
anced scorecards (Lawrie, Kalff, & Andersen, 2005).

RBM is often used by organizations such as the UN and the
International Committee of the Red Cross (United Nations
Development Programme, 2007). It is used for commercial-
based organizations as well, including the Asian Develop-
ment Bank. It will also be useful to include utilization of
RMB by other establishments. For instance, the U.S. gov-
ernment uses Management By Objective (MBO) — simi-
lar to RBM — in its government departments. The re-
sults approach is also used in program development, and
it has been implemented since 2000 (Global Affairs Canada,
2008). All program cycles began with the use of RBM, and it
has not proven to be an efficient way to continue the devel-
opment and acceleration of program management and non-
commercial management programs. If that approach failed
as indicated here, what alternatives did they use? And, how
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did that solve their problem?

To apply RBM, the program manager must assess the cur-
rent situation and decipher the best possible attainment for
the betterment of the program or project. The next step is to
think about its causal and relational effects, followed by the
vision of what is required to achieve the purpose. The plan-
ning stage includes the assignment of roles and responsibil-
ities, as well as resources. The execution stage involves the
need to adapt to external and internal circumstances to at-
tain the goal. The last stage in the RBM framework involves
the retrospective lessons learned, accumulation of organi-
zational assets, and the enterprise environmental factors
that will allow for future similar endeavours to be a success.

Definitions

Results-based management: RBM is the form of manage-
ment that is tailored for results (Sevaldson, 2011).

Results oriented: The design and management of a project
in a way that will assure the continuous focus on outcomes
and their achievements (Sevaldson, 2011).
Results-based monitoring and evaluation: This encom-
passes the constant focus on collecting and analyzing the
data available to predict outcomes better and measure the
progress of the expected issue.

Continuous adjustment: This involves the collection of data
and its subsequent assessment throughout the life cycle of
the project and the adjustment of its operational standards,
implementing the strategies to maximize the probability of
the result (Sevaldson, 2011).

Managing risk: Risk management in RBM entails the identi-
fication of risks about the expected outcomes and attaining
the necessary resources to overcome them (Mayne, 2007).
Participatory approach: This is the constant and active par-
ticipation of stakeholders, which includes beneficiaries as
well as intermediaries, donors, and implementers.
Crosscutting theme integration: During the results-based
management cycle of planning, design, and implementa-
tion, issues such as equality, sustainabi-lity, and governance
are considered crucial parts of the process (Sevaldson,
2011).

RESEARCH METHODOLOGY

The methodology seeks to explain how the research will be
performed and the data collection process implemented for
a given study. Theoretical consideration and the theory-
building process that will be undertaken in a potential study
is provided.
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Research Question

|

Research Philosophy

|

Critical Realism

|

Research Strategy

|

Inductive
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Research Designers

|

Case Study

|

Choice of the Methods

FIGURE 1. Results-based management methodology

The philosophical assumptions underlying this study are
based on critical realism. This study seeks to establish the
mechanisms applied in results-based management and the
structures that are required via a life case study of the UN
organizations, presented later. In critical realism ontology,
three aspects are considered, the real, the actual, and the
empirical. To understand the application of RBM in the case
study, this study combines all the three aspects of an insight-
ful analysis.

The study also applies abstraction and concretization, in-
cluding an induction approach where the analysis pro-
gresses from the actual level to the empirical implementa-
tion of RBM in the case study.

Theoretical Consideration

Theoretical consideration seeks to reinforce the choice of
theory in any research. For RBM, monitoring and evaluation
is applied to explore the case study. Systems and a variety
of theoretical perspectives could be applied.
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Theory Building

This study will seek to build theory through triangulation
by engaging multiple paradigms in understanding the im-
plementation process of results-based management in an
organization (Nigel, 2011). Designing a “state of the art”
RBM system is not only difficult to achieve but also com-
plicated by the lack of a universally accepted “gold stan-
dard”. Reasons for these complications vary. Some include
the inadequate effectiveness, limited quality assurance, and
overall oversight mechanisms. There are also other exacer-
bating factors like the inability of program designers to ef-
fectively manage the unreliable and incomplete availability
of required data sets. Another challenge faced by design-
ers is the ability to produce a program document within an
unrealistic timeline. An attempt to overcome this deadline
crunch exposes the team to myriads of vulnerabilities.
Team concordance, harmony, and complementarity are also
other compelling issues that must be addressed by the team.
In some cases, the program designers spend a significant
amount of time trying to establish consensus; sometimes
on trivial issues. For example, during one assignment, I re-
marked several instances where the team could not agree
on where to incorporate some performance indicators in a
strategic framework. And this is just the tip of the iceberg.

Team electe
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In light of some of these shortfalls, [ am proposing in Fig-
ure 1 a “road map” that I believe will serve in mitigating
some of the system deficiencies that continue to erode at-
tempts to produce a useful and effective RBM system.

Research Design

This life case study explores a case study of how results-
based management has been used by UN organizations in
project and program interventions. The study investigates
the different frameworks that have been utilized in the suc-
cessful implementation of RBM. The case study allows for
the use of multiple data collection methods to explore the
case (Creswell & Creswell, 2017). The choice of these meth-
ods relates to the nature of the case and the research objec-
tive. In exploring the life case study, this work seeks to an-
swer the “how” and “why” in RBM implementation through
an explanatory type of research.

In explanatory research, the aim is to uncover the causal-
effect-linkage, and in this context, the effective contribution
of RBM implementation in enhancing the effectiveness of
UN organizations. Descriptive research has been used to
identify and collect information regarding the implemen-
tation of RBM. Selected UN organizations have been used
due to the rigorous implementation of RBM in a variety of
projects within the organization over the years.

Identified

& Time Intensive

BSearch

Conducted

Produced

FIGURE 2. Proposed RBM system methodology algorithm

In a related World Bank article, Roberts and Khattri (2012)
highlight some of the salient and crucial elements to be con-
sidered and included in an effective and useful RBM ap-
proach. The authors also emphasize the role and impor-
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tance of ToC and how the strategy helps in improving pro-
gram results. And using the concept of ToC, the authors fur-
ther elaborate on how it helps in establishing the necessary
and relevant pathways required in effectively and genuinely
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mapping the hierarchical causal links amongst the different
result levels of a strategic framework. They also included a

Results

I mpleme niation
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* Funds

* Participants
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modified sample case study (Figure 2 as an illustration of a
“success” story.

Reduce mortality rates for children under 5 years old

!

Improved ORT for managing childhood diarrhea

!

* 15 media campaigns completed

* 100 health professionals trained

* Increased maternal knowledge of ORT services
+  Increased access o ORT

!

* Launch media campaign to educate mothers
*  Train health professionals in ORT

!

Sosrces: Kusck and Rist 2004; also adapted from Binnendijk 2000.

Neze: ORT = Oral rehydration therapy.

FIGURE 3. Sample program logic to reduce childhood morbidity through the use of oral rehydration therapy

Scope and Significance of RBM Frameworks

The vital role of a RBM system could never be ade-
quately emphasized. RBM systems are universally accept-
able strategies. They give program managers and differ-
ent stakeholders a better sense of direction, an evidence-
based management approach, a consensus-driven decision-
making process, an opportunity to make informed and ef-
fective decisions, and ultimately, an invaluable, necessary,
and sufficient pathway to success.

A Better Sense of Direction

The concept of RBM is not new. Indeed, it underlies all the
efforts humans consciously undertake to achieve desired
results. For example, countries go to war to win, parents
bring up their children to be law-abiding citizens, children
go to school (elementary, middle school, high school, com-
munity college, university) to successfully graduate, farm-
ers plant crops in anticipation of good harvests, people go
to gyms to lose excessive weight, businesses are established
in order to make profits, and so on. All these interventions
have in common the objective of transforming inputs into
intended results (outputs, outcomes, and goals) or SO.

The universality of this concept makes it a useful basis for
efforts to streamline and optimize proposed interventions.
From a program development perspective, definitions have
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limited RBM to the key results presented in a relevant PDF.
This approach (while correct) seems to limit the impor-
tance and significant scope of RBM. In this document, the
definition of RBM has intentionally been expanded. It has
also been deliberately presented from a generic perspec-
tive. Such a strategy creates room for every stakeholder and
facilitates portability — lessons learned. It also enhances
the versatility of this concept.

Thus, I have attempted to define a more holistic meaning of
RBM. RBM can be considered as a hierarchical framework
of mutually complementary components (PDF, M&E, data
management) and MIS with synergistic dynamics that col-
lectively yield intended objectives. The beauty of RBM is
that there is no absolute “goal standard”. The unavailabil-
ity of an acceptable “turn-key” system is a confirmation of
the dicey nature of RBM. Each intervention is different, and
as such RBM serves as a unique framework with a common
potential of promoting efficiency and accountability (effec-
tiveness). Effective and evidence-based performance mon-
itoring contribute substantially to the achievement of RBM.
It is my hope that such a document will serve a wide au-
dience on the one hand and facilitate program design and
implementation on the other.

While the target audience remains quite broad — bilateral
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and multilateral agencies, academic institutions, Program
Implementing Partners (PIM), and academic institutions —
it is also my hope that this document can be used by any-
one interested in an improved understanding of the con-
cept of RBM. To this end, I have tried to minimize utiliza-
tion of technical jargon to the extent possible. Such an at-
tempt will hopefully expand the target audience base and
generate more interest, especially amongst the members of
the program development communities. Finally, the current
requirement for accountability and results by donors has
provided compelling evidence of the need for information
of this kind.

Life case study - RBM implementation in the United Na-
tions organizations

The United Nations applies the results-based paradigm in
a different perspective, where different terms and termi-
nologies are used to represent the results-based approach
in the management of institutions related to the UN (Bester,
2012). Also and more specifically, in the UN system, there
remain significant differences in the thematic application
and implementation of RBM amongst the various agen-
cies. For instance, in the United Nations Children’s Fund
(UNICEF), planning and management replaces a results-
based approach while the UNDP uses results-based bud-
geting. In the Food and Agricultural Organization (FAO),
the results-based approach is substituted by the strategic
framework, or even enhanced monitoring and evaluation
regime.

The existence of different conceptual frameworks in the
UN describing the results-based approach complicates the
communication across the organizations. It points to the
different views, of RBM in the organization structure usu-
ally aligned with the agency’s mandate and objectives.
While some organizations perceive RBM as management
practices, others perceive it as budgetary practice and oth-
ers may objectify it as a bureaucratic requirement of the or-
ganization. In all, the organizations operating under the UN
funds and programs, such as UNFPA, WFP, and UNDP, have
been found to have a systematic and methodical implemen-
tation of RBM (Bester, 2012).

These organizations have approached RBM as a manage-
ment practice and have also learned from the experiences of
other organizations. This has made it possible for them to
build an effective and solid system of management. It is im-
portant to note the significance of conceptual frameworks
in the proper implementation of RBM. This has been a ma-
jor challenge in the perspective of RBM in the different UN
organizations and the eventual application of the manage-
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ment practice (United Nations Educational, Scientific and
Cultural Organization, 2010). Conceptual frameworks lay
the ground for the tools and terminology for harmonizing
RBM within the organization. The conceptual framework
seeks to link RBM to the business and operation of an orga-
nization.

A conceptual framework is a time-bound coherent strat-
egy for implementing RBM. In the context of the UN, there
is the lack of a coherent and holistic approach to RBM as
a pure management practice (Bester, 2012). The advanc-
ing of RBM has mainly concentrated on the format and vi-
sion without much regard to the effective translation of
RBM to improved work process to support the administra-
tive, financial, and information system within the organiza-
tion (Bester, 2012). Many of the bottlenecks in the appli-
cation of RBM in the UN have been found to reside in the
understanding of conceptual issues amongst the managers
(Mayne, 2007). Where there is a clear conceptual frame-
work of RBM, the organization is committed to the imple-
mentation and institutionalization of the RBM process. In
conclusion, the presence of a clear conceptual framework
illustrates a broad management strategy of the organiza-
tions.

Another important facet of RBM in the implementation pro-
cess at the UN is the respective responsibilities of the part-
ners in the RBM. Effective implementation of RBM calls for
a shiftin the operational modalities of an organization. This
presents a significant challenge for the member states of the
UN to adapt to an outcome-driven programming and bud-
get from the input-driven process of program management
in an effective an efficient manner (Bester, 2012).

Being a new form of management practice, RBM adoption
has been slow in most of the organizations under the UN
as stakeholders simply adapt to the system management to
avoid setbacks and work efficiently (Bester, 2012). The cul-
ture of RBM can only be consistently harnessed when the
ownership of the programs is fostered and the accountabil-
ity in the organization is promoted (Bester, 2012). The RBM
atthe UN promotes a culture of trust and understanding be-
tween the member countries (ownership,) and the UN Sec-
retariat (managers) under an environment of trust in micro
level management in the RBM settings.

The UN also adopts a key principle in RBM practice, which
is vested in the long-term objectives of an organization. The
UN system has acknowledged and recognized the need for
strategic frameworks that provide the vision and overall di-
rection of the organization. This is based on both short-
term and long-term results in RBM. The sum of the long-
term organizational objectives contributes to the overall or-
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ganizational goals such as the UN Millennium Declaration
(Mayne, 2007). This helps the organizations to identify its
priorities in the implementation of its programs.

The goals and sub-goals, which contribute to the priority
goals, are defined, and in the RBM, they constitute the crit-
ical results to be achieved or assessed in the organization.
Therefore, the objectives of the UN organizations are pre-
cise, clear, and verifiable, so that the performance assess-
ment process is effective in the long-term (Bester, 2012).
Essentially, the desirable traits of the statement of objec-
tives in RBM entail a statement of results, which is devoid
of actions or means, with precise, simple, measurable and
logically consistent objectives, across all levels of the orga-
nizations that reflect the causal-effect-linkage.

Alignment of the programs with the organizational goal is
a principal component of program management at the UN
organizations. This helps in combining results so that they
can constitute a major medium-term outcome of the orga-
nization. The alignment of programs with the organization
objectives is through a cascading process that seeks to set
the sub-objectives at the operational levels of the organiza-
tion. For example, the World Health Organization (WHO)
programs are grouped into three levels, global, regional,
and country, and the specific objectives are lumped together
to form the overall objectives of the organization (Bester,
2012).

The UN implementation of RBM demonstrates the flexibil-
ity of the RBM approach to management. Resources are
aligned to the long-term objectives of the UN organizations.
This gives birth to the results-based budgeting as a variation
of RBM, which harnesses organizations resources to meet
the desired objectives by demonstrating the link between
results and resources in an effective RBM approach (Bester,
2012). The RBM framework allows for the shifting of re-
sources from underperforming and obsolete programs, to
more efficient and relevant programs considered high pri-
ority. In RBM in the UN, effective cost accounting is linked
to the resources, which are then tied to the organizational
goals. Performance assessment is thus, performed in tan-
dem with the budget cycle of the UN organizations. The
predictability of available resources in the UN system acts
as an important tool in aligning strategic planning with the
results. It helpsin integrating the multi-year funding frame-
works to the programs objectives, resources, budgets, and
expected outcomes (Bester, 2012).

RBM and the Accountability Framework
The Results-Based Management and Accountability Frame-
work (RMAF) is intended to serve as a blueprint for man-
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agers to help them focus on measuring and reporting on
outcomes throughout the life cycle of policy, program or
initiative. Managing for results is not completely new to
businesses organizations but what makes the current ap-
proach different is the determination to make RBM the driv-
ing force behind the organization’s institutional culture and
practice — and to develop and apply a corporate methodol-
ogy for this purpose. When it comes to results-based man-
agement, balance is key to prevent the process of defining
and monitoring indicators from becoming a major work-
load.

In this regard, balance requires that the definition and use of
indicators have to be taken seriously for credible and effec-
tive assessment, learning, and accountability. On the other
hand, care must be taken not to overinvest in results mea-
surement and indicators. If the measurement is empha-
sized too much there is a risk that managers will be moti-
vated to undertake certain activities simply because mea-
surable results can be achieved. In the process, they may be
diverted from less measurable, but ultimately more fruitful,
development interventions.

It is noteworthy that the outcomes and outputs furnished
within the strategic results framework by operating units
should reflect the key results against which managers wish
to be assessed. However, because outcomes are not the
result of one single actor’s intervention, enforcing individ-
ual and personal accountability with respect to the sub-
stantive attainment of outcomes would be unreasonable.
In this regard, the measurement of results is not an iso-
lated activity. Rather, the process of measuring results be-
gins with the design of policy, program or initiative, and its
evolutions. Different results-measurement activities occur
at different points in time, but always as part of the ongo-
ing management of policy, program or initiative. This con-
tinuum runs from the initial consideration of performance
measurement, through performance monitoring, to forma-
tive and summative evaluation. While managers can be
held accountable for ascertaining that outcomes are mon-
itored, their full accountability can be applied only to out-
puts. In a situation of shared accountability, it is impor-
tant that responsibilities and performance expectations be
defined. Managers, while not being held accountable for
the achievement of outcomes, are expected to report on
progress against intended outcomes.

RBM and Development vs. Management Results

As a critical step in the evolution of logical framework ap-
proaches, RBM attempts to respond to some issues of the
Project Cycle Management (PCM) and Logic Framework Ap-
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proach (LFA) methods. People often ask what the difference
is between PCM or LFA and RBM. In a sense, it can be said
that RBM is PCM done right. It provides more tools and di-
rectives on what should be done to ensure that project de-
sign is performed in an inclusive and participatory way, and
to make sure that one takes into consideration any assump-
tions and risks. The latter being defined as internal and ex-
ternal factors that are likely to influence project implemen-
tation and outcomes.

RBM is also critical of many donors’ focus on inputs (funds
and resources) and activities, and promotes a shift towards
the results of the project: its tangible outputs, its effects,
and its impact — that is the ‘results’ part of RBM. As for the
“management” aspect, RBM provides some tools to moni-
tor the performance of the project. In many projects, there
continues to be a tendency to emphasize work plan achieve-
ments with little regard for how these achievements con-
tribute towards intended results. Some of the salient ques-
tions that need to be answered include: Are you getting the
results you wanted? How can you be sure? How many re-
sources do you use? RBM can provide an answer to these
questions.

Compared to its predecessors, RBM also makes sure that the
context or environment in which one is working is dynamic,
relevant, and influences the project — in positive ways but
also in negative ways. RBM stimulates the project manager
and other relevant stakeholders to think about assumptions
and risks, not just at the project design stage, but also over
the whole course of the project life cycle.

DISCUSSION

This work has discussed the approaches for effective strate-
gic systems implementation including the CARROT-BUS
strategy, ToC and the results-based management. The ToC
contains three components that border on performance in
the broader sense of RBM, performance measurements, and
strategic planning. In the strategic planning, it identifies
clear and measurable objectives, which are connected to
precise indicators; a process that is accomplished through
the identification and establishment of relevant, reliable,
valid, and compelling pathways leading to intended and
sometimes unintended results.

The ToC approach in RBM includes developing a perfor-
mance monitoring system that is linked to the assessment,
analyses, and reporting of the actual results, which include
outputs, outcomes & impacts. The ToC stipulates that the
findings of the RBM are to be evaluated to facilitate orga-
nizational learning. Management uses performance indica-
tors to manage accountability, resource allocation, learning,
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and other decision-making processes. Ideally, the ToC is a
strategy for change that seeks to explore the main resources
that need to be in place before change can occur through ef-
fective interventions.

The limitation of RBM as a strategic program management
approach has also been highlighted, identifying the chal-
lenges and possible opportunities for improvement in the
implementation process. The limitations arise from the
trade-offs between accountability and management of re-
sult in the management paradigm. In most cases, there is
a lack of incorporation of performance parameters in the
budgeting and management of public and not-for-profit or-
ganizations, constraining the successful implementation of
RBM. Processes are emphasized more than the output, out-
comes, and impacts in applying RBM. This leads to an in-
creased focus on the organization’s resources that will lead
to short-term outputs, creating imbalances in the three re-
sult levels. Thus, performance assessment at the output
level may be less challenging compared to assessment of
outcome level. Fundamental changes are required in the or-
ganization to integrate performance interventions in man-
agement and budgeting.

CONCLUSION

In conclusion, this paper has explored the concept of
results-based management as a management approach in-
tended to improve results in a three-thronged model: Short-
, medium-, and long-term; types of results — outputs, out-
comes, and impacts. The conceptis particularly prevalentin
public and not-for-profit organizations. The analysis has fo-
cused on getting an insight on the results-based approach in
program management and its application in a selected case
study. The UN study explored the application of RBM in UN
organizations such as UNESCO and UNDP amongst others,
with a focus on the global, regional, and country-based im-
plementation of RBM. The paper critically reviews the ad-
vantages of RBM in strategic program management at the
UN organization and the significant bottlenecks in the im-
plementation process.

The paper draws important lessons in the implementation
of the results-based management model stemming from the
introduction of changes in the RBM framework and the in-
centives for motivating the management to adopt results-
based management. Research findings note the existence
of RBM on policy papers, with no minimal impetus to prac-
tically implement it, despite its potential benefits in improv-
ing the organizational performance. The life case study fo-
cused on the UN and the modalities for the implementa-
tion of RBM. The report (Bester, 2016) critically examines
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the successes and the challenges in the implementation pro-
cess. The section focused on select UN organizations. The
role of the managers in drawing objectives in tandem with
the logical framework of RBM is highlighted.
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implementation of RBM has considerably been hindered by
the parallelism of the budgetary programs and the man-
agement process. This implies that organizations are con-
strained to timely implement the RBM due to budgetary

constraints. And finally, for RBM to succeed, significant

IMPLICATIONS paradigm shifts by key decision-makers would be a com-

ReS(?arch flndlng.s recommend the removal of barrlers.for pelling, appropriate, and necessary way forward. More par-
the implementation of REM drawn from the UN organiza- ticipatory and inclusive strategies would also contribute
substantially to promoting and facilitating the implementa-

tion of this framework.

tions case study. Such barriers include the incorporation
of project management as part of the budget process. The
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