
Girls’ Education South Sudan (GESS) is an initiative of the 
Ministry of General Education and Instruction (MoGEI) of 
the Government of the Republic of South Sudan (GRSS), 
funded by UK aid from the UK government, and GRSS. GESS 
will transform the lives of a generation of children in South 
Sudan – especially girls – through education.  

In order to realise its strategic objectives of eliminating barriers 
to girls’ education and promoting gender equality throughout 
the education system, MoGEI is supported by a consortium, 
led by BMB Mott MacDonald/Cambridge Education, and 
including BBC Media Action, Charlie Goldsmith Associates 
and Winrock International. GESS works at the local level 
through six State-based NGOs, referred to as State Anchors.

GESS was designed in 2012 just after the country gained 
independence.  In 2013, shortly after the Programme was 
initiated, conflict broke out in the capital and swiftly spread 
to other parts of the country. This continued fighting caused 
major changes to the working environment and consequent 
challenges to the Programme’s design and implementation.

Drawing on the experiences of GESS, this document provides 
an introduction to managing a Value for Money (VFM) 
framework in a fragile and conflict affected state (FCAS).

Designing the VfM framework

The following principles were adopted for the design of the 
GESS VFM framework:

Build into the design of the project 

Establishing a detailed VFM framework at the very initial design 
stage of GESS ensured that project accounting systems were 
set up to report against the VFM framework. Most notably, the 
VFM framework required GESS to establish an Output based 
budget such that all its costs could be reported against the 
specific outputs the project was delivering. Without this, it 
would have been impossible to have assessed the specific 
costs for achieving specific results, a fundamental core of the 
VFM framework. 

It is a common challenge for projects that adopt VFM 
frameworks after the start of implementation to either have 
weak data or to require the high-cost process of overhauling 
a project’s accounting framework.  An additional benefit from 
establishing the VFM framework from the start was that it 
directly informed key design decisions, such as the choice of 
modality for asset transfers.

Relate DFID VFM principles to the specifics of the project 

The GESS VFM framework was based on the DFID 2011 How 
to Note for Value for Money1.  This requires the categorisation 
of Value for Money indicators into Economy (cost of inputs), 
1 https://assets.publishing.service.gov.uk/government/uploads/system/
uploads/attachment_data/file/49551/DFID-approach-value-money.pdf
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Efficiency (conversion of inputs into outputs), Effectiveness 
(conversion of outputs into Outcome and Impact), Cost-
Effectiveness (Impact relative to cost) and Equity (fairness 
in distribution of benefits). These principles give the broad 
guidelines for the VFM framework. The specifics of the GESS 
VFM framework were then developed in close collaboration 
with the in-country technical team for project implementation.

Develop VFM and Logical Frameworks together 

The GESS VFM advisor was closely involved in the development 
of the GESS logframe. This ensures that the data requirements 
of both frameworks are complementary and that targets set 
are appropriate from a VFM perspective. 

Ensure feasibility 

There is limited value to having a perfect VFM framework in 
theory which cannot be implemented in practice. The GESS 
VFM framework recognises potential data limitations and 
was designed in the context of the resources available to 
implement it.

Focus on utility 

The VFM framework should not just be considered an 
accountability tool (i.e. for reporting and justifying the project’s 
VFM to DFID). More importantly it is a tool for improving the 
performance of the programme. As such, the GESS VFM 
framework was set up to focus on information which would 
be most relevant to project decision-making.

Resourcing and Prioritising the VFM framework

The size of the DFID investment into GESS justified a strong 
focus on ensuring VFM in implementation. To achieve this, 
GESS maintains a VFM lead throughout the programme 
lifetime who is heavily involved in management decision-
making and provides strategic leadership on how the GESS 
budget is allocated between activities. This means that the 
VFM Framework is not simply a reporting tool, but rather that 
its principles are directly applied across all key implementation 
decisions. For the prioritisation of VFM, this ex-ante approach 
is much more effective than relying on ex-post data through 
reporting alone.

Examples of such decision-making which explicitly 
incorporated VFM criteria include the procurement of the 
programme’s State Anchor organisations (one for each of 
the 10 former States of South Sudan, each receiving budgets 
of up to £2m); the annual process for selection of Cash 
Transfer execution modality; the contract negotiations with 
banks for execution services; the annual process for setting 
Capitation Grant allocations; the design and adaptation of 
Quality Education component; the design and adaptation of 

Community Mobilisation component.
Reporting on the VFM framework

 
The GESS VFM framework was reported on each quarter in 
the early stages of project implementation. This regularity 
of reporting ensured that its data could quickly influence 
implementation decisions. The key to making this feasible 
was to prioritise the implications of the data more than 
the formality of the reporting, with most quarterly updates 
kept in draft format for quick dissemination within the 
team. Usually, only the more formal annual VFM reports 
were shared outside beyond the core project team. All VFM 
reports included clear and explicit recommendations for how 
to improve VFM performance ahead of the next reporting 
period.

The VFM reporting was also built into performance reviews of 
implementing partners. Most notably, performance against 
the VFM framework was a key part of the judgement criteria 
for the annual scoring of State Anchor performance. Being 
able to compare component-by-component results data 
against costs for every single State was one of the strongest 
features of the GESS VFM Framework.  By having an internal 
comparison of performance, it was easy to identify which 
State Anchors were underperforming.

To capture performance against equity the project developed 
a real-time reporting tool within its South Sudan Schools’ 
Attendance Monitoring (SSSAMS) database. This publically 
available webpage showed project performance for every 
component down to the level of each county across South 
Sudan.  This made it possible to identify which states were 
not delivering equitable coverage across their counties and 
so helped the GESS team to push State Anchors on a real-
time basis to improve the equity of their delivery.

GESS VFM reporting was holistic from the start, assessing 
all levels of VFM from Economy up to Effectiveness. 
This was targeted to overcome a common weakness of 
reporting on VFM Frameworks, which focus excessively 
on Economy indicators at the early stages of a programme 
given concerns about data availability beyond this.  Where 
quantitative data was not yet available for reporting on 
Efficiency and Effectiveness, the project ensured there was 
at least a qualitative analysis. This avoided the distortionary 
implications of narrowly assessing only economy indicators, 
which can lead to a drive for cost savings to the detriment of 
the overall cost-effectiveness of the programme.

GESS VFM reporting was also holistic in the sense of 
considering implementation in the South Sudan education 
sector beyond the project itself. Recommendations 
for improving VFM performance often pushed project 
components to develop greater partnerships with other 
stakeholders within the sector and reporting against 
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indicators would consider costs for these other stakeholders 
(notably the government’s own contribution to Capitation 
Grants). 

Examples of where VFM improved as a result include GESS 
Community Mobilisation materials being rolled out by non-
GESS partners; USAID materials being used by the GESS 
Quality Education component; and the EU’s investment of 
around €20m to support teacher incentives using the GESS 
Capitation Grant system.

Adapting the VFM framework

In line with the overall approach of GESS, it was critical for 
the GESS VFM framework to be adaptive based on learning 
and changes in context. The framework did not stick 
rigidly to a set of indicators. Indeed the biggest shift to the 
framework was following the first year of reporting, where it 
was realised that the relevance of certain indicators was not 
entirely appropriate given the evolution of implementation 
compared to the original design of the project.

In certain cases, it was necessary to adapt indicators to be 
reported on more qualitatively than quantitatively given data 
availability, noting as well that the operating context of the 
project became more difficult over time given an escalation 
in the level of conflict across the country. To maintain the 
balance within the framework (i.e. avoid a bias in analysis 
towards the more easily measurable Economy indicators), 
this adaptation of indicators rather than simply failing to 
report against them, was very important.

Nevertheless, where consistency of reporting against 
indicators over time was possible, this was prioritised to 
allow for an understanding of the evolution of performance.  
Where project performance against an indicator worsens 
compared to the previous year, there needed to be a clear 
understanding of what had caused this. The value of an 
internal longitudinal benchmark is high, given that valid 
comparisons with other projects in other contexts are often 
not available.

Successes of the VFM framework

The application of the GESS VFM framework contributed to 
some significant VFM successes for the project, extending 
the impact which DFID’s investment was able to achieve.  

Concrete examples include:

Capitation Grant leverage 

The government invested around £13m of its own money 
into Capitation Grants during the Programme (compared to 
the Programme’s own investment of around £11m). This 

is despite the extremely limited government resources 
available in the second half of implementation. The original 

planning for GESS assumed Capitation Grants to be 
funded only through programme grants with limited 
involvement from government. Ultimately VFM principles 
in the design of GESS and consistent prioritisation of the 
leverage of government resources (a core VFM indicator) 
has contributed to increasing the overall effectiveness and 
potential sustainability of the project.

Cash Transfer execution contract 

The execution of Cash Transfers has been a major VFM 
challenge throughout GESS because of logistical issues and 
complications with national exchange rate mechanisms (in 
2016 in particular the official exchange rate became almost 
completely disconnected from the real exchange rate). VFM 
principles, including clear targets for execution charges as a 
proportion of the transfer values received by girls, drove the 
project to find the best possible execution deal.  

For example, in 2017 negotiations with Co-Op Bank, 
including a multi-stage tender process which forced major 
price competition, brought a massive saving on execution 
charges worth over £1.2m.

You can find more information, as well as all of our research, 
on our website.2

2 http://girlseducationsouthsudan.org
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www.girlseducationsouthsudan.org 

For additional information, contact:

info@gess-southsudan.org                          Girls’ Education South Sudan                          @GirlsEdSS

Girls’ Education South Sudan (GESS) is a programme that will transform 
the lives of a generation of children in South Sudan – especially girls – 
through education. South Sudan, the newest country in the world, has 
some of the lowest educational indicators, with education of girls being 
among the lowest. Very few girls who begin primary education continue 
to secondary school; in 2016, 128,000 girls started primary school, but only 
2,700 completed secondary school. GESS is determined to change this, so 
that all girls can go to school, stay in school and achieve in school.

Girls’ Education South Sudan (GESS) is an initiative of  the Ministry of General 
Education and Instruction (MoGEI), Government of the Republic of South 
Sudan, funded by UK aid from the UK government, and the Government 
of the Republic of South Sudan. In order to realise its strategic objectives 
of eliminating barriers to girls’ education and promoting gender equality 
throughout the education system, MoGEI is supported by a consortium, led 
by BMB Mott MacDonald/Cambridge Education, and including BBC Media 
Action, Charlie Goldsmith Associates and Winrock International.

The programme began in 2013, and will last until 2018.
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