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Abstract

In South Africa's rapidly shifting socio-economic and political
environment, many non-governmental organistions are in crisis, with
donors, clients and government demanding that they change to meet
the new ievelopme~t agenda. Although this requires careful
planning and strategy- making ..the three cases studied have shown
that planning for change leads tv tensions between need to retain the
democratic and participatory ethos of the organisation, and the need
to become more management and product oriented. In addition, the
change planning in these organisations is often vague and and
unfocused, with many different ideas and approaches for dealing
with change, but few realistic plans to implement it.

The research outlines an approach to planning that encompasses both
of the NOD ideals by separating planning from strategy-making. As
part of a learning environment, planning and strategy-making are
participative activities that enable strategy to emerge at all levels of
the organisation, while the planning process becomes action-focused
and operational.
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LIST OF ABnREVIATIONS AND GLOSSARY OF
TERMS

..
Black education department underDET Department of Education and Training.

the apartheid regime

IDT Independent Development Trust. A quasi-govemment fundingI organisation.
INSET tIll Servk e Education and Training. Ongoing programmes which allow

teachers to upgrade while they continue to teach.

'1E1'~ Joint Education Trust. A funding organisation for education projects andIprogrammes ____
"--~-NECC INational Education Co-ordinating Committee

I -NEPI National Education Policy Initiative
-, ...... ~,.....

NGO Non-Governmental Organisation. In the broadest sense these organisations
are non-profit groups organised by communities or individuals to respond
to basic needs which are not met by either government or the market. It
covers a wide variety of organisational forms and activities.

--R.D.P. Reconstruction and Development Programme - ANC

~.--- ..-..!. - -SADTO I South African Democratic Teacher" s Union

White education - provincial -T.E.D. Transvaal Education Department.
administration under the apartheid regime.

A large NOO particularly associated with urbanU.F. The Urban Foundation.
development. . J- ....



CH~APTERON.E

1. NON GOVERNl\tlENTAL ORGANISATIONS IN
Cm:SIS

1.1 NGOs under threat
South African non-governmental organisations (NGOs) are currently in crisis,

facing problems both internally and externally. In the context ot the new

Government of National Unity and a shifting social and political environment,

questions are being asked as to the role of NGOs in the unfolding development

agenda and the Reconstruction and Development Programme (RDP). With the

political changes have come changes in donor funding, bringing about a slowing

down of funds from local donors who are redefining their " ...role and scope .."

(Bernstein, 1994); and international agencies who «.: will want to support the new

government in its difficult tasks" (Bernstein, 1994). Eric Mohlobi of the Kagiso

Trust believes that NGOs have never felt so threatened:

"Government has changed, and the new ministers now work from the bottom up.

Funding won't stop, but the donors ...are making NGOs aware of the need to do

things with jmpact...NGOs will do themselves a favour if they don't see this as

dictatorship by donors. Poverty cannot he addressed piecemeal. U' one wants to

survive one has to hook on to the flagship of the RDP" (Finance Week, June

1994)

Internally, NOOs face other problems. Meintjies believes that the n~J'~tpressing

of these are a lack of direction in the movement from the "mobilising'

framework" of the past, to one based on "service delivery and capacity budding."

With these come organisational weaknesses such as "strategy, long term

planning, focusing and prioritising, policy formulation and advocacy skills and

the building of financial sustainablility ..." (Weekly Mail and Guardian, 1993)

Another major issue is the lack of human resource development in NOOs, who



have suffered a loss of skins and leadership to the new public service, and who at

the same time have very few blacks and women in decision-making positions.

Because NGO work demands a number of personal qualities and professional

skills; "NGOs".face great difficulty in finding personnel who can cope effectively

with these (complex) demands" and so "finding and developing skilled human,

resources for management is particularly crucial" (Harding, D. 1994,p.3 l). In

addition, NGOs which usually raise funds for poor grassroots communities are

being accused of not doing enough to ,)a~s on resources and power to the

intended beneficiaries" (Meintjies, F. Weekly MaH and Guardian, i993)

Many of these problems are rooted in the past and the fact that NGOs do not

know how to make the changes that are necessary. John Allwood, Director of

World Vision South Africa, believes that me "environment in which non-

governmental organizations have been functioning has been one dominate ~by the

society's preoccupation with apartheid" (undated paper, p.I), This has meant that

to some extent the objectives and the functions of NGOs have been determined

by a pressure to fulfil certain political criteria such at; the mobilisation of

communities to voice protest against apartheid structures, The demands to

provide basic human needs have sometimes played a secondary role. Hylton

Appelbaum, head of the Liberty Life Foundation found that "NGO and donor

organisations often sat back content r '1h being politically correct - and often

fundamentally useless." (Finance Week) June 1994)

The legitimacy, fundraising and marketing strategies of NOOs have therefore

often been determined by the degree to which the organisation resisted apartheid.

"NGOs most lucrative fundraising and promotion occurred off an anti-apartheid

base. The determinant tor recognition became a matter of how strongly the

organisation resisted apartheid, more than how well it served their welfare cause

and objectives" (Allwood, undated paper, p.1). NGOs have thus paid a certain

amount of lip-service to their commitment to remove the symptoms of poverty

(unemployment, lack of education, housing, health and welfare), while the real
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struggle has been the removal of its prime cause - apartheid. 'This has resulted in

institutions that have a high legitimacy, but a low productivity.

The scramble for limited douor funds has meant that NGOs have had to become

operationally astute so as to gain a competitive advantage. Sectoral NGOs have

had to protect their territory in order to sustain themselves financially ~and so they

have cut themselves off from competing organisations, protecting their

methodologies, information, monitoring and evaluation procedures. This has

resulted in "...confused objectives for NGOs" (Allwood, undated paper, p.2). and

a duplication of aims, goals and activities. "In the process we have created a

huge number of organisations with a hug- number of beneficiaries and high

expectations," (Appelbaum, H., Finance Week, June 1994)

1.2 The NGO sector
Because there have been few attempts to quantify the size of the NOO sector,

factual information around it is sparse. The Development Resource Centre who

have made an attempt to do this on a comprehensive basis estimate that "South

Africa has some 54 000 non-governmental organisations, operating in areas

ranging from non-formal education, to community development projects, to

feeding schemes, to medical and scientific research institutes." (Bernstein, 1994,

p. 58) In addition {o the fact that this figure includes religious organisations

involved in social activities, it may well be exaggerated. It does however, serve

to illustrate the size of the sector which can further be broken down into:

organisations of a developmentai nature (twenty thousand), civic organisations

(two thousand), educational agencies (seven thousand), intermediary NGOs (one

thousand) and other community based groups. This breakdown is just one of the

"...different and confusing attempts to define and separate different types of

Southern NGOs ..." (Harding, 1994, p.l) Tom Carroll (Harding, 1994, p.1)

further distinguishes between "Grassroots Support Organisations (G80s),

Membership Support Organisations (MSOs)... and Primary Grassroots
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Organisations (PGDs)" These categories serve not only to highlight the size of

the sector, but its diversity. and thus the diffi~,~!1yof defining exactly what an

NOO is (Bernstein, 1994, p. 58). In an attempt to narrow the category down,

while taking cognisance of its size and diversity, the discussion will focus (as it

.1',:1 above) on those organisations which emerged in the ]9705 and the 1980s as a

response to apartheid, that h. l!{lOSe "service organisations that have helped to

define, support and maintain political opposition in one form or

another.tfk 'stein, 1994,p59)

1.3 The future ofNGOs
WIth the establishment of the Government of National Unity it! April i994, the

raison d' etre of many operations h,,$ been removed, and with it a logical shift in

the development culture in South Africa. "The new situation no longer judges

organisations by their political correctness and ability to mobilise resistence.

Rather, organisations a.."'epresently judged by their ability to develop people.

Formerly, sustainability was not a serious ...consideration, now it is primary"

(Brews, 1994, p 3). Whlle : ~lhical and development agendas may have

shifted, the changes are unlikely to make much difference to the lives of the vf;;ry

poor in the short and the intermediate terms. This situation brings to the fore

some important questions as to the future of NODs, and the role that they will

play in meeting basic needs at the grassroots level:

• Where will NGOs fit into the unfolding agenda of devel- nent?

• What will be the relationship between the state and the NGO sector with the

implementation of the Reconstruction and Development Programme? Car.

there really be a productive and creative relationship given the .....past history,

conflicting power bases, different economic perspectives, different

accountability and mandating procedures" (Allwood, undated paper, p.4).

• Will NGO;:)be abk to ensure their long-term viability by making the change
"from agents of the struggle to agents of development by rapidly increasing

their capacity to assist the poor in projects that have a measurable impact?

4



1.4 . The need for NGOs
The fact that South Africa now has a democratically elected system of

government has raised expectations that "basic social needs can and will be met"

(Fitzgerald. 1991, p.J), and. it would be presumed tbat a representative and

effective civil sendee at local, regional and national levels would be the" ...best

vehiclets) for .vice deliveryand meeting legitimate community needs"

(Bernstein, 1994, p.61). Given that "centuries of racial oppression and conflict

have left deep and painful cleavages which gape down LO the bedrock of our

society" (Weekly Mail and Guardian, 1994). an enormous amount needs to he

done to start the healing process, and the state is very likely to experience severe

constraints in regard to its direct development capacity. These include amongst

others, a tension between the allocation of state resources for productive purposes

as against social welfare purposes; and a civil service that is not representative,

legitimate or developmentally oriented. (Fitzgerald, P. 1991, p.3)

Du Toit further suggests that an overburdened and inexperienced state

bureaucracy that has to battle atone to meet the "consolations promised by the

RDP" is a situation to be feared, and that international experience has shown that

"NGOs can provide a vital auxiliary service within newly democratised

societies ..." (Weekly Mail and Guardian, 1994). Bernstein (Business Day, 1994)

also believes that NO Os have an important role, bringing a wealth of experierce

and information to the development process. She puts forward a number of

reasons for the support and expansion of NGOs to assist with the state provision

of bask services:

quality: it will be difficult for the state to provide social services and to ensure

that these are of a high standard. NOOs may be able to playa critical role by

filling gaps that cannot be filled by the state.

capacity: state services are unlikely to be able to respond to the enormous

demand for services in the rapidly growing urban areas. NOOs may be able to

mobilise the communities and individuals to build the necessary infrastructure

and facilities
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poverty: cumbersome government bureaucracies are often inflexible, and do not

have the resources to meet all the needs of the poor. NGOs can be more

innovative and flexible allowing them to tackle problems that'government cannot

resolve.

democracy: NGOs can provide ci: .j with a protective mechanism against the

power of the oh).te, and can promote democracy through their programmes and

projects.

1.5 • The NGO/State relationship
This relationship between the state and NODs must not result ill a "situation

wherein government relegates its dutki5 to NGOs, but where a dynamic

partnership between government and NOOs is established." (Dangor.Z; 1994)

\
In his opening speech at the NOO Summit on the Role nfNGOs in the RDP, the

Minister in char-geof the RDP, Jay Naidoo, stated that "NOOs have a highly

priveleged position in the implementation oftl., nDP." He quoted from the

original RDP to underline the "...status ..and the responsibility ..

that. ..government is now conferring upon NOOs" (Naidoo, J. 1994):

• "The RDP has been drawn up by the A.NC·,ledAlliance in consultation with

other key mass organisations. .A wide range ofNGOs and research

organisations assisted in the process."

• "There should be no restriction on the right of organisations to function

effectively. Measures should be introduced to create an enabling environment

for social movements, CROs and NOOs in dose consultation with those

bodies and to promote donations to the non-profit sector."

., "Many NOOs play an important capacity-building role in regard to CBOs and

the developmern precess. NGOs are also engaged in service delivery,

mobilisation, advocacy, planning, lobbying and financing. Thus NGOs have

an important future role in the democratisation of our society."

6
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• "However, NOOs must also adopt transparent processes, and operate in a

manner that responds. with accountability and democracy> to the communities

thay serve." (ANC, RDP. 1994)

While Minister Naidoo and the RDP make the commitment to N('rl) involvement

in development, the reality of the relationship between the state and the

government is likely to be tar more complex. Because many NCOs emerge from

an anti-apartheid constituency, they may " ...see the state as, if'not an enemy, then

at least a distinctly hostile entity" (Cross, 1994). Tandon, quoted in Clark (1993.

p.S), points out that the distrust is mutual, and "appears to h. leep rooted", while

Fowler believes that governments fear that NGOs will erode their political power,

and NGOs mistrust the motivation of the government and its officials. (Clark,

1993, p.5)

Clark believes that a "healthy relationship i only cone-Ivable when both parties

share common objectives ...where the government has positive social

agenda ...and where NOOs are effective ...", and that the relationship must be

.....based 011 mutual respect, acceptance of autonomy, independence and pluralism

ofNOO opinions and positions" (Clark, 1993, pp. 4 and 5). While all these

attributes may be present in South Africa (or are being worked on), Minister

Naidoo points out that NOOs will have to meet specific criteria in order to access

RDP funds (Naidoo, pp. 5 and 6, 1994):

1. Progr -mmes will have to deliver quickly

2. Programmes win not create a long-term drain on the fiscus

3. Programmes should not ...equire major public sector restructuring.

It is clear that all NGOs will need to "re-assess and re-define themselves"

(Bernstein, 1(J~4, p.59) if they are going to meet the challenges of the RDP and

the shifting development arena. To overcome some of the major stumbling

blocks will necessitate some definitive changes:
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• NGOs will have to take the initiative and use their own strength and

momentum to ensure that they emerge as important role players in the

development partnership. This means shaping what they want to look like at

the end of the line. (Sheppey, 1994)

• NGOs will have to focus on performance: eid-er large-scale, mass delivery by

organisation into large collectives; or by developing a small. niche market for

thernselves. (Sheppey, 1994)

• NGOs will have to develop an appropriate planning and management capacity

at top and middle management levels, and will have to develop their human

resources so as to build the capacity for efficient and effective service

delivery and to ensure legitimacy and accountability to their constituencies,

• NGOs cannot afford to remain fragmented in the face of pressures and

challenges. To be effective they will need to will need to co-ordinate and co-

operate in broad strategic alliences. (Harding, D. 1994, p 37) This may

mean the closure of some institutions and the merging of others.

Most NGOs will have to work very hard to make the changes" and many NOOs

may not live up to the challenge. In the long run however, the process of

adaption, innovation and integration may be to their own benefit, as it will enable

them to take advantage of a "wealth of new opportunities".(Naidoo, 1994, p.3)

If the NOO-State alliance is to benefit all the players in the development game,

the development agenda for the NOD sector will have to be about how to define,

plan and implement the processes that will he necessary for their future, for it is

upon these that the effectiveness of their service delivery, and ultimately their

sustainability, depends.

1.6 . The education crisis and non-governmental organisations
It is generally agreed that apartheid schooling spawned a crisis in education that

left an indelible mark on the majority of South African people. The draft white
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paper: Education and Training in a Democratic South Africa (September 1994),

states that "New policies are needed to reverse the trends which dominated the

troubled history of education and training under White minon;:y rule

governments, especially in the apartheid era" (1994, p.l)

Organised in a complex hierarchy of separate racial departments and services,

education was in the control of white decision-makers who allocated funds in the

favour of white education. Access to education and training was limited, and

little provision was made for early childhood development and special needs. In

line with this, governance was top-down and management and. control was mostly

in male hands. Black teachers especially, operated under the constraints of

limited textbooks and materials, confined to a curriculum which was manipulated

for ideological purposes and which favoured the memorisaiton of data, and an

authoritarian, teacher-centred approach. resulted in undertrained and

demotivated teachers. Teachers who lacked initiative and critical thinking skills,

a lack of skilled educational managers, overcrowded and under-resourced

classrooms and - as a result of schools and colleges becoming ~L,;arena for

political education and action - constant violence and work stoppages.

In response to the enormous demand to raise the standards of African education,

educational NOOs became one of the larger sub-categories of those service

organisations that were earlier described as having in the past tried to "define,

support and maintain political opposition in one form or another" (Bernstein,

1994, p.59)

The Minister of Education, Professor S. Bengu recognise "tat "Education and

training is one of the central activities of our society ..." Reconstruction and

development -'...compels everyone in education and training to face up to the

challenge of creating a system which cultivates and liberates the talents of all our

people ..." He calls upon the "commitment and wisdom of all roleplayers and

stakeholders in the system" to do this. (Introduction to the White Paper,

9



Sentember 1994) As stakeholders in education, many NGOs have had access to

develoning communities, and have built up insight, information and

methodologies appropriate to their needs. So as to build a literate and skilled

society that will generate a growing economy, all sectors in education will have

to work together to pool their knowledge and resources. If the state, as the

"ultimate arbiter and determinant of the wider political changes upon which

development depends ..." (Edwards and Hulme, 1992, p.77) is going to cope with

the enormous physical and social backlog in education then there will have to

develop a deeper and richer conception of development. A concept which

recognises that educational NOOs are important sources of information,

important generators of new and innovative ideas, and a means by which

inevitable gaps in the provision of education can be filled.

1.7 • Planning in edueational non..governmental organisations

The environment in which NGOs, are currently functioning is one in which many

factors are in flux. ,,_the end of apartheid and a new government, evolution of

funding relationships, rapid shifts in personnel and renewed commitments to

affirmative action, and a wealth of new opportunities _probably every one of you

is going through some sort of strategic planning to assess where you are and

where you should be going" (Naidoo, 1994, p 3).

It is debatable whether there is any single way in which NOOs can gain a hold

over such a turbulent environment, yet it is imperative that they try and find a

direction so that they can innovate, develop and change. Drucker suggests that

organisations learn to "look out the window" - after which they must "look

inside ...and search for the most important due pointing to change" (Drucker,

1990, p.67). Given the wide range of possible futures for educational NOOs, they

must make a disciplined effort to make the fundamental decisions that will shape

what the organisation is and what it wil' L come. As Minister Naidoo suggested,
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one of the ways in which they can do this is through a process of careful and

consistent planning.

Based upon this premise, the research report has used the case study methodology

to look at the planning processes of three different educational NOOs in six areas

of organisational activity. These three organisations confront the current

development crisis at different levels of internal development. Th y range from a

large organisation with a national focus to a small, part-time orga riisation with a

l« focus. They also operate at various levels of funding and (associated)

operational risk, with the larger organisations operating in a more constant

"'1:'iding environment than the smallest institution.

t~>'mptto identify approaches to planning that may assist educational

£"/10;.;, v ,~;mlVateand change in line with the pressures that are being placed

upon th",'h, .he research has drawn links between the three organisations, it has

defined til'" similarities and differences in their ways of planning, and has

identified patterns that emerged. Using current literature and the research

outcomes as a base, an approach to planning which recognises the unique

characteristics of educational NOOs bas been established. It is hoped that similar

organisations will find this approach useful as they develop planning methods

that are flexible and relevant to their own needs.

t.8 . The limitations of planning in educational NGOs
The report has approached planning as a vital process for dealing with change,

and an approach to "managing the organisation" s future" (Mintzberg, 1994, p.

15). There are many different reasons why an organisation plans. Given the

many unknowns ill their environment. educational NOOs: need to plan in order to

deal with some of the following:

• the rational utilisation and development of human and financial resources

• the identification of problems and the means by which to solve them

11



• the prioritisation and ordering of needs and the sequencing of their

implementation

• the selection of the most effective courses o.!' action from the various

alternatives

• projecting the future more effectively/,1
• fIle organisation, monitoring and evaluation (If activities and operations

(U/!.E.D., p6)

From this it is clear that NGO planning encompasses an extremely 'wide range of

issues which correspond roughly to the many and various activities with which

Nt .are involved: "working in development is a tough task. The objective

odds are stacked against you, the terrain conflictive. The nature of the task is in

itself very personally demanding ...small may indeed be beautiful but it is not

simple" (Harding, D., 1994, p.30). While planning may be constrained by this

organisational complexity, it may further be limited by the fact that very often

NOG activities are carried out within a very small human resource framework.

While staff usually have a high level of commitment, they often have to negotiate

an enormous amount of content in their daily activities, extending themselves

across the technical, economic and social arenas. All this pressure means that the

daily routine is allowed to drive out planning in general, and long -term planning

in particular. (March and Simon in Mintzberg, p. 18)

1.9 The limits to planning and (heir consequences for the
research

The research has recognised that certain issues that are characteristic ofNGOs

may affect their planning and explain why NOOs may not thus far have been able

to develop the far-sighted and creative decision-making skills necessary for their

sustainable growth and development. It has also recognised the importance of

these in the development of an approach to planning that may be more

appropriate for NOOs than those that are currently being used.

12



1.10 . The objectives ef the research

Given the problems and constraints that face educational NGOs at a time of

change and uncertainty, the objectives of this research report were:

• To use the case study methodology to explore the methods being used

diffeieht by educational NGOs to plan (or not to plan) for change .

•' To determine a flexible and relevant approach to planning that can be used by

educational NGOs to assist them in planning for change

13



CHAPTER TWO

2. LITERATURE REVIEW

2.1 Development as a response to social needs; the rise of non...
governmental organisations

With its newly democratic status, South "frica has moved from isolation into the

world community. It is also poised at the \. '.! of a new development agenda

which realises the failures of the past "...Development has been presided over by

state bureaucrats ...it has been developer-driven and often carefully organised to

disempower communities. The result is that development has failed, not only in

our terms but in theirs as well" (SANCO, 1994). South Africa already shares

many of the problems that face other developing nations: urbanisation, poverty

and unemployment. Our new agenda has to work "The price of failure to deliver

will be too high in social terms: instability, economic collapse, and the end of the

transition process to democracy" (Harding, T., 1994 (a) p.I) We don't have time

to waste if we are going to meet the needs of the majority of South Africans and

"establish a common sustainable future" (Covenant on Phillipine Development).

To ensure this sustainable future we must learn from our past and from other

developing countries so that we can formulate development plans that are

achievable and which are congruent with current development thinking. In this

way we can ensure that as much "foreign assistance as possible directly benefits

the majority of people" (Covenant on Phillipine Development).

In an attempt to redefine what he calls the "global social crisis", David Korten

points out that after almost fifty years of development effort that focused on

accelerating the growth of monetised economies. "unemployment, poverty and

inequality continue to increase, the social fabric of family and community is
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disintegrating, and the ability of'the ecosystem to support human life is being

destroyed ..." (Korten, 1994(a), p.I),

As the world emerged from the decade of the 1980s, there was a growing

recognition that the problems described by Konen were a worldwide phenomena,

There was also an increasing awareness that the "leadership needed to deal with

the underlying causes of human tragedy was not being provided by governments"

(Korten, 1990, p.6). Governments themselves, together with international aid

agencies saw the gap, recognising that development as defined by the official

development agencies, just "isn't working" (Clark, 1991. 1'.3). A result of this

has been a "striking upsurge ...around the globe in organised voluntary

activity ...people are forming associations, foundations and similar institutions to

deliver human services, promote grass-roots economic development, prevent

environmental degradation, protect civil rights and pursue a thousand other

objectives formerly unattended or left to the state" (Salamon, pl09)

The rise of what Salamon referred to as the "third sector" (Salamon, p.I 10) was

seen by Clark (1991, p. 12) to be a result of a hunger for "popular power", but

Salamon believes that it springs from a variety of sources which include the

people, " ...outside institutions and governments themselves" (Salamon, plIO),

People have begun to acknowledge that NGOs can sometimes provide what the

state cannot - "to get a range of essential goods find services to the poor" (Korten,

1990, p.6). Non-governmental organisations have in fact " ...frequently

demonstrated their ability to help those most in need who have been missed by

official aid programmes" (Clark,1991, p.3). In addition, by initiating their

programmes from the side of civil society rather than from the side of the state,

NOOs "seek to reach down to the poor or disadvantaged people, and attempt to

build and increase the capacity of the people to lift themselves out of poverty and

misery" (Vilakazi, 1994, p..51).
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While their contribution has become more accepted, growing numbers ofNGOs

have begun to realise that their efforts to meet increasing needs are on too small a

scale. In addition, NGO efforts fail to meet long-term development needs

because they are too often focused on the consequences of system failure - the

failure of the market system to meet the needs of all citizens- rather than on the

underlying causes of that failure (Korten, 1990! p.6). In relation to human need,

the financial resources ofNGOs have been negligible, and their ways of working

sometimes irrelevant to the real issues. Clark believes that it is not enough just to

be "carers of tile poor." If the work ofNO{)s is to be effective, itmust address

the root causes of suffering and not just the symptoms. This means taking sides

with the poor and supporting them in their grassroots struggles (Clark, 1991. P.

16).

The global trend of third sector growth has been parallelled in South Africa, I

though the driving forces that spawned these institutions were those of apartheid.

While these organisations may have been the "irrational and undemocratic

products of apartheid" (SANCO. 1994), they played an important role in

stimulating a culture of self organisation, self help, public interest and

accountability. In addition, many NGOs proved effective in the delivery of basic

goods and services and in the promotion of democratic and participatory

development. While in other countries the resources channelled through NGOs

may be small, in South Africa this has not been the case. Donors have channelled

large amounts of aid into the country through NGOs, preventing government

monitoring and control in an effort to bypass the state and to undermine apartheid

(SANCO, 1994). Unlike their international counterparts, South African NG("\·

have fought apartheid as the cause of the problem - sometimes to the detr' ,el~t

oftheir service denvery.'

IRefer to chapter one for the estimated size of this sector and its breakdown into subunits.
"'Refer to chapter one for an expanded discussion of this issue,
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With the establishment of the Government of National Unity, there has been an

acknowledgement by the government of the important role which the NGO sector

can pi",y in the facilitation of socio-economic development and the road to a new

democratic order (RDP, 1.4.20, P 11). The government states that it does not

want to "lay down the line, but wants to develop a relationship that can take the

shape of a partnership with rights and responsibilities, determined by the need for

efficient delivery of services, which necessitates an organised NOO sector"

(Harding, T. 1994, (a) p.l). Given the size of the sector, the way that this will be

done remains unclear, though a division into sectors with a national council to

work with government seems a possibility.

2.2 A new approach: the gk,Lp, transformation of development
Nationally and internationally, NOOs are at a crossroads (Clark, 1991, p.150).

They have never before been either so potentially powerful, or so credible -

especially given their vital role in the South African struggle and the

acknowledgement by the governre "':that they will play an important part in

development: "our Government of National unity intends to take advantage of the

gains you have made. We want to learn from you about the most efficient forms

of people-c-iven development ..and we want to become an ally in your work"

(Naidoo, 1994. p. I). In addition, their practical experience makes them uviquely

qualified to comment on issues such as how macro-policy affects the lives of 'he

poor, what communities need; and how a range of services can be provided in

innovative and creative ways: '"NGOs are less subject to the straitjacket of

development orthodoxy ...their staff normally have greaff"!'flexibility to

experiment, adapt and attempt new approaches" (Clark, hYl, p.51). While they

may potentially be in a good position, if they are to th..~eadvantage of these

opportunities, then NOOs, together with clients and donors will have to rethink

their position on development policy.

Part of the success ofNGOs internationally has resulted from the persistent

failure of top-down development projects that aimed only to spur economic
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growth" ...economic growth per se is not the end of development ..." (Le Grange,

in Harding, T.~ 1994, p.I), NGOs are generally small, locally based and

committed to a participatory approach in the design and delivery of development

programmes. Because of this they were able to respond to calls for a new kind of

development that recognised that in order to be effective, development had to

draw from and work " ...much more closely with, the needs, knowledge and

wishes of the poor communities and households supposed to be the beneficiaries"

(Harding, D. 1994, p.4). This new approach sees that the crucial issue is not only

growth, but that growth must be viewed holistically and accompanied by

transformation. "The endless expansion of economic output can no longer be

viewed as a panacea for what ails human society. Growth is an answer only to

the extent that it is preceded by a fundamental transformation of structures and

values to ensure that it will be a just, sustainable and inclusive growth'{Korten,

1990, p. 34). This transformational growth means a change in "institutions,

technology, values and behaviour consistent with ecological and social

realitie.~"{Korten~1990, pg 4,my italics). This means a change in three different

spheres:

1. Change in the international economic order;

2. Change at the national level in public policies and behaviour;

3. Change in the political economy of the country

(Fowler, 1994, p27)

If social realities are to be the bottom line; then a new approach must be

developed through real consultation and active client participation. This means

acknowledging that there is a difference between participation and consultation,

and Ending creative and innovative ways to ensure bottom-up participation that

works in practise. Harding acknowledges that this may be very difficult to (1,6 ..

given the traditional relationship between clients and professional service

organisations. He believes that it is posssible to break the conventional mould,

and to '·...build a more mutual, negotiated approach to problem defining and

strategising, that recognises and validates the different and complementary
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knowledge and experience that both sides bring to the table, and accepts a joint

negotiated control {;"I" the process" (Harding •. 1994, p.l l),

The new approach, called the "people-centred approach" by Korten, is committed

to economic and political decentralisation and the right of people to "organise, to

control their own lives, to participate in the decisions that affect their lives, and to

have a means of livelihood" (Korten, (b) p.2). It also recognises that government

and civil society have essential roles to play, and it hdsts that in the end the

people and their interests (my italics) must take precedence over those of the

state or the economy. In this 'Nay, a co-operative and trusting relationship

between government, the private sector) development agencies and civil society

can be built.

"Consistent with the most advanced 1.hinkingon development across the

world ..."the RDP has as its "guiding principles: a people-centred and people-

driven process; sustainable and equitable growth, integrated development; nation-

building; and democratisation and good governance" (Naidoo, 1994, p.2).

A.:J.lOUghin the past NGOs have, to a certain extent made use of the participatory

framework, they will now have to cemonstrate that they can "maintain open

structures that can accommodate community participation in the definition,

design and 1,uplementation (my italics) of development interventions" (Harding,

T. 1994, (a) p 4). This will be vital ifNGOs are to meet RDP and nilUfl; fU1lding

requirements. This is likely to neccessitate changes for many N(U)s - in the way

they think and plan, the way they work, and the way they relate TO their clients

and their stakeholders.

Wider developmental changes will mean that NGOs will have to realise that they

cannot work towards transformation and work in isolation, Instead they will have

to position themselves as "pioneers or catalysts for ...action" (Clark, 1991, p.l 0)

within the broader/macro arena of development decision making. This means

balancing their micro-level actions with their macro-level concerns. Itwill mean
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choosing a position ann implementing their 0~11complex strategies, not simply

those adopted from others (Fowler, 1994, p.32). Unless they can do this, they

may succeed in helping people, but they will not solve the real problems. The

pivotal challenge to NODs in the 1990s then, will be to build up alliances and

networks both nationally and internationally to ensure that their voices are heard

and to allow them to learn from one another (Clark, 1991.. p.86), Only this broad

strategic collaboration will provide the foundation for real change so that

grcssroots priorities can be met in terms {Ifa wider vision of effec=ve national

(and international) development.

For NOOs to play an important enough part to guarantee their future, they will

have to renew their vision of who they arc and the role that they wish to play in

(he new development arena. This means planning for change on an ongoing

basis. Not just on a individual basis at the local level, but in terms of creating

collective power on a national level, as well as in meeting the global challenges

of transformational development.

2.3 "New tools for new rul -:s,,3: competition ill the development
arena
The goalposts of the unfolding development agenda have changed. and NODs

need to make "dramatic paradigm shifts" (Salie, 1994, p.12). NODs now have to

show how their activities meet " ...socio-economic needs, as wen as contribute to

sustainable economic development to get funding" (Harding, T. 1994 (a) p.l).

Harding believes that this means competing aggressively and creatively in the

development marketplace, which many NODs are reluctant to do (Harding) T.

1994 (a). This may be in part because NODs historically have worked as "centres

of resistence to formal power'{Salie, 1994, p.12) with all idealistic, democratic

ann responsive ethos. They have therefore distanced themselves frou, anything

that smacks of business or management practice. Clarke believes that NGOs may

Ilarding. T. 1994. OJ), Debate. Issues and Challenges facing Organisations, Volume 1
number 2. March 1994. l'',/10 Management in Transition. Nc\\ Tools for New Rules.
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even rye"anti-management" as "staff tend to be de-motivated by, and resentful of.

hie}archy and bureaucracy in their own organisation'{Clarke, 1991, p84). In

South African NOOs, management has been perceived as .....one . 'he sources of

oppression and exploitation in apartheid society and. in fact as the antithesis of

democracy and empowerment" (Harding, 1994, p.3).

The participatory democracy to which Nf:r,. ll, ' subscribed, emphasises

collective decision-making and maximum p ticipation of the maximum

number of people in the organisation The prol .m with collective decision-

making is that decisions take a long time to be made, leading to a delayed product

and sen .~e delivery. Without strong management the "organisation is likely to

drift and undrachieve'TClarke, 1991, p84), leading ultimately to an organisation

that cannot compete in the marketplace.

To change successfully, NGDs need to recognise that the new environment brings

with it new challenges" One of these is how to maintain the organisation

successfully so that it can compete and innovate in the "industrial marketplace"

of development in which "management competence, access to critical resources,

information and interpretative skills have become a commodity" (Harding, T.

1994 (a) p. 3). While a management focus may ensure the survival ofN(,.JOs as

non-profit development agencies able to exploit their comprtiri ve advantage, it

may bring about conflict within the organisation. Because it is such a radical

break from the past. there may well be a tension between competition on the one

hand and participatory management on the other (Harding, '1'., 1994 (a), p.3).

This tension will need to be creatively explored and exploited for the benefit of

the institution and all its members. Itmay 3tSO prove to be one of the most

difficult tasks for managers ,to facilitate a change of culture in an organisation

which feels strongly that "there is an inherent conflict between community

service and income generation' (Harding, TO', ~994 (a) p.3).
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The agenda of the development industry then, is not necessarily about the optimal

use of development dollars but about how NOOs are able to manage the

development process ~to define, plan and implement their activities This will

bring them the power to mediate between the state and the communities which

they represent. The success of this agenda will depend on the extent to which

NGOs can build their capacity to mediate around issues such as development

principles, methods, policies, goals and activities in such a way that all sectors

can work together in a situation of high trust and high energy so that <." eative

solutions can be found to fill the needed gaps and create a "win-win'tsituation for

all the parties concerned (Harding, 1994 (c).

2.4 Human resources: a vital tool
The changing development environment has brought with it a loss of NGO

professionals both to the new government and to the burgeoning development

industry. The loss of these human resources has come at a critical time for

NGOs~ a time when they need the skills of experienced staff to help build the

capacity of the organisation.

While good people are important for most organisations, they are particularly

vital for "labour-intensive, professionally dominated ones" such as NGOs

(Mcl.aughlin, 1986, p. 405). Drucker supports this saying that "people decisions

are the ultimate - perhaps the only control of an organisation ..." (Drucker, 1990,

p.4S). This may be so, but NOOs globally "face great difticulty in finding

personnel who can cope effectively with work demands" (Harding, D. 1994,

p.31). This may be because NOO staff have to deal with a wide range of issues at

different levels, which they have to be able to see as part of a wider picture while

remaining sensitive to local needs and demands (Harding, D. 1994, p, 31). It may

also be because NGOs need to select staff with the right type of commitment ~

people who share organisational values and a belief in the mission of social

change that is inherent in their work (Clarke. 1991, p. 53). While one of the great

22



strengths of the non-profit organisation may be that people don't necessarily work

for a living, "they work for a cause" (Drucker, 1980, p.150). it may add to the fact

that NGOsdo not easily pull in experienced professionals,

If they are to meet the terms of the new development agenda, a committed,

skilled and experienced NGO staff will be vital to negotiate change and ensure

that the organisation has the capacity to deliver. This means that NGOs will have

to find ways of attracting the right type of high quality staff. On one hand this

involves the implementation of effective human-resource -iontrol systems: the

offering of competitive salaries, career prospects, performance appraisal and

rewards. On the other hand, the internal devlopment of staff is another important

"path of response" (Harding, D., 1994, p.31). Developing committed people

creates "tremendous responsibility for the institution" (Drucker, 1990, p 150), and

yet the effective non-profit manager must try and get more out of his/her staff

because it is the "yield from the human resource (that) really determines the

organisation's performance" (Drucker, 1990, p.l45).

Drucker believes that an organisation has to develop its people. It "either helps

them grow or it stunts them'{Drucker, 1990, p147). He believes that an

organisation has to develop the strengths of its staff as well as take a long-term

view of staff development that is both for a career and for life. This view is

supported by O'Brian who says that a "manager's fundamental task ...is providing

the enabling conditions for people to lead the most enriching lives they can"

(Senge, 1990, p.l40). While training may he one W.1Y to develop staff, it is not

enough, faced with the demands that an NGO makes on its staff. Instead, there

" ...needs to be a commitment by the whole organisation to sustained learning,

through work and in work (my italics). Formal training has an important role

here but needs to have continuing daily support and opportunities to build on

it"(Harding, D., 1994, p.31).
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Senge believes that the right kind of learning is about more than just collecting

information, but is about "expanding the ability to produce the results we truly

want in life ...it is lifelong generative learning". He calls this type of growth and

teaming "personal mastery" (Senge, 1990, p 141). People with personal mastery

have a sense of purpose which lies behind their goals. In addition they are able to

juxtapose what they want (their vision) with their current reality (what they have).

ntis enables them to "perceive and work with forces of cha IJ rather than resist

these forces", People with personal mastery are important to the organisation

because "they are more committed. They take more initiative. They have a

broader and deeper sense ofresponsibility ...they learn faster" (Senge, 1990,

p.143). IfNGOs are going to attract, develop and keep the right kind of people,

then they will have to commit themselves to the fostering of a learning

organisation that will encourage personal growth among their employees. This is

important because the totai development of people is essential to achieve

excellence (O'Brian, in Senge, 1990, p.143), and will ultimately "make the

organisation stronger''(Senge, 1990, p.143),

2.5 Marketing. an integral component of success
Me Laughlin (1986, p.183) defines marketing as involving the "planned approach

to exchange relationships with constituencies. It should not be confused with just

selling. The organisation first identifies its key external relationships and then

plans an efficient and effective response to each of these relationships." Because

the non-profit organisation is delivering a service that attempts to transform the

user into a doer, it attempts to become a "part of the recipient rather than merely a

supplier. Until this has happened, the non-profit institution has had 110 results, it

has only good intentions" (Drucker, 1990, p. 53). Because of this interaction

between the service provider and the client in the exchange of the goods, the

marketing of the organisation cannot be separated from the total management of

the organisation. Marketing is therefore built into everything the organisation

does - it is built into the "design of the service" (Drucker, 1990, p. 54).
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Because the interaction between the service provider and the client is so

important to the perception of the service itself, marketing for the non-profit

organisation is linked directly to its human resource capability (Me Laughlin,

1986, p. 184). To ensure the quality of the interactions, it is vital that the non-

profit organisation attracts, trains and develops a high-quality cadre of staff who

are able to promote and sell the service to the client both directly and indirectly.

The second important aspect of marketing for non-profits is to develop a "fund

development strategy" (Drucker, 1990, p. 56). Because funds are central to the

sustainability of the organisation, this strategy is vital. Fund developing (as

opposed to fund raising) means creating a supportive constituency because the

organisation deserves it. Itmeans developing a membership that participates in

the organisation through its donations. It means appealing to both the hearts and

the heads offunders (Drucker, 1990, p. 58). The board of the non-profit

organisation is an integral part of this process, and a board that is merely "in

sympathy" with the organisation is no longer enough. Instead, board members

should take an active lead in funding (Drucker 1990, p. 57). Along with all their

other responsibilities in the organisation, this is a tall order for most board

members, who tend to serve the organisation with no financial compensation and

in addition to their own activities.

Developing funds through marketing means first of all that the organisation needs

to develop the right marketing strategy. This entails market research to segment

the market, to target the groups it wishes to serve, to position itself; and then to

create a sen/ice which meets market needs. Developing a marketing strategy

means considering the market as a whole: donors and clients alike. It also entails

educating and informing the market about the services it provides, it means

realising that donors and clients do not automatically understand what the

organisation is trying to do (Drucker, 1990, p. 58).
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Because of increased competition for revenues and for clients, the organisation

which markets itself well is more likely to succeed. In addition, the rising

expectations among consumers of the service means that it is important for non-

profits to improve the dialogue between the client and the service provider in

order that the relationship between the two can be better managed and evaluated

(Mc Laughlin, 1986, p. 184).

2.6 Planning, strategy and strategic planning in non-
governmental organisations
While the R.D.P. has recognised that NOOs can play an important capacity-

building at d transformation role with regard to the South African development

process; it has also pointed out in order to do this, NOOs will have to develop

transparent processes and operate with accountability to the communities that

they serve (19Q4, 5.2.8, pg 121). Having not always met these requirements in

the past, Jl-hi()s must develop plans and strategies that enable them to define their

position in the changing environment, and at the same time look for ways in

which they can develop transparent and streamlined organisational processes that

will assist them with innovative and creative service delivery. Naidoo, in his

address to the NOD Summit (August 1994) suggested that strategic planning

might be a way in which NOOs can prepare themselves tor the future (Naidoo,

1994, p.l). In addition, certain donors make strategic planning one of the

conditions attached to funding, as they believe that strategic planning assists the

NOO not only in planning for the future, but in making it happen (Lee, 1992,

p.25).

In terms of the discussion above, it is clear that the plans and strategies of South

African NOOs will need to be based on what has worked in the past: the delivery

of a responsive service developed through the old-style participative/grassroots

processes, balanced with new-style development delivery that is concerned with

efficiency and effectiveness (Harding, T., 1994, p.3). While these approaches
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may be the key to ensuring that NOOs are able to play by the rules ofthe new

development game, it is the way that the approaches are planned and actioned

which will really determine how well they are able to adapt and integrate

themselves into the development process.

If organisations are to plan and strategise successfully, then. they need to be

aware of what planning is, what it incorporates, how it is linked to strategy and

strategic planning, who should be planning, and the best planning approach for

their organisation to take.

2.7 What is planning?
Planning encompasses a range of different aspects, and definitions range from

broad concepts to more bounded definitions. In broad terms, planning

encompasses the future and future thinking. It comprises decision-making and

the determination of different courses of action in order to accomplish purposes.

A more bounded definition would be that planning is a set of interdependent

decisions, or integrated decision making (Mintzberg, 1994, pp. 5-12). Having

recognised these different conceptions of planning, Mintzberg goes on to say that

the key to understanding planning is the extent to which it is formalised.

"Planning is a formalised procedure to produce an articulated result, in the form

of an integrated system of decisions'{Mintzberg, 1994, p 12). Formalisation in

these terms means the decomposition, articulation and rationalisation of the

process by which decisions are made and integrated into the organisation.

Planning therefore becomes a rational and logical process, a way of defining

objectives and how these will be achieved (Denning, 1973, in Mintzberg, 1994,

p.l3). I.R.E.D. (p.8) supports this formality, seeing planning as the "process of

forming a detailed scheme or method for attaining an objective ...the components

are having an objective, .:.!efinitl.gactivities, selecting methods of development

and implementation, and an inter-relation between the Ideas and making those

ideas function." Much of planning then. involves achieving ends, making ideas



work and meeting objectives. Planning IS therefore action-oriented and involves

making ideas and approaches operational,

2.8 Who plans?
In many organisations both planning and strategising are assumed to be the

responsibility of the director or chief executive. In most organisations. formal

planning is removed from the operations staff and becomes the job of managers

without line (operating) responsibilities. The idea is that they have the time to

"worry about the future of the organisation that employs them" (Mintzberg, 1994,

p.32). The I.R.E.D. (p.10) becomes more action-focused, saying that for "optimal

efficiency, planning should be performed by a multi-disciplinary group consisting

of the director. staff members, experts in the field and members of the

organisation." An even more operational view comes from Pennington who calls

for organisations to "involve the doers in planning ...involve the top management

at key points only" (Pennington, 1972, p.3 in Mintzberg, 1994, p 31).

NODs tend to be different from corporate institutionss in that they are likely to

have flatter structures, a democratic and participative ethos and a small staff who

carry out many different tasks and activities. With the need to become more

product oriented and transformational, it is likely to be very shortsighted to leave

all planning and strategy making to the director and/or top management. If

planning is to be the way that new approaches are actioned, then the involvement

of the "doers" as suggested by Pennington above, may well he vital.

Another advantage to involving all or as many of the staff as possible in the

planning process is that it will allow different kind" of planners to make their

inputs. Mintzberg suggests that "right handed planners" are useful to formalise

and analyse the "intuition" that emerges in the planning process. While these

planners are necessary, a second type of planner, the "left handed planner", who

is a more creative and divergent thinker is important for finding strategies "in
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strange places" and "scrutinising" them rather than merely formalising them

(Mintzberg, 1994, pp. 393-394). This type of planner is more inclined to intuitive

processes and may stimulate offbeat approaches to issues. In the changing

environment, NGOs will need both the creative strategists and the formal

operationalists in order to innovate and to find ways of analysing and

implementing plans. Given the creative and dynamic people who are often

involved in NOO work, it is unlikely that there will be a shortage ofleft handed

planners. Involving all staff in planning may well be a way in which NOOs can

ensure that plans are creative and flexible, yet find the balance between

innovation and implementation.

2.9 What is strategy?
Planning in organisations is often linked to strategy and strategy-making, and

while the two may be closely related, they can also be seen as two separate

entities. The I.R.E.D. take a very simplistic view of strategy, seeing it as a

response, a way of solving problems and achieving goals (I.R.E.D., p.8). Me

Laughlin also believes that strategy is a reaction ~the organisation's reaction to

the question of what business they are in and what business they should be in (Me

Laughlin, 1986, p.161). Drucker believes that strategies are acuo.i- focused, and

something that the organisation works towards. "They convert what you do into

accomplishments ...they convert intentions into action ...they tell you what you

need to have by way of resources and people to get the results" (Drucker. 1990,

p.59).

Mintzberg looks at the different facets of strategy, linking strategy back to

planning. He says that strategy is both a "plan ...a direction or course of action' \

and a "pattern - a consistency of behaviour over timc'{Mintzberg, 1994, p23). He

elaborates on this making the distinction between types of strategy: intended

strategy, realised strategy and emergent strategy, Intended strategy is planned

strategy, while realised strategy is the pattern of behaviour that evolved from the
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intended strategy. There is often a gap between the strategy that was planned and

the strategy that was realised. This is where a realised strategy was not actually
"

intended, but a pattern emerged nonethess. Mintzberg calls this strategy

"emergent strategy". He believes that most strategies are a mixture of intended

and emergent strategy, an atttempt to "control what the organisation does without

stopping its learning process" (Mintzberg, 1994, p.25). The idea of emergent

strategy is an important one for NGOs, as it enables "nern to plan within the

context of a changing environment while allowing them the flexibility to react to

unexpected events. In addition, by allowing the space for strategy to emerge, the

organisation is recognising that strategy-making is cui ongoing process by which

the organisation can learn,

Given the links between strategy and plannn-r ;11e u, what exactly is strategic

planning, and what is its role for the non-profit Of Janis ation?

c 2.10 What is strategic planning?
Mintzberg recognises that most planning literature sees effective strategy-making

a "deliberate process, to the virtual exclusion of emergent elements'TMmtzberg,

1994, p.25). With this in mind, he gives a definition of strategic planning.

Strategic planning is a (formal) set of systems for planning and control. These

systems create a shared pattern of thoughts which focus on the pattern rather than

on the content, and they generalise knowledge and insights that are then codified

so that they can be changed and refined. In this way strategic planning frees

managers th. -perations to consider strategy and policy. By doing this it

separates strategy formation from its implementation and strategic planning

becomes not only a planning exercise, but a planning exercise with a view to

making strategy (Mintzberg, 1994, pp.21 and 25). Bryson gives a somewhat less

formal view saying that strategic planning is a set of systems, a "set of concepts.

procedures and tools" to be used by organisations(Bryson, 1988, p. 9). Seen this

way. strategic planning identifies and resolves issues, it emphasises the external

and internal environment of the organisation and calls forth an idealised vision
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which often represents a shift in direction. Unlike Mintzberg, Bryson believes

that strategic plans arc action focused and usually consider a range of possible

futures and the implications of present decisions and actions in l'e2, . ...d to that

range (Bryson, 1988, p9) Mc Laughlin (1986. p.160) pulls these views together,

defining strategic planning as a less rigid process which is "continuous and

changing, one that produces goals and objecti ves based on a thorough aoal, ~isof

the organisation and its environment, develops the organisational structure tina

the will to acquire and manage the necessary resources, provides the necessary

control systems to monitor and feed back the performance results. and leads to «

re: ewal of that cycle on an ongoing basis. This process has to devleop and

maintain a strategy consistent with the objectives, values, and participation needs

of ...staff. resource providers, and those being served. It must be consistent with

resources available. with environmental conditions ...and professional values •

...above all it must be doable"

Strategic planning then, can be a tool to help make plans work, If allowed to be,

it can be rigid and inflexible. On the other hand it can be a continuous and

dynamic process which focuses upon the actions of the organisation. Strategic

planning is usually the way in which organisational strategy is formulated ant! is

often associated with organisational change.

2.11 Strategic planning in NGOs
Bryson's thinking around strategic planning is congruent with the idea of the

development game. He describes it as a game in which the player "eeps close to

the action by thinking and acting strategically at every moment These moves are

informed by a simple game plan - the strategic plan - that has been worked out in

advance. (Bryson, 1988,pg 47)

Many NGOs are unaware that their long-term planning is not strategic planning,

and the two are often used synonomously (Bryson, 1988, p.7). Whiu. hotl. types
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of planning focus on the organisation and what it should to tr- improve its

performance in the future, strategic planning relies more on identifying and

resolving issues, while long kim planning focuses more on specifying goals and

objectives and translating them into current budgets and work programmes. /\

strategic approach to planning is generally most useful where the environment ;"',

politicised and highly charged (Bryson, 1988, p7), which makes it particularly

relevant in the current environment.

Strategic planning originated in the business sector, and while the non-profit

organisation call make use of certain elements that were developed, it must be

understood that the corporate focus is on the organisation, and not on the

community or the function of the organisation; as it is in the non-profit sector,

This means that the structures and frameworks should be applied only where they

can be useful, and changed and develope': where necessary (Bryson, 1988, p.23).

Goodstein, Nolan and Pfeiffer (1992, p.l) suggest that to be successful, a

strategic plan should "provide the criteria for making day-to-day decisions and.

should provide a template against which all such decisions can be evaluated",

This makes the strategic plan a guide, a set of concepts that h('lp leaders to make

important decisions and take important actions. It is not an end in itself (Bryson,

1988. p. 46). Lee (1992, p.27) describes strategic planning simply a'"

.....organised common sense that is written down. You write it down so that you

can refer to it and see that you are making progress." Furthermore, strategic

planning can only be a worthwhile process, if it gets the organisation thinking and

acting strategically. To this end strategic planning provides a direction for the

organisation, and the energy to begin moving in that direction. The actual model

or approach taken is thus not the most important factor, but the actions and the

outcomes that result are the crucial test (Bryson, 1988, p.46).

2.1.2 The structure of a strategic plan
A strategic plan usually inciudes the following components:
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1. Subkcts to ne included in the plans. These can be broken down into financial

planning (budgeting), human resource planning and activity planning (which

would include short-term op-rations, marketing the organisation and donor

planning),

"" Purposes for the planning - ultimately the reason why the institution exists.

3. Tlreetrames - a realistic assessment of how long it win take to realise the

short, medium and long-term plans of'the organisation.

Goals - the strategic pJ~ll will involve a number of related actions. It is

important that these actions be prioritised and ordered so that it is clear how

the short-term goals and the long term goals affect and integrate with each

other (l.R.E T). p.ll ).

While approaches to strategic planning may differ, there are usually three steps in

the process:

.! setting the stage for planning: this involves helping participants understand

the planning process. It could include phases such as getting initial agreement

for planning, identifying and analysing stakeholders. clarifying

organisational mandates and formulating the organisation's mission in terms

of the organisation's values.

• setting strategic directions: this includes scanning the external environment

to identify the political, economic, social and technological forces and trends,

and the competitive and collaborative forces facing the organisation. These

are then seen in terms of threats and opportunities for the organisation.

Scanning the internal environment would identify the organisation's

resources, its strategies and its performance in terms of its strengths and its

weaknesses. Ultimately these forces and trends inform issues that are central

to the organisation's functioning. It is from these strategic issues that

strategies - or ways to solve problems and achieve gcal; ~are identified.

" implementation of strategic plans: in this final stage, action plans and

contingency plans are integrated, practical alternatives are planned, major

proposals arc put forward and work programmes are formulated. It is .. :...,"I for
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the organisation that the implementation of plans is relevant to all members of

the organisation, as this will ensure that staff have both the skills and the

commitment to put plans into action.

(Goodstein, Nolan and Pfeiffer, 1992, p. 13)

2.13 The benefits and concern .. of strategic planning
Many organisations find that strategic planning is not without its problems.

Firstly, the process involves a considerable expenditure in terms of time and

energy. If strategic planning is to be effective, then the organisation has to be

ready for it (Goodstein, Nolan and Pfeiffer, 1992, p.18). This readbess needs to

be assessed in terms ofa variety of factors: the organisation's viability, the

vitality of its products and services, its culture and values and how thinly its

human and other resources are spread. Bryson {1988, p.12) says that "strategic

planning may not be the best first step for an organisation whose roof has

fallen ...ifthe organisation lacks the skins, resources, or commitment of key

decision makers to produce a good plan, strategic planning will be a waste of

time." Echoing Bryson, Goodstein, Nolan and Pfeiffer believe that probably the

Binglemost important readiness factor is the director/leader's interest in and

commitment to the strategic planning process, and his/her ability to sell it to the

strategic planning team and other members of the organisation. Under these

circumstances, strategic planning should probably he a limited effort to develop

the necessary skills, resources and commitments (Bryson, 1988,p. 12). In

adddition, Me Laughlin (1986, pl(6) suggests that for very small organisations.

a highly developed planning process may not be appropriate. Instead a

"conference table approach" may be used, together with a problem solving

approach to strategy making.

nne of the major benefits of the strategic planning process is that it can

enable the organisation to achieve what it set out to do. therefore enabling it to

perform better. It is a way of helping organisations and ommunities to deal with
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changing circumstances as it can help them to formulate and resolve the most

important issues they face. At the same time it helps them to build upon and use

their strengths and take advantage of any opportunities that are facing them, while

they overcome or minimise weaknesses (Bryson. 1988, p.21). Although strategic

planning can bring about some of these benefits, there are no guarantees that it

will, Strategic planning is a set of tools and concepts, and these should be

applied with caution as they may not always be the most appropriate mechanisms

for bringing aboi» orgaoisatio».' effectiveness (Bryson, 1988, p.l3).

By planning strategically, NGOs should be more able to decide exactly the

skills and resources they will need to succeed in the changing environment. It

should also help to build capacity in the organisation for strategising, developing

leadership capacity, management capacity and other skills that will help to sustain

the organisation in the long term (Lee, 1992, p.31). In addition, funders generally

prefer to support organisations that have a strategic plan. A strategic plan shows

that the institution is organised, has concrete objectives and has thought about

how to meet those objectives, It also allows the organisation and the funder to

assess the degree to which goals have been achieved (Lee, 1992, p.2S).

One of the concerns about strategic planning is that the development of a fixed

plan might prevent the organisation from being flexible. Furthermore, the

creation of unrealistic expectations in the organisation might invite failure. In

reality, the plan deve oped should be firm, but 11\1t rigid. It should also allow for

possible crises, unpredictable events and contingencies. Strategic plans should be

reviewed on a regular basis, and changed (where necessary) to ensure that they

arc still relevant (Lee, 1992. p.33). Because the strategic planning process

includes an assessment of organisational strengths and weaknesses. it should

enable the organisation to assess itself. An awareness of these strengths and

weaknesses should also allow the organisation to plan realistically - either to

better utilise existing skills or to develop (or import) the capacity necessary to

achieve its goals.
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Strategic planning is meant to be an ongoing process. In most organisations it

should involve an annual planning cycle in which decision makers re-examine

both tL envisioned state, and the current state of the organisation (Goodstein,

Nolan and Pfeiffer, 1992, p.57). This ensures that the strategic process continues

to be the source of direction for the organisation.

While certain strategic planning methods appear to be linear processes, this is not

true for all techniques. Because ofthe varied activities undertaken by NGOs, and

because of particularly turbulent internal and external environments, a more

effective approach would be circular and iterative ill nature. This approach

should allow the institution to remain flexible and responsive, at the same time

providing the goals and vision necessary for long-term success. This does not

mean that a specific planning structure has to be followed (though it may be

useful as a guide) but it does mean that throughout the process constant

reassessment, realignment and evaluation are fed back so that organisations can

make plans that can realistically be achieved.

2.14 A new approach to plsnning and strategy making
While the concerns about strategic planning that were outlined above are fairly

general, Mintzberg, in his hook "The Rise and Fall of Ssrategic Planning" (1994j,

makes some very specific criticisms of planning in general and strategy-making

in particular. This appraisal is important because it raises issues that are

particularly relevant for NGOs and the way they plan.

Mintzberg believes that pianning is generally a rigid process, and as such is one

which may undermine creativity, strategic thinking and new ideas. Planning

itself may therefore generate resistence to strategic change. The formal nature of

planning may also limit the extent to which plans are properly integrated into the

organisation and its activities (Mintzberg, 1994, p. 158). As a result, other ways
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of formulating and implementing strategy may be superior to conventional

strategic planning (Mintzberg, 1994, p.160). A further problem with formal

planning is that itmay discourage commitment, Planning tends to detach staff

with its so-called "objective calculations" whereas commitment tends to flourish

when staff feel free to participate in, and own a programme (Mintzberg, 1994.

p.176).

Mintzberg believes that planning works best when the broad outlines of a strategy

are already in place, and not when strategic changes are required from the

planning process, He believes that planning. a visionary approach, and a

learning approach are all necessry for strategy formulation. While vision sets the

broad outline of a strategy, it leaves the specific details to be worked out. While

the broad perspective may be deliberate, specific positions are allowed to emerge

so that when the unexpected happens, the organisation learns (Mintzberg, 1994,

p.2IO). Too Much emphasis on planning drives away the vision and the learning.

Because strategic planning identifies only certain people as strategists. it forces a

separation between the planners and the implementors in the organisation. This

may result in resistence from the implementors who know the limits of the

strategy that is being imposed on them. In reality it often happens that the limits

of intended strategy are only discovered when actions are taken (Mintzberg,

1994, po282). Formal planning therefore allows little recognition of input from

staff at lower levels who might suggest a " ...strategic thrust, improve a strategy or

change it fundamentally" (Mintzberg, 1994, p.286). Strategic initiatives may

originate anywhere in the organisation, though they tend to do so at lower levels

where the detailed knowledge of products and markets resides. Mintzberg

believes that strategies take rom in all kinds of places: "virtually anywhere that

people have the capacity to learn and the resources to support that capacity"

(Mintzberg, 1994, p.288).



The need for strategies to emerge, together with the relationship between vision

and learning that was described above, emphasises the importance of building a

"learning organisation" (Senge, 1990). At all levels of the organisation staff with

"personal mastery" (Senge, 1990, p 141) are necessary so that their vision and

insights can inform and formulate strategy and actions. Emergent strategies tend

to pervade an organisation particularly in times of change, and managing the

process successfully means recogr ' ~, -merging strau..egies and intervening

where appropriate. This means- eating a ciimate ill which a wide variety of

strategies can grow. This can be done by establishing flexib ~ structures,

developing appropriate processes, encouraging supporting cut" 'res and defining

"umbrella strategies" to guide the emergent ideas (Mintzberg, 1994, p.289).

These ideas mean that strategy formulation may precede its implementation

through the planning process) which is contrary to the more usual strategic

planning methods. Even when formulation does precede implementation, the

implementation of strategy has to evolve, as prior thought and planning can never

really specify what subsequent action will be (Mintzberg, 1994, p.289).

In times of difficult change when new strategies have to be worked out through a

learning process, Mintzberg (1994) believes that strategy making has to be tilted

more towards the emergent side, The ;':hotomy between the formulation and the

implementation of strategy has to collapse, either the formulators have to

implement in a more centralised and formal way, or the implementors have to

formulate in a more decentralised, grassroots manner. Whatever way it is done,

thinking has to become directly reconnected to b...;ting.This is because the whole

nature of strategymaking compels managers to favour intuition as it is "dynamic,

irregular, discontinuous, calling for groping, interactive processes with an

emphasis on learning and synthesis". Strategies that are "novel and compelling",

tend to be the product of creative brains which can synthesise a vision. The key to

strategy-making would therefore seem to be integration and holistic images rather

than decomposition and linear words (Mintzberg, 1994. p. 319).
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Organisations should therefore engage in formal planning not to create strategies;

hut to programme the strategies that they already have and to formally elaborate

and operationalise their consequences. Strategy therefore becomes not the

consequence of planning, but its starting point. In this way planning helps to

translate intended strategies into realised ones by taking the first step leading to

effective implementation. In the "complex, decentralised learning organisation",

strategy must be allowed to "bubble up" from below, as it is here that patterns

that may prove to be strategic tend to "form and reform continuously in all kinds

ofx.ways" (Mintzberg, 1994, p.364).

A crucial aspect of the strategy process then, is to find emerging patterns which

can then be scrutinised for the benefit of the organisation at large. In that way,

appropriate emergent strategies can be "rendered deliberate, and obscure ones

pervasive, or, at the very least, the inconsistencies that tend to arise in emergent

strategies can be cleared up'{Sarrazin, 1975, p.137; in Mintzberg, 1994, p.364)

2.15 Conclusion

Because conditions in NGOs can be so complex and can change so rapidly, it is

likely that planning will have to be done on a regular basis. While this planning

may be formalised, it can be used as a way to involve a wide variety of staff in

organise. ulial decision-making. As a dynamic and iterative process, planning is

likely to disperse authority and may therefore become one of the ways in which

the organisation communicates. This type of planning may well become

conflictual, but if it is allowed to become a means to organisational learning, then

it is likelv to enable the emergence of new strategies and become the way in

which emergent strategies become operational.

In NGOs, strategy is likely to be a "most complex and non-traditional process"

(Mintzberg, 1994, p. 409). Under these circumstances the "left-handed" or

39



unconventional planners have an important role to play both as catalysts, and in
l

the role of finding the strategies as they emerge. Strategies should therefore be

programmed - "translated into action patterns for implementation" (Ansoff, 1967,

in Mintzberg, 1994, p.334) - in a fairly loose form so that "broad targets and a set

of milestones" (Mintzberg, 1994, pA09) are outlined, leaving lots of flexibility to

adapt to the discoveries and dead ends of a "largely uncharted route". In this

way. plans look "more like general performance controls than specific action

programs, or perhaps more fairly, something in between" (Mintzberg, 1994,

pA09)

IfNt10s are going to remain important players in the development game, then

they will have to learn how to think; plan and act strategically in terms of the new

transformational development thinking, and in tenus of their year to year, month

to month nnd day to day issues management. Mintzberg's approach to planning

allows for the emergence of these strategies in a participatory and a democratic

way. Planning therefore becomes a creative learning process which allows the

organisation the flexibility to respond to needs and issues as they arise, while

looking towards the future and the uncertainty that it is sure to bring.
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CHAPTER THREE

3. RESEARCH QUESTIONS AND ME 1HODOLOGY

3.1 Research Questions
Planning can be seen as a set of integrated and interrelated decisions. It

encompasses the future and thinking around that future, and it determines the

different courses of action that are chosen to accomplish specified purposes,

Planning is therefore an activity that is fundamental to the performance of

organisations, and is central to all organisational activity.

Non-governmental organisations are currently operating in an uncertain and

rapidly changing economic and socio-political environment.. Their ability to

adapt to the needs of this new environment and therefore their long term

sustainability, may well be determined by the extent to which they can plan

successfully to make the necessary changes.

In the context of the above, this research project sets out to investigate the ways

that three different educational non-governmental organisations are plannning (or

are not planning) to adapt to the new development climate. It looks at planning

across a wide range of organisational activities and tries to build a holistic picture

of planning processes. It therefore sets out to answer the following questions:

Research question one

What are the ways in which educational NOOs plan? Do they plan formally in a

regular and systematic. fashion, both for the long-term and for the short-term, or

do they plan only when they need to. mostly on all ad-hoc basis'? Is there an

interrelationship between long-term and short-term planning, and arc plans for the

different organisational activities integrated?
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Research question two

What is the relationship between plans and the outcomes of those plans? Are

plans realistic, action-focused and implementable?

Research question three

Who plans? Is planning a management activity that is focused on long term and

strategic thinking while administrative and operations staff make short-term and

ac: on plans, or are all staff involved in the entire planning process? Does the

planning process disperse authority, empower staff and build long term capacity

in the organisation, or does it centralise authority 311d disempower employees?

Research question four

Are NGOs thinking and planning strategically for change? What is the

relationship between strategy and planning in NOOs? Are planning processes

appropriate for organisational needs in the changing environment or could more

useful and appropriate processes be developed?

3.2 Research Methodology

3.2.1 The case study method

'Ole case study design used in this report was central to the research, as it

provided the logic that linked the data collected in the interview process to the

initial study questlons, and ultimately to the conclusions that were drawn., In

this way the research design became the "action plan" (Yin, 1984, p28) for the

investigation, and the way in which it proceded from the initial research questions

to the conclusions of the study.

The case study research design made use of multiple cases to explore the ways

that educational non-governmental organisations planned in the context of a
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shifting acd dynamic environment. The design therefore informed and

determined the way that data was collected as well as the instruments that were

used to obtain the data. The methodology was believed to be appropriate for the

research for a number of reasons, and as such should be motivated.

Educational NGOs are complex and dynamic organisations. In the context of a

changing socio-poudcal and economic environment, their planning interventions

were believed to be influenced by many variables. Itwas therefore unlikely that

the research would yield a single set of outcomes. Given that a case study is

" ...an empirical enquiry that investigates a contemporary phenomenon within its

real life context when the boundaries between the phenomenon and the context

are not clearly evident..!'(yin, 1984, p.23), it was felt that the case study

methodology was an effective tool with whicn to study both the context and the

<i:. .nplexities of the three organisations.

There were a number of advantages in using the case study methodology to

research the planning approaches of educational NOOs. Firstly it allowed the

research data to be presented in an accessible form so that other NOOs could have

easy access to it. It also allowed data from a variety of sources to be used: semi-

structured interviews, documentation, informal discussion with staff members.

The fact that the case study design was flexible and dynamic allowed the

boundaries to change as the researcher got to know the cases better, and realised

that the original definitions and objectives were not as relevant to the study as the

new information was. It also meant that the case studies were informed by what

the researc' ;r wanted to know as well as by any unexpected information that

turned out to be relevant.

The case study research design is particularly appropriate when a research topic M

such as that of educational non-governmental organisations - is deeply

contextualised and is therefore not amenable to t1eeting observations. This

context is likely to bring up variables of interest that will outnumber the data
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points to be analysed. Case studies therefore call for intensive !:lmmmts of data

about the unit (or units) of analysis. They are particularly U!;.. when ~hereis

little knowledge about a problem or an issue, as they m~yprovide new insights

into as yet undocumented management (or other) processes that take place in

complex organisations. These insights may then be used to build new theories

around th~ problem.

As qualitative research, the case study method aimed to find out what was

important to the individuals in the organisations, and their interpretation of the

environments in which they worked. It tried to elicit how the respondents

thought and L.1.tabout the planning processes of the three organ' rions, which

meant minimis .g the degree to which they were constrained, leading to the use

of the semi-struc: .ired interview as a research tool. The interview schedules used

were therefor derived from the relevant literature and structured to produce an

open and flexible set of themes and questions that allowed the researcher to

depart from the questions when interesting issues emerged.

The multiple-case study design was chosen for because it was believed that the

evidence from multiple cases would be "more compelling" and the overall study

" ...would therefore be more robust" (Yin, 1984, p. 46). Secondly, the research

wanted to explore the differences between planning interventions in relation to

size, organisational development and sustainability. This meant the collection of

extensive data from a number of organisations.

Case studies, both single and multiple, can be either holistic or embedded. In a

holistic case study, the investigator chooses to examine the "global nature" ofthe

case (Yin, 1989, p. 44), 01 else the case may not exhibit any "logical subunits"

(Yin, 1984, pA4). In an embedded case study, either a subunit or a number of

subunits are eonsidered. This allows the investigator t, examine the different

units of analysis in operational detail, and therefore provides a rich and diverse

range of data. Four different research designs arc therefore possible: multiple-
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holistic, multiple-embedded, single-holistic and single-embedded, Because this

study wished to investigate how NGOs planned across the different activity areas,

it chose to make use of a multiple-case, holistic design.

Central to the research design was the careful selection of the cases : ) be studied.

It used what Yin terms a "replication logic" to do this, considering the "multiple

cases as one would consider multiple experiments" (Yin, 1:184,pp. 4S~52), This

logic meant that each C1.Se had to demonstrate - before its final selection

"...exemplary outcomes ...strong, positiv l' examples of the phenomenon of

interest" (Yin, 1993, p. 12). Thus the three cases were selected so that they

anticipated different results, but for expected reasons. (Size, organismional

development, degree of sustainability)

Rather than generalising the results of the case studies 10 a universe or a

population, the outcomes were related to the theoretical base that wac described

in the literature review. The theory uierefore served as a vehicle for generalising

the results of the case studies and expanded an understanding of this theory in

situations where context was important and where events could not be

manipulated, Once the results had been generalised, they were used to inform a

;, ri approach to planning for educational NGOs which would help them to

piepare more successfully for an uncertain future.

3.2.2 The Research Population

The objectives of the research limited the research population to educational non-

govem=ental organisations which were taken to be independent, non-profit

organisations {either Trusts or Section 21 companies) involved with the non-

formal support of'the formal education system. In this context they were

therefore organisations that worked either with teachers or students (or both)

within the formal education/school system.
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Because the study was limited by time, access and funding, the three

organisations were situated in the Johannesburg area. While Organisation A had

a national focus, its head office was in Braamfontein. Organisation B had a

regional focus and was also based in Braamfontein. Organisation C had a local

focus and was located i-i a rural area north of Johannesburg.

3.2.3 Basis for selection
Within the framework described above, the three cases were selected according to

where their position on a theoretical continuum of categories. Their position on

this continuum was determined by their size, their organisational development

and the degree to which they were at risk either of losing their funding, or of not

being able to raise the funds to sustain themselves,

In terms of the replication logic described above, cases had to be selected so that

they replicated either the same or different conditions" lkcause the study was

interested in the d{(terences in NGG planning, the cases were selected according

to their differences. Since planning varies according to the circumstances in

which it takes place, it was important to identify organisations that differed from

one another substantially cnougl ensure differences in their planning

processes. While there arc a number of factors that might determine NOO

functions, both funding, size and structure were believed to be fundarnental

enough to impact on organisational. activity. Differences in these variables would

therefore be likely to effect differences in planning.

3.~.4 Meam of classification
Just us NGOs differ in their activities, so they vary greatly in size ':ill.J structure.

This diversity made it difficult to categorise the organisations L'}>UI:U" and thl~

three organisations did not tit exactly ont« the continuum that was used to

classify them. .his continuum had tWD axes, and the three v;:'(t1U,>atlOns were

placed at the top. the middle or the bottom of each -;,l '(1,lt they corresponded



roughly to the positions high, medium or low according to the characteristics that

were used to define them.

The first axis
This axis showed the different stages of organisational development.

Organisational development being based upon the following criteria:

1. Size of the organisation.

Non-governmental organisations tend to be small. For this reason a large

organisation was taken to be greater than twenty people. A medium-sized

organisation wac;classified as having around ten staff members, while a small

organisation was classed as having five or fewer full-time staff members.

2. Internal organisation

This was based on the premise that the size of the organisation would correspond

roughly to its internal organisational structure. By internal organisation was

meant the way that the organisation was formally divided into management,

administrative. operational and advisory structures and functions. Itwas also

believed that internal structure would con-elate approximately to the national,

regional or local focus of the organisarion's activities. This was based on the

premise that nationally based organisations would be more highly structured than

Regionally based organisations and that these in turn would be more structured

than 10caJIy based organisations.

:r:M.~Ul!iaxL'i
This was based upon the risk factors of the NOO. These risk factors were

determined by its funding base - ie. whether it had a broad base of local and

bilateral donors (10\\," risk), whether it was reliant upon a number of local donors

(nll'l!i'im risk), or whether it was dependent on one or two donors only (high

risk).

This risk classification was based en the premise that NOOs which are reliant on

only one If two funding sources, or that arc at direct risk '11' losing their funding,

arc at a higher 01having to close than those which have a broader donor base.

47



The three organisations selected were placed on the continuum and classified in

the following way:

• high development - low risk (Organisation A)

• medium development ~medium risk (Organisation B)

• low development - high risk (Organisation C)

Based on the continuum above, the research was established upon the premise

that high risk non-governmental organisations would plan more carefully, while

more developed NOOs would plan in more sophisticated ways.

Once the categories of the continuum had been determined, suitable organisations

were identified by a process of elimination which began by targeting potential

organisations using a directory of educational non-government organisations.

The list was then refined by talking to people with a good knowledge of

educational NGOs, and who were able to suggest organisations that might fit into

the continuum. Once two or three organisations in each category had been

identified, they were approached in order to find out more about them and to find

out whether they would be willing to participate in the research. The three

organisations that were finally selected fitted into the continuum and showed an

interest in and a Willingness to participate in the research.

3.2.5 The Three Organisations
Organisarion A:

Organisation A was selected as a high-development, low-risk organisation, It is a

large organisation that works nationally with a staff of approximately fifty

people. Internally it is fairly developed, being formally divide-s into units of

central management, administration, regional management and field workers
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/implementors) The organisation is involved with the ill-service education and

training of science, teachers in the primary school. It has a number of long-term

local funders and a bilateral funder, it therefore has a fairly stable funding base.

Organisation B

Organisation 13was selected as a medium-development, medium-risk

organisation. With a full time staff often, it works on a regional level in the

Witwatersrand. It works from a central office and staff are divided simply into the

administrative unit, the resource centre staff and the operations/working group.

Its funding base is local, and is relatively secure for about another year, but is

uncertain thereafter.

Organisation C

Organisation C was selected as a lew-development, high-risk organisation,

While it did not fit onto the continuum exactly in terms of staff size (it has ten

part-time staff members), it only employs one staff member (the principal) on a

full-time basis. it is a locally based organisation that shares premises with its

parent school and is at present totally dependent upon this school for its funding,

It is not clear as to how long this furding will continue.

3.2.6 Methodsof data collection

The case study research design allowed the researcher to use multiple sources (If

evidence, This was seen to be a major strength as it allowed access to 3 broad

range of facts, ideas, attitudes, opinions and observations. These multiple sources

allowed data to be cross referenced and validated, they allowed correlations to be

made and they enabled similarities, differences, patterns, themes, difficulties and

tensions to he observed. noted and explored. This provided a rich and varied data

base which gave a holistic view of the institution by acknowledging the

problems, difficulties. .nitations and influences that impacted upon
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organisational planning. As a result it was able to yield more accurate and

convincing results.

3.2.7 Org?aisation of the data
Non-governmental organisations are involved in a wide variety of activities that

need to be planned. So as to accommodate the scope of activities and allow a

bros. ly-based picture to emerge the data had to be logically organised. This was

done by collecting data under broad categories that corresponded to what were

believed to be the important areas of organisational activity.

• budgeting

• marketing

• donor funding

• human resources

• short-term planning (daily/weekly)

• strategic planning (where applicable)

The data was collected through a series of semi-structured interv' 'IS that were

constructed around the categories. These were conducted with staff members

who had a particular knowledge a"out or interest in the different areas of activity.

They were generally top managers, middle managers or the directors of the

organisations, Following the interviews, documentation that corresponded to the

six different categories was collected/This was used to cross-reference,

supplement and enrich the interview data. While 'the researcher was in the

organisations she also participated in a number of informal discussions with

members of the stan: This allowed for greater insight and a cross-fertilization of

ideas that further informed the data collectionand analysis.

Once the interviews had been conducted and the case-studies had been written up.

the organisations were asked to read the case studies and validate the information

which they contained.

---,.-~--------
<I Refer to the appendix for the list (If documents that were requested from the organisations.
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3.2.8 DocumentationS
The documents collected revealed important supplementary data. Because

documentation was compiled with a ~ariety of objectives (for example to inform

or to raise funds), it helped to point the researcher to issues and sub-issues that

were not always evident, or which were only suggested in the interview process.

Documents were collected under the following six categories:

1. Budgeting

Budgeting documents revealed figures for the past two years (ie, 1993 fflld 1994)

They included annual financial statements, programme and project budgets,

proposed budgets and any sundry documents that might have been relevant.

2. Marketing

Documents for the 1993 - 1994 period were collected. These included: market

research records, brochures. annual reports, marketing plans, and any sundry

documents that might have been relevant.

3. Donor-funding

Although some of the budgeting and marketing documentation o· erlapped with

the donor-funding documentation, general records for the 1993-1994 period were

collected along with donor histories, proposals and any relevant administrative

documentation. Together with sundry documentation these helped to inform the

relationships between past. present and future plans"

4. Human resources

Documentation included job descriptions, human resource projections.

organisational policies concerning evaluation, leave, disciplinary procedures and

other human resource processes.

5. Short-term and strategic planning

~Itshould be noted that much (If the material collected was of a sensitive nature. For this reason
the information was recorded in a general way to protect the identity of those organisations who
wished to remain anonymous.
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Documents covering short-term planning included daily/weekly planning

schedules, memos, agendas and reports as well as relevant sundry documentation.

Documents covering strategic planning/tong term planning

documem.tion of the process, reports. mission-deriving do: :/,:Yicnts and any other

appropriate sundry documents.

3.2.9 Interviews

The semi-structured interview was chosen to be the central source of case study

data. The interview schedule was derived from tho literature and consisted of a

series of checkpoint questions that enabled the investigator to cover all the

important issues while allowing her to deviate from the schedule as interesting

themes emerged,' 'l'Ucstiol1Sarose in the course of the interv iew,

Planning as an activity is central to organisations and affects everyone involved.

This makes it very much a human activity, and one that is prone to subjective

assessment. The data collection instruments were specifically chosen to allow for

the emergence 0.:" important subjective themes and the the semi-structured

interview was chosen because it allowed tor a "two-person conversation initiated

by the interviewer ..." (Cohen &Manion, 1989, pg 30n. Since it allowed for

organisational planning processes ·:0 be reported through the eyes of those

directly involved in the process. tha interviews were able to provide a wide range

of data that included facts, values, prefer ..-nces, opinions, attitudes and ~cliefs.

The interviews were conducted informally in a relaxed manner to a11O\.; the

interviewee greater freedom and flexibility in answering the questions, and to

allow tI:;; ;t')Jen<.:wet to probe further into areas that were not clarified by the

respondent, or which appeared to be important. Open-ended questions served as

basic checkpoints to inform the research questions, and allowed the interviewee

52



to be an informant rather than merely a respondent. The interviews were broadly

structured under each if the six categories that were described above". In each

interview the focus was upon planning for innovation and change. In any ensuing

informal discussion the researcher tried to probe the links that emerged between

the different activity areas.

The strategic planning interview was only conducted in the two larger

organisations as strategic planning was not done in Organisation C, the smallest

organisation. In Organisation B, the interview data was supplemented by an

informa1 discussion with a member of the operations staff who was particularly

interested in the planning process. This adder' insight into the benefits and

problems associated with the strategic planning process and allowed for wider

discussion around a particularly emotive issue.

3.2.10 Dataanalysis
Within the framework of the research questions and the theory base, the research

followed a sequence in which

1. The data was collected from a series of semi-structured interviews and

documents.

2. The documerevion was used to cross-reference and enrich the interview data

3. The data was collated ill the form of three case studies; each structured around

the six different areas of organisational activity

4. The case studies were compared, similarities and differences between the

cases were identified and themes, Issues, concerns and tensions emerged.

5. Inferences were drawn between the cases and conclusions and

recommendations were made.

The objective of this sequence was firstly to look at the 'individual planning

processes of each organisation in terms of history. its background and its

6 See 4.4. Organisation of'data



organisational structures. As the data was put together into the case studies it

became clear that there were a number-of issues and themes that were common

either to all three, or to two out oi'the three institutions. There were also issues
that were repeated throughout the individual cases and which did not emerge in

the other two. In addition, the subjective observations and opinions of the

interview respondents highlighted tensions between the more static organisational

structures (management, board, donors) and the dynamic planning processes in

all three organisations.

These themes and patterns running through and between the organisations

emerged both as contingencies - that is "one thing consistently coexisting with

another" (for example the tensions continuously associated with decentralisation)

and as a "repeated sequence of action"(Stake, 1988, p. 259). (For example the

need to employ a certain NOO-type of person.)

The data analysis made use of the evidence that had emerged from the cases and

the documents. It analysed the data by examining it, organising it, combining the

patterns, categorising the patterns and then recombining the evidence in such a

way that the initial study questions were addressed. Although the case study

methodology allowed very few fixed formulae for analysis, it did allow the

researcher the freedom to use her own style of rigorous thinking so that she was

able to consider the emerging patterns and themes along with any possible

alternatives. Although it was difficult for the researcher to avoid personal bias,

the data was very carefully manipulated to try and avoid this as far as possible.

Because one of the objectives of the study was to determine a relevant model for

change-planning, the analysis of the data was particularly concerned with the

identification of actions that pointed to a flexibility of planning, as well as

planning which showed a particular relevance to the changing internal and

external environments of the organisation in relation to the theory base. Once
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identified. these approaches were used to inform the approach to planning that

was recommended in the conclusions of the report.

3.2.11 Analytic strategy and techniques

Because the three cases yielded an enormously wide range of information, ways

had to be found to analyse the data 'within a framework that was relevant enough

to separate the important information from that which was not so important.

Since the research questions reflected the theory base upon which the research

was grounded, and since the research was trying to identify answers to these

questions, the theory provided the direction and the natural boundaries for the

analysis of the data

Within this framework the themes and patterns were identified on two levels:

• Those themes and patterns that ran through the individual cases, across the six

different areas of organisational activity

• Those themes and patterns that emerged either in all three cases, or in two cf

the three case studies. These themes were usually common in parallel areas

(If organisational activity (for example in the human resource planning of all

three organisations)

Ik'I{)f(~the evidence was analysed, it had to ordered in ways that allowed the

differences, patterns and exceptions to be identified so as to allow the

pictures ki front the case study data. Although there were no fixed

formulae for case study analysis; the researcher used a number of techniques both

to identify the patterns and themes and to link these to one another logically,

Ol1('C this bad been done, explanations were built up around the phenomena that

had emerged, The ordering of data ·.'ia~;done in the following ways:

3. Creating data displays
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Taking each area of organisation a! activity in each case study, the inv ...stigator

identified the methods of planning used by the organisation. Beneath this were

Iisted any themes or tensions that seemed to be important in this sphere. The

planning methods with their sub-themes were then listed in three columns - or

for each organisation. This allowed the themes to be compared and contrasted

between the three organisations as well as between tne six activity areas. Where

similarities or differences emerged, arrows were drawn. The researcher then

made rough notes on the data display giving her ideas as to why these particular

patterns had emerged.

The table below gives an idea of how this was done. it uses the example of

performance appraisal as a part of the larger human resource function. The

arrows show the relationship between the different organisations in their plans to

evaluate staff performance.

rOrganisation A 16~ganis~tion B --IOgan\sation~c 1
IHume.nJie;om !HUIDanJk~~ I HUman RO~= I
~:::~NCE:;~=:~CE-r:~=::~CE~
i--.----,:r:-'r-oc-e-s-s-to-b:-e-st-art-e-tj"::'-i-.--=P~oHcycurrently -~rrentlY"ito -.....

in 1995 being written by performance

director, Currently appraisal veing

no performance I done.

appraisal .,.._._-r"- -I.

r.--R-e-si,.....s-tc-ll-ce-am-o-ng-...-..;-.-R-es....,.is-t-en-c-eamong • difficulties ofP. A.
+---+-----10+

staff. No reason staff ~ seen a') DET recognised by

principalpolicy - threateninggiven.



I~--'--~------~--+---~--~---------4----~~----• Need for neutral I. Neutral evaluators - • No plans to

evaluators Tposslbly the board formalise

and others performance

evaluation

,

organisation.

importance of

evaluation.

importance of

evaluation for staff

and for the

Principal knows

what happens in the
----------.- ..-I---+classsroom

• Some managers

already evaluate

informally

evaluate sw":in the

future.

b. Flow charts

Once the data displays had been made, flow charts were used to trace the

relationships between planning in different areas of the organisation. This was

done individually for each case study.

c. Snowball sampling

This was done by highlighting incidents that looked interesting and searching for

repeated examples of the incident. This helped to confirm the patterns within the

individual cases and across all the cases.

d. Searching for exceptions

Exceptions in the data helped to delineate separate groups and identify patterns

t!:~t.led to alternative conclusions being drawn from the data.

Explanadon Building

Once the data had been organised using the analytic techniques, explanations hurl

to be built around t~lethemes, patterns and relationships that had been identified.

This was done by stipulating a set of causal links around the patterns, and then

trying to find reasons for these links. in part by relating them back to the to the

research questions and the theory base. The final explanation was reached

through a series of iterations that were processed in the following way:
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1. A theoretical statement was made. ego Educational NOOs need a planning

approach that is relevant to their organisational structure and therr resources.

2. The findings of the cases were compared with ttie initial statement. eg, NGOs

tend to use formal strategic planning precesses to create strategy and to plan for

the long term.

3. The statement was revised. ego Educational NOOs need to separate strategy

making from planning so that all staff can IIl.rat.'gisL.. The implementors must be

involved with, planning, which should be action-focused.

4. Other details of the Ii.+~, were compared to the revised statement. ego NGOs

need to make use of, and vatu"; the insights of their many creative and dedicated
',I

staff.

S. The statement was revised again.

3.2.12 Lhnitati~s of the RII.:!;Ieal·~b.
The researcb.into the planning processes of educational NOOs was limited by

time, ace. ' , d funding, among other things. Because the data collection, the

cases, their analysis and the conclusions had to be completed in tour months, the

number of cases researched had to be restricted to three The outcomes and

conclusions of the research must therefore r,_,e viewed within the framework of a

relatively limited scope of enquiry.

Although access was not limited in the sense that the organisations gave freely of

their time, opinions and insights, the time that the researcher spent in the

organisations was limited to a few visits which meant that the opportunity to

observe and to participate in broad discussion and observation was confined.

Because costs were borne by the researcher, the investigations had to be

conducted in the Johannesbur« region and the organisations had to be quickly and

easily accessed by car. This may have restricted aecess to organisations that

could have provided a richer data base, or which may have ;:,~tedbetter into the

continuum of categories from which the NGOs were chosen.
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Originally it was hoped to run a focus-group interview around strategic planning

issues. This would have provided insights by staff who worked at all the different

levels of the organisations. Given the difficult time ofthe year (staff were busy

with planning, budgeting and trying to meet objectives before the end of the

school year), it was simply not possible to convene these interviews, This meant

that data was only collected from the interviews which were conducted with the

managers, and therefore reflect in the main, a management point-of-view. In

addition, most of the information on the different issue areas resided with only

one or two of the management staff, which may further have restricted the

viewnoints that were presented.

Finally. the collection of documents was limited to those that were selected as

relevant by the organisations themselves. Although this mJy have rc., ricted

documentary evidence somewhat, it did .nake for ease of collection and all the

institutions assured the researcher that full access to all files was available should

it be necessary.
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CHAPTER FOUR

4. THE THREE CASE st tIDIES

4.1 Organisation A. Case Study One

4.1.1 Background and mission statement
Organisation A. was founded in the Western Cape in 1983 by the Urban

Foundation With a view to making relevant inputs in the area of primary science

teaching, it aimed tc provide in-service support for black primary science

teachers. Its central concerns were that very few primary teachers train as science

teachers, and those that do are usually poorly prepared for the job. In addition,

the texts and the teaching styles used predispose teachers to a classical teacher-

centred approach. As a response to these apartheid-roo led problems. the

organisation takes a holistic. activity-based view of science teaching within the

primary curriculum, This assumes that language and learning are interdependent,

and that children explore newly developed concepts through language.

Organ iconA grew steadily from its inception until 198911990 when the Urban

Foundation commissioned an evaluation of their work and recommended that the

five loosely associated projects (on H regional basis) be integrated into a national

programme independent of its founder. The independent trust came into being in

July 1993. and is currently reorganising itself along the lines of the new

provincial boundaries.

In terms of the above, the organisation has articulated its mission as follows:

To improve the quality of science teaching and learning ill South Africa

through the development of a cadre of competent and professional primary

school teachers, and to transform science education from the classical
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curriculum so that the teachers know the interrelationships between ideas

and concepts. 'fhi;., mis~ir 1is hi" rmed by the prlneiples of:

• critical reflection

• the empowerment of teavaers within a collaborative It1h:ming

environment, building on the teachers' knowledge and experience

• the institutionalisatir t of sustainable teaching, learning and management

processea

• stakeholder participation in decision-making

• ac~ountabmty

• developing a scientific culture to enhsnee Jife skills, vocati.:mal

opportunities and a responsibility for the environment

4.1.2 Structure of the organisation
The organisation currently employs fifty full-time and part-time staff in its five

regions. This includes managers, administrators and implementors (field

workers), most of whom are on secondment from the various education

departments. The trust is controlled by a board of trustees consisting of of two

trustees per region, three from the wider business community and three from the

Urban Foundation. In addition, th~regional managers form a Management

Committee which attends board meetings. Each region has its own Principal

Regional Committee that consists of stakeholder representatives, and it is from

this committee that the two trustee representatives are chosen. (At least one of

whom must be a practising teacher)

Since its amalgamation, the organisation has been centralised at national level,

with strong, managerially autonomous regional bases. Relationships between the

national and the regional organisation take place at a curricular, policy, budgetary

and human resource level, to ensure that the programme is successfully co-

ordinated. This centralisation tends to highlight issues of money and autho ...ity,

and raises questions such as whether the philosophy and approach to
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o~ganisational development should be consistent throughout the programme. The

fact that the regions have unique histories, contexts and people is recognised as a

strength, and therefore attempts to unify them could be problematic. Because

some regions have been more participatory in their management approach than

others, the national director has to deal with different management styles, which

also presents difficulties for a director who is relatively new.

The U.F. originally set up the independent organisation with funding from the

lOT, JET and ~1thercorporate funders, though some ofthis funding has now

terminated. The structural transformation has brought with it certain innovations,

and a participative curriculum development process (involving teachers and field

workers) is taking place, alongside the development function of the organisation.

Amongst other changes, moves have been made to increase classroom visits in an

attempt to bridge the gap between teacher workshops and the classroom A

programme devc.opment manager has been appointed to manage the expansion of

the organisation into new regions, and to co-ordinate the development of the

INSET curriculum and its implementation.

4.1..3 External Influences
The organisation believes that it "fits well within the agenda of the RDP .. and

has found its philosophical home ...'" (National Director, PSP), but it does not

believe that educational organisations outside adult basic education will be able to

get much funding directly from the RDP. Instead, it is more likely that the

organisation will be able to tender for provincial government contracts which will

come through the Ministry of Education. (An example of this may be the

Thousand Schools Project ill which many different NGOs are employed to work

together in specified schools.)

Because teachers are central to the INSET process, they are seen to be the

primary stakeholders in the organisation. and they have a direct voice through the
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Principal Regional Committees (one per region). The stakeholders of the

organisation who do not have a direct voice are the pupils, the parents, the donors

and the WIder teaching community of the unions, the educational bureaucracy and

the principals.

Organisation A believes its output to be the workshop, in which a group of

teachers come together to extend learning beyond texts, to develop better teaching

methods and broaden educational links. As tney advance, they proceed to

elevated workshop levels. While the organisation sees this as an efficient way of

doing INSET,. it acknowledges the importance of setting up the right type of

relationships with the teachers, so that there outcomes are of a high standard.

Curriculum development, while not an output, has highlighted the need to

achieve a balance between a quantifiable growth in school numbers and a quality

of outcomes, something which the organisation believes cannot be compromised.

When the organisation became independent, regional planning had already been

done, and this went on as before. What changed was that budgeting and planning

became centralised. (Budget being merely a manipulation of plans in financial

terms.) These changes meant that the Financial Manager had to sit with the

regional managers and talk about putting together realistic plans for changes in

delivery. This forced managers both to put numbers to their plans and to consider

the capacity of the organisation to produce its product.

Apart from changes in the structure ofthe organisation, the other major influence

has been provincialisation, While previously Organisation A had only to deal

with the DET, it now has to deal with nine sets of different provincial authorities,

a situation which requires a different form of negotiation. Another change is that

the organisation is moving towards a vision of the school as a whole, and within

this vision it will have to work with other NGOs. This points to further strategic

change.



The organisation believes that its legitimacy is higher in some regions than in

others. In the Western Cape for example, legitimacy would be high, as the

organisation is the sole provider of the service. Because: it provides a popular and

needed product, and because it does more than merely provide a paper

qualification, but actually helps teachers to do their job as well as they can,

Organisatio.; A believes that it is generally legitimate with the people and the

co.nmunity. This is further enhanced by the staff they employ and the way the

org,··:;sation is structured for maximum stakeholder input.

4.1.4 Budgeting

The organisation runs its budget from a zero-base, which encourages stat! to look

at the operational plans for the year to come, and to put figures to th€' 'e plans.

The only reference to the previous year would therefore be the unit costs. The

budget cycle starts in July when memos are sent to the regions, who are asked to

begin considering plans for ~hecoming year. The regions are given budgetary

guidelines in terms of inflation, and a detailed line item budget from the national

office. The actual budget package begins in September, when operational

budgets that tie in with strategic plans are put together. These budgets are linked

to the organisation's strategic plans.

When regional plans have been completed, the regional and the central

management meet, The regional manager gives a broad picture of the

manpower/workshops and line items needed to run the operations, as well as all

the costs associated with the different cost centres. (Manpower and human

resources, subsistence, travel and transport, capacity building, administrative

costs, national office costs, maintenance and depreciation) The central managers

then go through the budgets, with the regional managers, suggesting cuts. The

regional manager is then given the opportunity to defend his/her budget. If this

budget ties in with the overall figures of the organisation then it will be accepted.
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The regional budgets are then consolidated into a national budget, which all

managers discuss, and are given the opportunity to make further representations.

From here the budget is taken to the board where it is invariably endorsed. The

budgeting process therefore works the opposite way to business, forcing the

organisation to prioritise, working what they want to do in with what they have.

This takes them back once again to their vision and the mission.

There is a certain amount of flexibility within the broad budget of eight million

rand. While the major decisions are made at national level, if there is a need for

more money in a certain area, and if that will bring certain benefits, then the

money will be found. Because the money is pooled nationally and then released,

it means that the regions aren't necessarily entitled to all the money that they

budgeted for. If the money is not being used, it can be released to other regions

that require it. In terms of conors, there mayor may not be flexibility. Certain

donors may specify certain cost centres that they wish to fund, for example JET.

who budgeted two minion for workshops this year. Donors shift the focus of of

the organistion's activity, firstly because the budget has to be presented in terms

of the interest of the donors. (For example, it would have to budget for all the

cost aspects of the activity which the donor plans to fund) Secondly, when a

donor funds a specific area, it changes the importance of that area for the

organisation. When USAID chose to fund programme and curriculum

development, these activities moved from being less important to the

organisation, tobeing fundamentally important areas.

The budget process is seen as having certain strengths and weaknesses. It

matches resources with needs and demands, it measures activity and success, and

it forces accountability and highlights variances. It also helps to highlight

problems in specific areas, and calls for action in those areas. Budgeting

however,' merely a "".tral1s1ation of activity into figures. it doesn't show the

alternatives, these are outside the budgeting processes and are management

processes. There is therefore the need for other qualitative evaluation which is not
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based on the budget." (Financial Manager, Organisation A.) While quantities and

figures may underlie quality, they are not all that significant by themselves. and

this aspect of programme quality therefore needs to be thought through very

carefully.

The organisation holds a long-term financial vision which is congruent with its

long term development plans. These include assessing present and future needs

and demands, and planning for contingencies and responsiveness in a changing

environment, Development plans emphasise sustainability in terms of funds, and

include plans for networking, extending the donor base. accreditation and

institutionalisation of the programme as a part of the education system. The

changing environment has forced the organisation to put itself into a position

where it can be responsive enough to make a contribution to change. Long term

plans reflect this, being national in character, but reflecting the fact that the centre

is divided regionally, Strategic planning in the regions is therefore an attempt to

develop capacity in all parts of the organisation.

4.1.5 Marketing

The organisation's target market is the disadvantaged, poorly educated and poorly

qualified primary school teacher, while its secondary market is the pupils in the

schools. The extent to which the organisation is able to cover this market varies

from region to region, from about fifty percent of schools (Highveld) to one

hundred percent of schools in the Western Cape. At present, market coverage is

constrained by a lack of resources, violence/disruptions and a lack of knowledge

about the organisation and how it works.

In order to develop the programme, the target market was tested with an analysis

of high school science pupils. ItWI:lS found that these children had problems

because they had a disadvantaged scientific background, which was the real cause

of the problem, The organisation therefore directed its efforts to the source of the
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problem in the primary school, recognising tl:.~need for teachers who both loved

the subject, and who were well equipped to teach it.

The organisation believes that selling to the market is built on two issues:

providing a needed product and building a relationship of trust with the teachers.

'TIley believe that what they provide is very much in line with teacher needs, as

til':\.!service is individualised according to the area and the school. (For example,

in the Western" .1')e each lesson and workshop is planned and replanned with the

teacher. Continual input and (;·J.eckingthe relevancy of the product is a part of the

dynamic process) The fact that their product stands out in the market, is borne

out by the fact that the level of programme participation is so high, even though

there is no official accreditiation of the course. Ownership and governance of the

programme through committees and other community stru-tures also enhance the

position of the product

In terms of identifying the giving motives of clients, the organisation tdes to align

its own requirements to the givers' stated objectives (in terms of social

responsibility or spending on development programmes), They try to highlight

the benefits for the donor who chooses to sponsor their programmes so that the

needs of the programme and the funder's goals meet. An example of this could

be ESCOM, who give a substantial amount, but who have a vested interest in the

development ~j literate scientific community. Organisation A therefore uses its

knowledge of giving motives to structure proposals so that they address "giving

emotions'{Financial Manager, Organisation A) and therefore meet both parties

needs. Funding sources are identified through funding data bases, and where

appropriate. use 1S made of quasi-government funding such as the IDT

(Independent Development Trust).

Increased competition in the marketplace has changed marketing strategies to

focus on the important activities of the organisation. The organisation markets

itself positively by reinforcing what they have done in the past. Wherever
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possible they use marketing opportunities - by serving on forums, attending

exhibitions and generally making their clients aware of their work, while they at

the same time become familiar with the needs of their market. Although the

marketing strategy is at present informal, it is being formally developed by a task

group. This was an outcome of strategic planning, which highlighted the need for

short term and long term marketing.

Marketing is recognised as being a dynamic component of the organisation's

success, yet there is some question as to whether" ...formal plans are the

answer ...'~ The financial manager believes that marketing should also be built

into every employee of the organisation, This feeling comes from the corporate

background, which carne to realise that the human element is important tor

marketing success, and it is closely linked to the cause that the employee is

working for. This means making all employees aware of the mission, and the

Perhaps this is not only a corporate necessity. but needs to be carried out in the

NOO world as well.

4.1.6 Human Resource Planning
Because the organisation is a development organisation that empowers teachers,

its main target group for employment (especially field workers) is the primary

science teachers themselves - who act as a role model. Because many of the

organisation's staff are teachers, the INSET teachers develop a sense of

programme ownership - it is their programme and they have the right and the

opportunity to participate in it fully.

The organisation ensures that the staff believe in the cause underly.r r:~the work
that they do by giving staff full participation in the decision-making processes. In

addition, the staff selected are those dedicated to tbcation, who believe in what

the organisation is doing, and who really sell it. Most of the teachers who are

employed have ahead) been through the workshop/class support training, and are
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drawn from the "leader teacher" group, who have already been chosen to lead

their colleagues in the programme at a school level, In addition. the teacher-

community Infrastructure from which they are drawn promotes ownership of the

programme ~y taking respensibility for the co-ordination of the organisation's

community structures.

Once staff have been employed, they are developed using intensive training

programmes to sharpen content and skill. Staff are encouraged to be flexible and

innovative, and to exercise their own discretion within the curriculum. They are

also given the opportunity to attend conferences and seminars, and the

organisation encourages self-study by providing loans and grants for studies that

will benefit the programme. Staff development is not limited to professional

staff. but includes administrative staff as well.

Staff development includes team development at regional levels. Staff attend

residential development workshops where they present together as teams.

Curriculum working groups have also been formed, and the person who attends

from ,region is responsible for disseminating information back to the region.

Cross-regional visits are also encouraged, so that staff can see how the

programme operates throughout the country. The ability to work as a team

member is a criterion for employment, particularly for field workers. In addition,

workers should be leaders who have an empathy for the people with whom they

are working. They should also be ;; re of the problems involved with science

teaching. While qualifications are an advantage, the pctential of new staff is

more important, as 90% of science teachers don't have science qualifications.

A new implementer is usually coupled with, and mentored by an older field

worker \, ith whom he/she co-presents and visits the schools. New managers are

assisted by the programme development manager. and attend management

programmes in order to develop their management skills.
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Performance appraisal is a new concept in the organisation, and will take place

from 1995. The idea of staff evaluation has been received with some rcsistence,

but it is clear that evaluation needs to be undertaken to build upon staff strcngits

and to highlight area') of need. In addition, the organisation needs to find ways to

determine whether goals have been achieved and to monitor change.

Performance criteria that are both general and specific will be used to appraise

staff, and evaluation will probably be done by neutral evaluators, regional

managers and peers. The Regional Manager in the Free State has already moved

towards performance appraisal by talking through performance and problems

with his staff. He believes that appraisal should be a two-way process, and that

staff also need to be given the space to comment on the manager's performance.

Staff members are trained for empowerment and development so that they

acquire as many skills as possible while they are within the programme. This is

important for the institutionalisation process, as most of the field staff will return

to their education departments when their three year contract with the programme

is over,

The organisation tries to assist staff in carving a career path for themselves but as

the organisation does not function hierarchically. promotion within the

organisation is fairly limited. One of the strengths of a small organisation is that

managem-nt are more able to identify the abilities of their staff, and make use of

these. This is also a benefit of the regional structure, and it is the responsibility of

the regional manager to best utilise staff. This is however an informal practice.

and it is not clear to what extent managers actually do employ their staff

optimally to challenge them in their careers. It is possible that only pr ~\"o

managers formally discuss career pathing with their staff.

At present the organisation uses the Urban Foundation salaries as a starting point

for its salary structure. While staff performance and salary are not linked at
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present, this "-Juld be the case in the future. At present most of the implementers

are on seccndment from the DET and other education departments (About 95% of

field workers). They come with their departmental salary which they pay back to

their department, though they retain the benefits of working for that department.

Extras ""y gain from the organisation include a car allowance. a l-ith cheque

and holiday pay, They also accumulate departmental leave while at the same

time they are entitled to leave from the arganisatior. Because this package is so

generous it sometimes causes problems among those who h.....;'i~:tOt been

seconded, as they feel that they are riO! receiving as much for the same amount of

work.

4.1.7 Plamdng for Donor Funding
The organisation is wholly financed by donors. and does not generate funding in

any area, The funding presently functions on a contract/agreement basis between

the donor and the organisation; that the organisation will deliver certain services

in return for which the donor provides funds. Agreements are usually based on a

three yea! period (tor example the IDT funding), though certain donors such as

JET fund on a yearly basis.

The organisation does not have individual donors, but is fundf!d by local

corporations including ESCOM, the Argus group, Sasol, Fluor S.A., the Crown

Cork Group and other smaller donors. Apart from corporate donors they also

approach the larger foundations such as Liberty Life. Southern and the different

President's Funds. Their only bilateral donor is USAID, whose grant includes a

capacity-building function, which provides programme stair with study visits to

the U.S.A.

The organisation seer itself as donor-driven only to the extent that donor

conditionalities meet the objectives of the organisation. If the donor conditions

were tc conflict with organisational objectives, if the organisation did not have
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the capacity to carry out pre-s. ecified projects, or if the .....synergy between the

mission statement and what the donors wanted was not there ..." (Financial

Mar ger, Organisation A), then the organisation would be obliged to tum down

the funds.

Reporting to donors takes place on a quarterly basis, along with an annual report.

These reports cover financial Information, programme progress, and report on the

annual audit of the financial accounts, Mocr of'the information for th .,uarterly

and the annual reports comes from the monthly reports that are "religiously

compiled ..." (Financial Manager, Organisation A) by the field workers and

regional managers. Extracts from these monthly reports are then put into the

donor reports.

Changes in the ':"kal climate have not really influenced the organisation yet,

and it believes that do ors feel that the government is not necessarily the most

efficient delivery syste '1 for scarce resources. It seems that there is a wait and

sec attitude among donors who Y ild at present prefer to fund an NGO which

has already proved itself as this may ultimately be D more efficient delivery

system,

Organisation A is constantly thinking of ways to increase, innovate and diversify

funding. The National Director has already been to the United Kingdom to sound

out the possibility of British universities adopting the organisation tor three year

period. The question surrounding funding innovation however, is how

operational it can be. It is possible that certain areas of the organisation could be

specifically funded, but this would have to be in line with the organisation's

mission statement. One idea is to take a particular area of the programme's work

and to sell this to donors. A possibility could be to develop a general fund tor
rural development to which donors could give specifically. Other ideas are for

smaller sponsors to fund certain areas of Interest, for example a science

competition or olympiad. As a means of generating funds, the organisation has
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considered a policy of charging for consultancy services. This may be possible

because the Education Ministry may well out-source its work, and this would

give the organisation the opportunity to tender out its services.

Organisation A believes th~,tit is attractive for donors, as it is the only NGO

working in primary science. This is important in a developing country where

there is a great need to create a science literate population in order to become a

competitive nation. The programme is additionally attractive because it ties in

with the RDP. In order to retain its attractiveness, the institution will have to

ensure that science learning is a relevant part of a broadly based education.

The organisation believes that it is important to balance accountability to clients

with accountability to donors, a process that requires synchronisation and

agreement as to how needs are identified and met. This requires teUl clarity as to

what has been received and what has been given, between those who fund and

those who receive the benefit of funding.

4.1.8 Short-Term Planning
Much of the short-term planning is centred around the year plan, which

effectively evolves down to the monthly and the weekly activities. Almost all

daily activities are broadly related to the long-term framework, and may impact

upon it either directly or indirectly. An example of this breakdown (If work can

be seen ill the preparation of the Management Committee meeting held each

quarter. Reports have to be in by a certain date, and finances are then planned

around these reports. On the operations side, the implementer draws out the

highlights/important points after each workshop. On Fridays s/he writes up the

reports on the weeks activities. These are then consolidated and sent to the

regional offices where t'iey are used to put together the quarterly and the annual

reports.
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Planning is generally regular and scheduled. Routine planning activities (such as

planning/accounting for workshops) are fixed. while non-routine activities are

planned more on an ad-hoc basis, which allows the flexibility to meet needs as

they arise. Responsibility for planning is carried by regional managers (on the

operations side), together with the field workers. The financial manager plans the

finances, and on the development side, planning is done by the National Director,

the Programme Manager and the Curriculum Manager. Everyone in the

organisation is involved in planning, which builds the staff capacity ~though the

teachers employed generally have good planning and organisational skills.

There is an acknowledgement that an awareness of the continuity between the

long-term and the short-term plans of the organisation is probably limited to

certain levels of staff. The Financial Manager believes that the organisation falls

down on drawing together these relationships: "The staff do not hear as to how

their contribution rna' s a difference in the long term ...this may be how the

culture (of the new organisation) has to develop .. " (Financial Manager,

Organisation A)

Planning methods in the organisation are changing with the changing needs of the

institution. This has become particularly important with a perception amongst

staff that decisions are being made centrally, and in a top down manner. This has

caused problems for central management who acknowledge that while there

needs to be a participatory and transparent decisicn-rnaking process, " ...staff

forget that hard decisions have to be made around the allocation of scarce

resources." (Financial Manager, Organisation A). At the same time, questions are

being asked al' t the percieved humanness of the or=anisation as against its

operational structure. For example, r ·ting costs has meant that \, orkshop

budgets can no longer include a full lunch :forparticipants. While management

feel ehat this is reasonable, Held workers believe that it is an important part of the

service provided. There is therefore a tension created between operations staff

and administrative staff members. Because of such issues, management are
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being pressurised to share planning more openly with staff members. The need to

implement such changes has been influenced at the macro-level by political

changes that have forced the organisation to open up the planning process for

wider scrutiny. While these changes may be congruent with the value statements

that guide the strategic planning process, management feels that they are in fact

idealistic and though it is "good to have ideals, how to achieve those ideals is the

question." (Financial Manager, Organisation A)

The effectiveness of short-term planning is measured by whether the

organisation's short-term goals are met. To that end it seems that a lot has been

achieved, even though much cf the evaluation is subjective, and no formal

organisational evaluation has yet been undertaken. The organisation believes that

in some areas a fairly objective evaluation is posssible, in that what they set out to

achieve either has or has not been done. As regards subjective evaluation, much

of this may well be successful, especially given the nature of the programme.

True evaluation however. can only be achieved by building success-indicators

into plans.

4.1.9 Strategic Planning

Having been autonomous since 1993. and having experienced some major

changes, the organisation felt that it needed to look at itself to see where it fitted

into the bigger picture of education in the context of a changing environment. At

the same time, management recognised that there was a need not only for long-

term planning, but for a continuity of plans and operations. While the

organisation had no problems in running, the burden of long-term planning was

very much at the national office level, and the National Director was expected to

do the " ...strategic things as well as the operations ..." The organisation chose to

address these concerns through a process of strategic planning (as oppose to long-

term planning) that would involve a large number of staff and stakeholders, and



which would adequately account for the fluid and dynamic environment within

which the organisation functions.

In May 1994, a professional consultant was brought in to start the planning

process as the organisation lacked the capacity to do it. This capacity has hac to

be quickly built up in the form of a continuity group which now drives the

strategic planning process. The first strategic planning session took place at the

Board Meeting. and proceeded for two days. Because it was felt that strategic

planning had to be as inclusive us possible, it was attended by the regional

managers, the chairperson of the Principal Regional Committee (the regional

stakeholder body), another member from each region and the founding trustees

(Urban Foundation). At this meeting participants looked at what gave rise to the

organisation, and its past driving forces. They evaluated the future (0-5 years),

and considered an appropriate approach to strategic planning. They also

reviewed the organisation's current values, A VISA exercise/approach was then

taken. This looked at the four elements necessary for long-term organisational

achievement:

• Vis!on: Where does the organisation see itself in five years time and beyond?

• Interdependencies: Which organisations and people impact on the

organisation, and what influence have they had? (Education departments,

government. NGOs, teacher-organisations, student-bodies and educational

institutions such as universities)

• Systems; Which systems need to be in place to ensure that there is optimum

use of resources in terms of finances, management and operations?

• Actions: What actions need to be taken to operationalise plans?

The visa strategy was an unfolding, or process strategy that was used to extract

fourteen key focus areas or issues which the organisation felt that it needed to

consider. These areas included funding, marketing, accreditation, networking,

lobbying, curriculum and communication.
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After the initial meeting,» continuity group (made up of the National Director,

the Financial Director and the Programme Development Manager) was formed to

drive the plar ning process and take it into the region > The idea behind this was

that the consultant should withdraw, allowing organisational capacity to develop.

The VISA approach and the fourteen key focus areas were then taken to the

regions. Each region added to the strategic planning by identifying those focus

areas that affected them. The region then set up a steering group of five or six

members, and established a task- action-group to develop quality requirements

around the focus areas. These quality requirements are actually a checklist to

enable the planning team to sec that the systems are in place to put strategic plans

into action. While the checklist does not spell out in detail, it covers the broad

issues that affect plans. In addition, plans around the key focus areas have to

comply with other criteria such as timeousness, accuracy, relevance and

verifiability.

The organisation is currently part-way mto the strategic planning process. It has

not been completed in the regions, where there has been a major resistence,

particularly from those regions that had been with the Urban Foundation for a

long time. (Some. such as the Western Cape, since the inception of the

programme.) These regions felt that they had been planning strategically and

successfully. The continuity group pointed out to them that if their planning had

been as successful as they believed it tad, then their key focus areas would have

emerged in proposal form. Nothing like this had been forthcoming however. In

addition) the regions felt that the National Office was using strategic planning to

update itself as to what was happening in t'ie regions, which made it a threatening

process.

The initial planning process was followed up 011 a monthly basis initially, and

then itwas taken out to the regions. Although every attempt was made to keep it

as democratic as possible, not all staff were able to be included. Decisions made
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by the planning team were fed back to the organisation by means of a regional

report, and through verbal feedback at board meetings. Managers and chairmen

informed their staff and committee members. It was acknowledged that this

process needed refining because it had not been very successful and information

had been selectively filtered to recipients.

While strategic planning did help to identify all the stakeholders in the

organisation. it did not help to identify the ways that they could become more

satisfied with the service provided. According to the Financial Manager, this is

because the product is not at a stage where it can be easily and objectively

measured. He believes that the need for evaluation could be a key focus to be

added to the organisation's list of focus areas, as this would ensure that the

organisation considered all aspects of evaluation .. from the organisational point

of view - to the end-user's needs.

Strategic planning was particularly useful in that it helped the planners to see the

bigger picture and the organisation's relevancy in terms of social and political

needs, roles and contributions. The scanning of the environment was also useful.

as it enabled the organisation to identify the driving forces of the past and to see

these in relation to the future. At its current stage, the value of strategic planning

lay in the fact that it brought out areas of opportunity that needed attention, and it

got people talking about them. Because the planning was still in the

inception/conception phase, concrete strategies and action plans has 110t been

formulated, but there was a recognition on the part of the staff that the prOCi~SS

was action-oriented, and that it will go full-circle,

4.2 Case Study Two - Organisation B.

4.2.1 Background and mission statement
Organisation B was founded in 1976 by a group of teachers from within the broad

democratic movement. This was in response to student calls for supplementary
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tuition for township scholars; and in recognition of the fact that alternative

education provis' was necessary. From 1990, the part-time/Saturday tutors

(who were teacaers in PWV schools) began attending two intensive three-day

workshops and monthly workshops to improve their teaching methods.

These workshops produced many revitalised and reoriented teachers who were

capable of innovative teaching despite desultory and ineffectual schooling

conditions. In 1992 the organisation began to encourage workshop participation

for an_v interested teachers. Gradually they realised that financial and material

resources could be ore efficiently utilised by running in-service teacher-training

programmes, than by 'ring relatively small groups of pupils. Furthermore,

they recognised that Saturday tuition was merely an ameliorative "band-aid'

solution (Organisation B, Business Plan, 19CJ4) that could not address the more

fundamental aspects of the education crisis. At around the same time, NEPI

(National Education Policy Initiative) and other research identified improvement

in the quality of teachers as the major task facing the reconstruction of education.

As a result. Organisation B decided to enter the field of teacher in-service

training.

In 1993, a full-time teacher-development worker was employed to research

international and local teacher in-service practices, and to pilot an in-service

programme in Mamelodi. The outcome of this was the Matlafalang Programme,

a school-based, consultative approach to INSET which incorporates the whole

school and its context. At its heart lies the process of school change. The

Saturday tuition programmes continued until July 1993, after which they were

gradually phased out, and the staff involved were used to help develop the teacher

in-service programme.

The Matlafalang Pilot Programme began in Mamelodi in 1993, and will be

completed at the end of 1994. Because schooling disruption made the systematic

implementation of the programme nearly impossible during 1993, schools in
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Soshanguve and Middleburg were also targeted for intervention. As the

organisation moves into the next phase in 1995, the first community bases will be

developed in Katlehong and Soshanguve, The resources centres in Braamfontein,

Katlehong, Mamelodi and Sebokeng will continue to function as a part of the

Matlafalang Programme, and as an Organisation B presence where schools

cannot be directly engaged.

Given this background, the mission statement of the organisation, (as taken from

its 1994 Annual report) is as follows: Organisation B is an education trust

committed to the reconstruction of edueatien in South Africa. We provide

school-based, teacher-centred INSF:T within the holistic framework of the

school, in the framework of an integrated change process. During recent

strategic planning however, the mission of the organisation was redefined, and

the following agreed upon: The purpose of Organisatien B is to achieve whole

sehool change through teacher centred in-service and school governance

support work, which is student and teacher-drfven, and is school and

community based. The organisation integrates resources into learning and

teaching, and supports participatory management within the school system.

4.2.2 Structure of the organisation
The organisation comprises ten full-time and three part-time staff members. Staff

numbers increased in 1994, and although planned growth should be gradual, it is

envisaged that with decentralisation/replication of the pilot programme to

(ultimately) four bases in the townships, the staff complement should grow to

approximately twenty-one, and then to twenty-eight.

Because the old collective-style management was not ideal, and as a result of the

reorientation and restructuring of the organisation, there exists at present two

different management styles. The shift hes been made towards a participatory

democracy approach with a more structured line-management in the
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administrative area of the organisation. This relects a greater systematisation and

sharpening of focus organisationally, yet at the same time it gives rise to a

continual interplay between those staffwho miss the "texture" and the "homely

style" (Director, Organisation B) of the old way, and those who favour the new

approach. The non-hierarchical, collective method of furctioning continuer. to

exist within the Matlafalang Working Group, where each person assumes certain

responsibilities in order to fulfil all the necessary management functions of the

team.

Organisation B is a trust with seven trustees who meet four times a year, but hold

110 particular portfolios, While the trustees are committee. to the work of the

organisatron, they are very "strong individually" (Director, Organisation B)

holding important and influential jobs (eg. one of the trustees is an MP), which

makes them difficult to get together and removes them from the everyday running

of the institution. It seems that full-time staff members would like the working

relationship with the trustees to be improved, and that there are certain tensions

between staff and trustees (Director's Report, staff meeting, 24 October 1994)

because organisational decisions tend to be internal-looking rather than inclusive.

Trustees, staff feel, should be more actively involved in running the organisation

rather than in the rubber stamping of organisational decisions already taken.

The clients and stakeholders of the organisation are seen to be the

education/school community and include school management, teachers, students

(SRC) and parents. While an advisory body representative of the black education

sector exists, it currently needs restructuring as only a ha 11\!~of participants are

active. Ideally this body should guide many of the organisational decisions, but

in reality, members are consulted individually. Although not functioning

optimally at present, this body is the only systematic way (apart from being

receptive to the expressed needs of teachers and students) of ensuring that the

programmme is really teacher driven. Its restructuring should result in the
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technical empowerment of those involved, and an increased student and teacher

activity in the organisation.

The outputs of the organisation have changed in response to its new INSET

focus, and twelve modules covering teacher-initiated subjects ranging from child

psychology to group work and visual aids, have been produced. The Matlafalang

focus has been on quality outputs (as opposed to quantity), beginning with the

workshops, and expanding into classroom visits and class-based support. This

hac; increased the intensity of the issues raised by the teachers, and has

encouraged a climate of participation.

The organisation i.as structured itself to free the Matlafalang Working Group for

operational work. More systemised planning in other areas has made resources,

money and equipment more readily available for these operations, which arc

where the rh'!asurable outcomes at school and classroom level are achieved.

4.2.3 External Influences
A number of issues have recently influenced the work of the organisation,

including changes in t~e funding climate and a shift toward the cooperative

stance of the State.

In order to improve its long-term sustainahility, the organisation has initiated the

formation of an association of educational NOOs involved in school INSET, to

consider means of accreditiation - including ways of being accredited by the

~DP_ In terms of its whole school J..~' .cy, an RDP committee system is currently

being set up at schools. This cor.cnittee identities, prioritises and co-ordinates

school needs in relation to those of the wider community.

The organisation believes that it enjoys legitimacy in the teaching community due

both to its long-term involvement in the mass democratic movement, and due to

its strong community structures and networks. The whole school policy has
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allowed it to build up working relationships with the (often fragmented and

opposing) parts of the teaching fraternity: the teacher's unions. the teachers and

the principals. This legitimacy underscores the role that the organisation sees

itself playing in the new dispensation. A new education policy will be dependent

upon the way that schools are able to use it, and if it is to assist schools, then the

vision and intent of the organisation must be in accord with the principles of the

new education policy (which they are.) The development role of Organisation B

in the short-term will be to assist the state by feeding information to it through the

formulation and implementation of policy, and by representing to it the need: of

the people. In the long term however, the organisation will have to change again

to reorient itself according to new needs.

4.2.4 Budgeting

The organisation's budgeting system operates on a cost-centre basis, whereby

each cost-centre has a different budget. Operational plans are put into place with

a lot of input from operations and administrative staff. This ensures a workable

base. Many assumptions have to be made in order tc arrive at this budget, for

example that "The state has the resources to provide only the buildings,

texbooks, salaries and basic materials tor ten years of free and compulsory

education, and therefore other agencies will need to contribute to the further

reconstruction of education" (Kagiso Trust Proposal. 1994)

The organisation uses How projections to control funds, and although current

spending is within the budget, it is always a struggle to stick to it. It is also

difficult to find a balance between not spending, and having leftovers (which the

law demands must be spent within a specified period). n budget is therefore a

control mechanism, and ensures that long term financial planning takes into

account all the variables. Although the bottom line of the budget is quite flexible,

the overall picture cannot be changed. This is achieved by balancing spending in

one area with saving in other areas. The budget also operates as an evaluation of
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long term spending. It shows, for example how much is being spent on

overheads, as oppose to the more important operations. It also ensures that

money is spent on the priorities of tne organisation - en achieving the goals that

ar2 necessary for su=aining the organisation in the long term.

The changed structure and focus of the organisation have meant that authority and

the power base of me organisation have had to be redefined and there has been a

new recognition that these are clt,"iely linked to financial control. The move from

a collective management style to administrative line functions has enabled the

financial authority to become more systematic, and the changes of direction have

necessitated changes from a one-year budget cycle to a three year budget cycle so

that the-tong-term operational goals of the Matlafalang Programme can be

achieved. This long-term budgeting is reviewed C' ccy six months to ensure

relevancy, but at the same time ensures that the "mission statement remains the

mission statement" (Financial Manager, Organisation B). In other words, the

function of long term financial planning isto ensure that long-term goals are

achievable in line with the mission. This is important for the donors, t;'e clients

and the operation ofthe organisation in terms of its sustainability, its capacity

and its Iegitimacy. In these terms, growth must be a planned and ongoing cycle,

with the recognition that growth facilitates growth, and a larger and more

sophisticated organisation will have different needs ')will the community

which it serves.

Aside from budgeting for the long term, the crganlsation recognises that it has to

start budgeting for changes in the organisation, but this has presented some

problems, as these changes aren't yet clear. With the exception of the inclusion

of strategic planning costs, it is acknowledged that the only " ...constant in the

environment at present is that the environment is not constant" (Financial

Manager. Jrganisation B) The possibility of a contingency fund is tricky, as a

large contingency fund "looks as though you don't know what you're doing"

(Financial Manager, Organisation B), and a small contingency fund is not really
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worthwhile. To get around this, the Financial Manager claims certain latitudes in

redistributing budgetary resources intelligently so as to acideve a balance between

operational needs, the l:)udgc~and planned resources.

Budgeting for change also means recognising that internal changes need

budgetary consideration. In the past for example, it was assumed that the

" ...NGD person was a certain type, that he/she was innovative and creative

enough to carry out many different tasks" (Financial Manager. Organisation B).

With the NOO "brain drain" (Harding, T.., 1994) - the burgeoning movement of

NOO staffinto the government and the develop .ent industry - NOOs need to

start budgeting tor staff development, capacity building and materials

development. Exactly how to manage these budgets could prove to be

problematic,

4.2.5 Marketing
As with most non-governmental organisations, the target market of Organisation

B is multi-faceted. The 1994 'Business Plan' describes this market as "teachers

in historically disadvantaged communities at the secondary school level, the

regional educational administration and universities (in a collaborative

relationship)." fhis was extended by the Financial Manager to include funders,

other NO Os, individuals and consultants.

While its market position in each community is different, the organisation

believes that it is generally well positioned and "There iii a high level of

receptivity in the community. and ... a worry about ... capacity to meet (their)

expectations" (Financial Manager, Organisation B) This position is upheld by the

fact that the organisation is ofte: requested to do work, is asked to lead and be

involved in different fora. As it expands to form penn anent bases that will give

it greater visibility, the organisation believes that it narket position will

improve.
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The organisation believes that it needs to make a greater effort to meet bilateral

and local donor requirements. This market should be more defined, with a

structured fundraising plan and ways to "cons" .'sly cultivate" donors, making

the organisation more visible and attractive to fund. In line with this new image

consciousness, the organisation has begun to consider promotional aspects which

it sees as an intensified Wily of marketing the work that has already been done.

Increased COl!'!" l.Am has ch iged the organisation's marketing strategy, in that

it has to both improve the qr ity of its product and its product impact. This may

need to be done through joint ventures and mergers which means continving

existing networss and forging new relationships. To this end the organisation

will continue its close liaison with the NECC, the ANC Education Desk and

SADTU.

The Matlafalang programme is a niche market in the INSET field, as it takes into

account the tact that teachers need more than workshops, they also need in-class

support to enable them to deal with everyday issues. While it is believed that

clients are happy with their product, Organisation B recognise that work needs to

be done to develop the product within the paramenters of all the work undertaken,

In particular this may entail working at their community support design.

The need to plan for a competitive and expanded market and increased

effectiveness creates a continual .ension between planned growth, donor planning

and available funds. As the organisation plans to move into its replication phase,

with the creation of it'{ community bases, there will be an increased need to

market the organisation. One of the tasks of the staff at the bases wiII be to

develop links with other schools to identify possible schools 1";'11' intcrventron, At

the SM1etime the creation of the bases will be dependent upon funding, and the

capacity of the organisation to make more im=ventions will be dependent upon

staff capacity. At the san. 'ime the ability of the organisation to secure funding
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is influenced by its ability to achieve its goals, which will be determined by the

effective functioning of its staff

4.2.6 Human Resources

The long term/strategic planning of the organisation includes incremental human

resource plans, which are built into the financial plans, :3 strategy which

automatically places human resources issues in line with the long term vision of

the organisation.

The organisation actively seeks to include all its staff ill its visioning and

management, and there is a conscious drive towards inelusivity and democracy.

This makes for a .....fairly unique organisation that is non-bureaucratic."

(Administrative Manager, Organisation B). It also builds staff capacity enabling

them to function as a team who believe strongly in the cause towards which the

organisation is working. It also allows them to associate very closely with the

end product, making the work varied and challenging. This management

philosophy means that staff have to be carefully selected to fit in as a part ot'the

"family" (Administrative Manager). Appointments are influenced by various

criteria that include academic qualifications, experience, knowledge of the field,

skills and value systems. The organisation is also sensitive to gender issues, and

affirmative action is an important consideration, though not necessarily a policy.

Once staff members have been employed, a number of processes are used to

develop them, though these are not necessarily systematised or formalised, The

mentoring of new staff has therefore been more a supervisory process in which

project members work together with new staff to achive their goals through

" ...co-accountablility, to ensure a maintenance orfocus" (Administrative

Manager, Organisation B). As the organisation has changed, so skills

development has moved from being a short term process (short training courses

etc) towards a long-term career development path that is in line with
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organisational values and needs. In this way training is linked to organisational

development and personal development. Where staff undertake studies, the

organisation assists with finances, and contractual agreements arc entered into to

ensure that newly-skilled staff are retained.

Whiie the administrative-staff appraisal process is currently done on a project

basis with two reviews a year, staff appraisal in general is not yet systematised.

The Director is working on a policy, but there is resistence to appraisal processes

as staff perceive them as a DET system, and therefore find them threatening.

Once the appraisal system has been implemented, the director will probably carry

it out with the help of a committee, or with a representative 01' the board, which

should rn, l~eit a less threatening process.

As it stands, staff motivation is really ill terms of the humanist/philanthropic

em ironment of the organisation, and the staff who work for the organisation are

believed to be self-motivated. In terms of this ethos, concern has been expressed

that the building of a more functional, production-oriented capacity may damage

the inherent value systems of the organisation, thereby damaging staff

motivation.

Although there is no formal policy to promote and challenge staff, it is felt that as

highly educated and skilled professionals, they are generally challenged by their

own goals. In order to match individual strengths to key capacities, work is skills

related, and individuals are carefully matched to appropriate job descriptions.

Where specific needs are identified, staff with the relevant skills are utilised, and

if specific skills are not available, consultants are used.

Staff salaries are market related, and are generally high, as the organisation is

product-oriented, and staff have to work hard. Although the salary structure is

pitched high, it is not linked to performance, though this may be the case in the

future. Because there are presently large gaps between the highest paid member
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of staff and the lowest paid, salaries will inevitably have to be rationalised.

While staff are believed to be satisfied with their salaries. the issue of medical-aid

is a difficult one. All staff receive a standard R140 subsidy, and belong to a

medical aid of their choice. This makes it a "nightmare administratively"

(Administrative Manager, Organisation B), but it will be difficult to remove and

replace with another scheme which will meet the needs of all staff:

4.2.7 Planning for donor funding
The organisation is presently wholly financed by external funders (trusts,

corporations and donors). The fact that funding circumstances and policies are

changing. has led Organisation B to consider that one way in which it could

decrease its reliance on donors would be to expand its potential to work for the

State (ie. to do work on its behalf, for which it is paid). This potential exists

because the organisation occupies a niche-market, and has the capacity to (for

example) train subject advisors and inspectors for the PWV /Gauteng Region.

Once accreditation has been secured. participants will be expected to pay fees for

services recei ved, and this will further build financial sustainability.'

At present Organisation B has thirteen long-term and short-term funders. These

are all local donors, but the possibility of bilateral funding is being considered.

Funds are allocated generally, and there is little conditionality applied. There is

however a move towards project funding (such as "Adopt-a-School"), which

would be more suitable for local donors, and which might make possible a link

with the R.D.P. (This IS most likely to be realised in Katlehong where enormous

development efforts are being made.)

7 Since the case study was written, research into the possibilityof accreditation has shown that
while the RDP states thatit will only support accredited organisations, it will not be possible for a
whole school development organisaiton to charge for the services it provides. This leaves many
unanswered questions surrounding issues of service charges and file recovery.
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While funds specifically earmarked by donors are not interchangeable, funds are

at times used in situations that were not specified by the proposal. Where this

happens, reporting is "upfront" and the organisation is " ...careful that there are no

contradictions ..." even though there has "...never been the sense that donors are

dogmatic about how the money is spent" (Director, Organisation B). The

organisation works off a detailed budget, and if that budget is accepted by the

donors then the organisation believes that it is fulfilling conditions. While it sees

itself as donor driven in terms of money sources, it is not donor-driven in terms

of the programmes it runs. In other words, if donor conditionalities conflicted

with the organisation's capacity and values, then funding would have to be

refused.

Reporting to donors is done annually and quarterly, and both these reports include

financial and narrative information. Where necessary, individual donor reporting

takes place, and donors receive reports that are tailored to meet their specific

requirements.

Recent political changes have definitely influenced funding, particularly in the

area of bilateral funding where funders are tending to demand projects that have a

national and provincial impact. Funders also seem to be favouring the funding of

fewer major projects rather than many small projects. While the organisation

may be provincially based three to five years down the line, it is not at present,

which puts it at a disadvantage. The thinking around changes in local funding is

not clear at the present stage, and 30 plans concerning loal donors cannot easily

be made.

Because of these changes in the funding environment, Organisation B is looking

towards a mix of major, medium and small funders with an anchor funder for

long-term support. Because there have been internal problems as to who bears

fundraising responsibility, it is acknowledged that " ...the fundraising programme

needs a manager, even to the extent of engaging the services of fund raisers"
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(Director, Organisation B). The funding base needs to be broadened and

diversified, which could be done by seeking formal accreditation in four ways:8

a. through a college

h. through the RDP

c. through a recognised qualification

d. by being called in by the teaching commumty to fulfil certain functions.

Because of the intrinsic value of the programme, the organisation believes that it

is an attractive option for funders, and that it will remain so. To continue to

achieve this they intend to locate themselves in the right (credible) areas of

operation, to report openly, and to continue with a representative staffing policy.

They will also include advocacy in their work, and will remain active participants

in the relevant fora and meetings. The organisation is also aware that a balance

has to be found between accountability to donors. accountability to clients, and

the organisations'mission and vision. At present the donors seem to be happy,

and there is no sense of the organisation having to do things that put strain 011

internal convictions. Accountability is seen mostly in terms of programme

recipients, and staff have formulated six guidelines that guide their direction. 9

Thus, if there is a congruency between organisational mission, budgets, proposals

and operations, then accountablity to donors and recipients should follow.

8 Please refer to footnote 1 above for futher information about accredtiation,
"Guidelines from the Kagiso Trust Proposal, page 3
I. All ... staff will contribute directly to the Matlafalang Programme.
2. ...resources centres are an integral part of the Matlafalang Programme.
3. The real influence of ... activities should be located in schools and communities.
4. The highest possible prcportion of funds raised should produce tangible benefits for the

communities in whose names the funds were sought.
5. Prioritywill be given to the empowerment of disadvantaged people in employment, in the

awarding of contracts and in the selection of areas of fiJCUS by ...
6. ... should increase and strengthen its presence as an intrinsic element within the evolution of

south Africa's education system.
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4.2.8 Short term planning
The administrative unit (consisting of the Director, the Administrative Mnager

and the Financial Manager) meet on the basis of need, and the Director puts

together the duties as agreed in the meetings.

The operations staff of the Matlafalang Working Group use their travel time to

discuss their weekly plans, while the Resource Centre holds weekly/fortnightly

meetings with its advisory committee to discuss resource centre policy in terms of

student and teacher needs. A regular planning meeting is held fortnightly for all

staff members, and the "...broad planning policy is interpreted by the

Administrative Manager" (Director, Organisation B), who ensures that planning

is happening and co-ordinates the submission of reports. All the staff in the three

different parts of the organisation (Administrative staff, Resource centre staff and

the Matlafalang Working group) are involved in the different levels of planning

so that '"...everyone learns how to do it..." (Director, Organisation B), and

management capacity is built within the organisation.

While the administrative staff believe that daily activities should systematically

be linked to the organisation's long-term plans, the Matlafalang Working Group

which functions on a communal basis, are not as keen on this. Because "Long

term plans determine priorities, not tasks", and because it is more important for

long term plans to be made on a systematic basis than for daily activities to be

planned on a systematic basis, the director feels that it is important for staff to be

drawn back into the original plan; and a "sense of clarity (about the long term

vision) is a benefit." This underlines the importance of staff participation in the

strategic and long-term planning sessions. While there is at present a continuity

between long-term and short-term planning, it may present problems when the

organisation is decentralised in 1995.

Although short-term planning seems to be fairly detailed (this could be seen from

the reports of the staff meetings) and effective ("...we run into few crises,
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ommissions, etc.," Director, Organisation B), the development of the community

bases in 1995 might mean that short-term planning needs to be more systemised

so that a strong administrative base in Braamfontein can co-ordinate the

decentralised operations. It also means that staff capacity for short-term planning

in all areas (including the more specialist fields such as budgeting/financial

planning) will have to built More consideration will also have to be given to the

" ...least well developed area ... of fundraising " (Director, Organisation B)

With the restructuring of the organisation, it has been found that policy is a useful

basis for decision making, and there is a constant re-working/re-creation process

happening in the organisation. Once again, there is tension between the idea of

policy as a basis for organisational decisions, and those who would prefer those

decisons to be made communally.

4.2.9 StrategicPlanelng
The organisation was prompted to undertake a strategic planning process because

of the decision to change its focus from student-support to teacher and school-

support. In addition, the changing political, social and economic context and

pressure to begin the pilot phase of the programme neccessitated a long term

plan:

" ... In 1992 ...we began to encourage the participation of any interested teachers.

In the process we realised we could utitise our financial and material resources fur

more effectively by running in-service teacher training and upgrading

programmes than by tutoring relatively small groups of pupils, Saturday tuition

was ...a band aid ...not capable of addressing the more fundamental aspects of the

education crisis;' (Organisation B, Plans for 1994, p.4)

Because of the fluid nature of the the environment. strategic planning has taken

place annually. The first phase of the planning was done in the 1993. In tile

present year, the mission and the vision have been revisited. the internal and
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external environments considered, (analysis of strengths, weaknesses,

opportunities and threats) and the immediate and crucial issues for success re-

examined. Once the immediate issues and success factors had been identified, an

action plan was worked out using the GANTT chart, and the Logical Framework

Approach. When this year's sessions have been completed, there will be six-

monthly follow-up. The review will be backward-looking and will be run

internally.

The strategic process itself was seen '0 be very technical and repetitive, with little

clarity as to the different areas of the process. While the staff saw the "taking

stock" (Administrative Maaager, Organisation B) as useful, they failed to see the

benefit of their participation, mid felt that the management could have done it

alone. The comment Wa.3 made that people "don't like to think" (Financial

Manager, Organisation B), which is interesting, given the high levels of creative

and highly educated staff in the organisation. The use of an external facilitator

was valuable in that he brought together all the elements of the process.i'' and it

was "... good to begin with a neutral person because strategic planning is

sometimes seen ... as a right-wing, management activity" (Financial Manager,

Organisation B).

IOThe strategic planning programme: PHASE I
1. summary of key issues and their implications
2. SWOTanalysis
3. Prioritising of issues
4. Review of the mission and vision
5. Review of the culture, values and standards.
6. Reconciliation of philosophy and culture with the mission
7. Strategic planning for the critical issues

The Strategic planning process: PHASE 2
1. Finalising the mission statement
2. Strategic issues
3" Goals-structure-objecti ves-outputs-activltles
4. Strategic and action plans
(Use of the GANTt' strategic action plan to translate critical issues into strategic actions.)
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Because it is concerned with goals, outputs and results, strategic planning

somehow "went against the grain'; (Financial Manager, Organisation B) for the

organisation. It was seen as a separate process where staff performance would

not be judged (which may have added to the fact that some of the staff could not

see the importance of their participation). Strategic planning also came at a time

when NGOs are being tlueatened, donors have become more important, and

people are talking about impact. Since NOO relations have ill the past been

concerned with empowering peopie, not management, and it was easy fr-' staff to

see the process as "spirit-threatening"(Financial Manager, Organisation B),

especially given the creative and dedicated people working for the organisation.

The strategic planning involved all staff, including the three part-time staff

members. The trustees, the advisory committee and stakeholders weren't directly

involved, though the teachers were represented by the Matlafalang Working

Group, and the Vaal regional staff identified community issues. The donors. as

stakeholders were not represented. Itwas acknowledged that this was one of the

weak points of the process, and that the stakeholder body needs to be re-assessed

to attain a "dearer understanding of the donor-setup, the teacher setup and the

community setup." (Financial Manager, Organisation B.) Perhaps part of the

reason that the stakeholders were kft out of the process was because stakeholder

participation raises difficult questions of power, ownership and trust. If, for

example, it WlS acknowledged that the community owned the -ganisatioa, it

would mean that the community would have to be reflected on the board, which

could be threatening to the trustees - who had already questioned whether a new

mission statement needed to be developed in the planning. I I (A situation which

had been foreseen). Power therefore becomes an issue, and the comment was

made that the organisation was "in fact owned by whoever had power at the time"

(Financial Manager, Organisation B) This echoes the tensions between trustees

and staff.

---.------
11 The Director of Organisation B believed that even though there may not have been a need to
develop a new mission, it was important for staff to develop a mission of'their own.
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The most obvious tensions in the process came about in prioritising needs, and

needs application, and again it was between tht .r ,irt~nistl'ative and the

operational staff. The issue was seen to be management needs versus operational

needs (responsiveness to the environment). The MatIafalang Working (;fOUp felt

that they knew the working conditions which were not a. 'fays able to be

concretised in the way demanded by the strategic planning process. They feltthat

planning was structured by the administration (who also did the internal

facililtation for the process), without the necessary input from the Matlafalang

Working Group. and because of this the strategic planning didn't really touch the

practical dynamics.

The tJifferences in outlook between the different groups on the staff also made the

nilssion-deriving process conflict laden, as the different visions for the

organisation were not related. (Though it was reportedly much easier in 1994 than

it had been in 1993) This is in part because the organisation is subject to the

critical viewpoints of staff whose ideas fall outside central ANC positions and

may be more black consciousness oriented. These staff members felt that vision

emerged from practice rather than from planning.

While strategic planning didn't change ideas about why the organisation exists, or

the way that it fulfils political and social needs, it did give direction to changes

and highlighted certain areas of need.

The planning also highlighted a sense of commr-ity, and brought. out the

organisatlon's weakness in terms of'its human resources. A tension emerged

between the need to expand activities and consolidate work already done.

Capacity was therefore an issue, and yet the process brought out the strengths of

the system as it is at present.
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The value ef'the strategising was seen as different tor different members of the

planning team, and tensions were formed in the different camps. For the

administrative staff it was seen as a way of enabling the organisation to change

and develop, to help it think in a certain way, and to define -rl organisation that is

more streamlined and proactive, From this viewpoint, ~xte111C~pressures

demanded changes such as a more hierarchical structure, a more management-

related and product-related focus. Other members of staff felt that strategising

would bring about a "colder" organisation with little interface between tasks and

personal needs. "Corporate ideas" (Financial Manager, Organisation B) were

problematic, because a people-centred NOD should have a good stock of people

qualities, A product focus does not consider human relations, people, needs and

job satisfaction (concerns which further underline human resource weak•nesses).

The strategic process was evaluated by the staff after each session. Given the

constant divisions and tensions that the process engendered, it was - surprisingly -

considered to be worthwhile. The management of "(heorganisation concluded

that the way in which the planning changed in the future would depend upon

what the organisation wished to get out of it

4.3 Case Study Three ~Organisation C.

4.3.1 Backgroundand oissioll statement
Organisation C is a Saturday School which was founded in 1989 by its parent

school whose campus and facilities it uses, ?t'\d to which it remains closely

affiliated. The school is situated on the Jukskei River, in a relatively isolated

rural environment about fifteen kilometres outside Fourways, Johannesburg. The

original focus of the school was to provide Saturday tuition in maths, science and

English to children in uandards three, four and five from the immediate

community. After a year it was found that s'udent numbers had dropped from

thirty-nine children to eight children, and so it was decided to change the focus.

97



In 1990, the organisation began to accept children from the lower-primary and the

pre-primary, with the object of developing language and basic mutuematical

concepts that could be built upon as pupils moved up in the school. The change

proved successful, and the school expanded each year so that it now tutors

children from Graue 0 to ;jtandard 7. It also employs teachers who are language

specialists, who cope better with children who have a diverse set of needs and

abilities.

Since the inception of the school there has been a change in terms 01 the

communities from which the childrc« me drawn. Whereas they originally carne

from the immediate community, tne number of pupils coming from the

neig'ibouring townships of Katlehong, Tembisa and Kagiso has increased

dramatically.

T~eschool aims to reinforce and consolidate what the children learn during the

week. It runs within the DET calender, and with reference to the DET syllabus.

It seeks to meet the individual needs of the children and where possible, provides

them with extra stimulation and activities such as talks and outings.

The Saturday School functions within tilt! mission statement of its parent school

which is:

"".to bring a dynamic and integrated education to students, crossing the barriers

of race, creed, class and gender. The school works in an integrated way with the

community by sharing resources and experience ..," (Exerpt from funding

document, p.l)

The Saturday School recognises that apartheid has disadvantaged many black

children, and assists pupils in its surrounding community by offering extra-

curricular programmes t(l uplift the academic, social and emotional levels of the

pupils.
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Given the above, the objectives of the Saturday school are:

1. To help many more local and township pupils to grasp the necessary maths

and English concepts appropriate to their level, and to have a solid cognitive

foundation in these vital areas.

2. To help manv more pupils to pass through their current level at the end of the

year, and to enter mainstrcai., education, thus fulfilling their potential.

3. To help pupils to attain an academic level high enough to enter the existing

T.E.D. and private schools, thus resulting in tf.e potential for self

advancement.

(Funding document, p. 3)

4.3.2 Structure of the o:rgani!lat~(m

The school has grown significantly from the original three teachers and a

principal, rn nine teachers and a principal. The teaching staff are all highly

qualified and experienced white teachers, most ofwhom teach full time in Model

C or Model B schools. They therefore have little developmental experience.

The Principal manages the Saturday school and reports to the Principal of'the

parent school. The parent school has a governing body and a board with a parents

association for the preparatory school and a foundation for the high school. There

is a finance committee which operates for both schools.

The clients and stakeholders of the Saturday School am seen to be the pupils and

their parents. There is little awareness of the stakeholder roles which the parent

school, the teachers. the surrounding rural schools. the community and the

township schHl)ls might play. The parent school especially, plays an important

stakeholder role us it has provided the funds to keep the Saturday School going

for the past year. It is important for the parent school to keep the Saturday School

open, as it is In line with their ethos and their mission statement, which includes

community involvement. In reality though, the Saturday School does not provide
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this, as it attracts only a small number of students from the immediate rural

community.

The school seems to be unclear about its outputs, acknowledging that they are

difficult to ascertain. It is difficult to evaluate the extent to which Saturday

1U;.. makes a difference to a child's overall education, and no real attempt has

been made to achieve this. The question therefore becomes whether helping

children to enter high school and model C schools is really an output. If a growth

m pupil numbers can be seen as a mom measurable outcome, then outcomes have

definitely increased a" the school began with 30 pupils in i980, increased to 117

in 1991 and to 180 pupils in 1994. Very little of this growth has been planned,

and there has been little planning between the parent school and the Saturday

school, and between the Principal and teachers of the school itself Most of the

planning that is done is financiaL

4.3.3 Externalfnflaenees
The RDll and.education policy changes have had little or no impact on the

organisation, and most of the influences that have impacted upon the work of the

organisation have been logistical problems such as transport. These were brought

about by changes in the pupil intake from local children to township children .

.Ihis influenced the school in other ways too, as township pupils have more

money and attend "relatively good township schools" (Principal, Organisation C).

The parents of the township pupils are also "more committed and motivated to

educate their children ...urban parents want their children to succeed ...It is difficult

to get the immmediate community actively involved in development." (Principal,

Organisation C).

The Principal believes that within the urban environment (ie. among the parents

of the the children who come from the surrounding townships), the school has a

lot of legitimacy (credibility) as the parents have really seen their children
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benefit from the opportunities that it provides. This is aided by the fact that

because the township schools arc relatively good, and the children can build on

what they have already learnt, concepts can be readily readily transferred ro the

Saturday school. There is however a lack of legitimacy in the immediate rural

community, with only 13% of pupils being drawn from the community to which

the school is targeted. The Principal acknowledges that if the school is to remedy

this situation and is to playa role in the new dispensation then it will have to

change and develop, The teachers need to specialise in teaching English as a

second language. and find teaching materials that are relevant to the experiences

of the pupils. There also needs to be an ongoing identification of the changing

needs of the school and the wider community which it serves. "The flexibililty

and freedom of the programme makes it very difficult to monitor and evaluate its

success" (Ex-Principal, Organisation C), and therefore to make the necessary

changes. In addition there is a sense of resistence among the teachers (who have

taught in the same way for a number of years), to make the changes.

4.3.4 Budgeting
When the school receives funds from donors (which they have not had since

1993). these are controlled by the accountant at the parent school. The Saturday

School has a very good idea of what it needs and what it actually spends. Salaries

make up the largest amount, with the only other real expenses being rent (which

is put into the proposals, but is not actually paid to the parent school), and food

for the children. The parent school pays the Saturday School teachers after the

Principal has submitted the claims.

The fund allocation ..s set by the proposals have a limited flexibililty, as the school

does not have funds. When there was funding, and there was money left over, the

money could be used flexibly, at the discretion of the Principal and the teacher

body, The accountant at the parent school is concerned with making the books

balance. and not where the money is spent, Because the parent school is currently
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supporting the Saturday School, the school functions literally at its the bottom

line. This is seen to be a very difficult situation and is "very limited" (Principal,

Organisation C) as it is not clear how long the funding will continue even though

the parent school wish the Saturday School to continue operating.

The donors like to know the breakdown ofthe budget, and they like to have

reports so that they can see that the budget and the aims (If the school coincide.

This is put down to the fact that because they do not easily hand over funds, they

want to know what, when and how these will be used. The Saturday School

reports to them every four to five months about statistics, finances and results

achieved.

The Principal believes that the school has a lot of potential, but the extent to

which this can be achieved depends on the avaliable funding (and on how long

the parent school will continue to support them) At best the budget restricts the

school to the basics, but the basics allow the school to function. This means

prioritising in order to keep the school going, and therefore the budget does 11U\

serve to identify problems or assist the school in the monitoring or the evaluation

of costs, which are fairly fixed.

At present the school plans its budget almost quarterly, Ithas a good idea of

where it is going, and how much money is needed, and the only real increases in

the budget are for inflation. On the other hand, the school cannot plan to grow

and develop - or even to continue working - as they don't have the income to

cover even the basics, at present the parent school is acting as the sinking fund.

4.3.5 Marketing
The primary target market for the school is the immediate community, though in

the main it no longer really serves this market. When the school was established,

it was felt that the children at the local farm schools were particularly deprived
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and it was they who needed the input. This market was not ultimately met

however, for no particular reason except that it is seemingly the urban (township)

parents who realise the importance of education and are eager for their children to

get assistance. This means that the school no longer really has a particular target

market, even though the head of the parent school is still keen on meeting the

needs of the original target group (as perceived). The Principal of the Saturday

School feels that as long as the school remains open, and can be of benefit to

pupils >;t1 • < ~i:t:yt:OIne from - flu. school is still achieving its objectives.

This situation creates a tension between the ohjectives of the Saturday School,

and its parent school which at presei t supports it financially and whicn would

achieve Ii greater legitimacy within the local community by having local children

accepted into its high school.

The market position of the school in the local community is poor, but in the

surrounding townships it is good, which is seen by the fact that the school is

always inundated with children on the first day of the year, and by the fact that

there are always children on the waiting list. (After a number of weeks of

unexplained absence, places are filled by children on the waiting list)

Given this situation, the Principal acknowledges that the local community is the

market that HI' "chool should be trying to reach, but that this is difficult because

there is a language problem, and because the local farm schools do not all have

telephones. In addition the perception is that schools tend to see the Saturday

School as a threat because they do not really understand what the organisation is

trying to do. The Pincij.al admits that they may be approaching the situation

wrongly as " ...maybe ...we're just used to dealing with white schools ...there is a

huge gap"

Although the school is well positioned in the townships, the Principal plans to see

the heads of the schools in Kagiso, as she feels that they are not really aware of

the work that the Saturday School does. Most of the information about the school
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is passed around by word of mouth - by the parents of the pupils who receive

reports and attend the assemblies.

The school identifies appropriate sources of funding as large corporations which

';·...tend to.allocate to smaller projects." (With changes in the funding

environment this may no longer be true, however.) At the same time these

organisations cannot be counted upon for funds as they often donate one year and

do not donate the following year. An example of this would be JeI who gave

Rll 000 in 1994, but who have warned that " ...restructuring could entail

significant changes in the nature and volume of our CSI funding." and advise

that " ...it may not be possible to continue ...support in the future." (Funding

Letter, leI. 7 October 1994)

The organisation is aware that there is increased competition for fur g and that

donors have to be more careful about who they are allocating to. They have thus

begun to structure requests for funding "far more carefully", though it is

questionable as to whether this is enough to assure continued funding, given the

very tentative and difficult funding environment.

4.3.6 Human Resources Planning
The Saturday School staff have generally worked for the organisation for a long

time, and are aware of how and why it works. Because the school operates

weekly, most of the human resource functions that take place at the school, do so

on a very informal basis. Staff evaluation tor example, is done by the principal,

who is merely "aware of what happens in the classroom ..." (Principal,

Organisation C). In addition the staff know their pupils and feed back to the

principal how they are doing, The Principal believes that it is quite easy to see

whether a staff member is doing his or her job, although " ...none of this is written

down. it's more just a feeling." She does admit that this may need to become

more formalised. and that ultimately there may need to be a staff evaluation form.

She does not state why this may need to be done however.
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Staff members are employed according to their experience and their enthusiasm.

Because this is very different from the usual type of teaching 'Yith which they are

involved (T.E.D., Johannesburg Northern Suburbs), the staff are motivated on a

personal level in terms of the job that they are doing and the cause that they are

fulfilling. The rewards of the job provide staff with positive reinforcement. and

the principal makes an effort to accommodate their personal needs in terms of

time and leave. No formal training is given to the teachers, either in appropriate

teaching methods or in the ethos of the school, and training is therefore merely a

"learning curve" (Principal, Organisation C). At the same time, staff are highly

qualified and specialised, and are able to make use of their different talents in the

classroom. Unfortunately the capacity to extend these talents across the school is

limited. as time is limited, and because most of the teachers are already using

their specialisations which are either in English or in Maths. It is felt that if more

funding were available there would be more scope for the school to offer support

in other areas such as remediation.

Staff salaries are not linked to performance, although it has been considered.

Also under consideration are ways in which staff might be rewarded for "going

the extra mile" as many of them do. At the same time the Principal recogni=s

that this situation may cause problems, ar 1 brings up questions as to who has the

right to evaluate the staff and how they are evaluated. The salary structure itself

is set at fifty rand an hour for teaching time only, No holiday or overtime pay is

received and only the Principal receives a nonthly salary. The Principal believes

that the staff are generally satisfied with their salaries, but the tax which they pay

is very high at twenty five percent, and there is no way of getting around this.

There is no formal staff performance appraisal, and the only way of ensuring that

staff function effectively is through ongoing and open communication between

staff and principal, so that the Principal knows what is happening in the
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classroom and in the school as a whole. This means working as a team. and

assisting one another in an open and communicative manner.

4.3.7 Planning for donor funding

Although the organisation is ostensibly financed by donor funding, the school is

at present being carried financially by its parent school. The children pay a

nominal fee of forty five rand per year to attend (fifteen rand per term), more to

give them a sense of ownership than to assist with the payment of expenses. (This

was done at the suggestion of a prominent community leader.)

The Canadian Embassy was originally the school's anchor sponsor, but they

stopped funding the organisation after three years because their focus had

changed. Since then there have been four major funders ( AECI, Johannesburg

Consolidated Investments, ESCOM, ABSA Bank and S.A. Breweries) which

have funded on a short term basis. In 1994 most of the funding dried up, leaving

JeI as the only remaining funder. All funds have been attached to the project as a

whole with no cond.tions, except for a report or organisational information

presented in a specific way. The project is therefore donor-driven to the extent

that its future hinges on its ability to find funding. at the same time the school

could not accept funding that imposed conditions conflicting with the principles

governing the teaching and learning process.

While its funding has dried up in recent years, the organisation sees itself as an

attractive option for funders, believing that it is successful on two levels (though

this success has not been measured):

1. The children get better schooling opportunities as an outcome of the

programme

2. The children become more successful in their existing school environment.
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4.3.8 Short term plannin(( ;
All classroom planning is done on an ad...hoc basis by the teachers themselves.

Any other planning is done on a weekly basis during the Saturday morning break.

This planning is clearly informal, and suits the teachers most of whom have been

teaching at the school for a long time and do not need more planning time .. Each

year is more formally planned at its start, but even this is done in a relaxed

manner, once again because "...things are up and running and the teachers ...are in

the swing of things." (Principal, Organisation C) Importarv v ues for the term

are discussed at its..beginning. The Principal initiates, and is responsible for the

short-term planning process.

The relationship between long-term plans and the short-term planning process is

mainly financial: ie. how the organisation can please its donors. and whether it

will be able to mise enough funds to continue its work in the future. Other issues

such as capacity building, ownership and legitimacy seem to have little impact

upon the planning process. According to the Principal, the actual planning

methods used by the school have changed so that donor needs can be r.iet. 'Iris

involves "a constant evaluation of donor needs" (Principal, Organisation C).

Other new issues involve ways of making lessonsmore relevant for second-

language speakers, and successfully preparing children for the parent school

entrance examination. This issue raises questions as to who decides what skills

are necessary for passing the entrance exam, and whether Saturday School is

wholly responsible for enabling children to meet these requirements,
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CHAPTER FiVE

5. eft c::~ STUDY ANALYSIS

The three case studies were analysed using the methodology prescribed in the

previous section. For ease of reading, the analysis has been organised into the

same six divisions used in the case studies. These correspond roughly to the

important areas of organisational activity, and are therefore areas in which

planning is likely to take place.

The analysis win begin with a brief look at the different background, function and

mission of the three organisations as these serve to highlight some interesting

points about the basis upon which organisational planning took place.

5.1 Background and mission, structure and external influences.

While all the institutions were founded as a response to the inadequate provision

of education in the apartheid era, both Organisations A and B focused upon

INSET, the In-service education and training of teachers. Organisation C worked

directly with the children who have, and still are, suffering the consequences of

an inadequate standard of education

Organisations A and B have operated for a considerably longer 11sriod of time

than Organisation C, being eleven and eighteen years old, while ' 'Iltion C

has only operated for five years. A longer period of functioning in a. Iatively

stable environment (ie, apartheid) may have enabled the two older organisations

to develop their planning capacities over the years, In addition, Organisations A

and B operated on a full-time basis and employed a number of' .:JrtIwhich meant
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that among other things, a capacity to nlan for sustainability, co-ordination and

control would have to have been dev ed,

The mission statements of both Organisations A and B focussed on changing and

reconstructing education in its widest sense. They therefore contained, and were

informed by transformational principles such as empowerment, participation and

accountability. (Refer to case studies One and Two.) It was interesting t(j note

that while Organisation B began as a Saturday school, it gradually recognised that

this was merely an ameliorative solation that could not address the more

fundamental aspects of the education crisis, a process which brought about

fundamental change in the institution. Organisation C however, still functioned

as a Saturday school which atttempted to "uplift pupils" (Principal, Organisation

C) rather than effect long-term changes. Itworked within the mission of its parent

school, and while this mission spoke of " ...working in an integrated way with the

community ...") the school was not:'} reality able to provide a service for the local

children. As a high risk organisation (in terms of the definition given in Chapter

Two) it should have been planning for a changing environment, though this may

have been particularly hard to achieve as it was not able to identify, own and

fulfil its OVvTI mission statement. In addition, its service was not sustainable in the

long term as it functioned within the parameters of the old order. (Although this

does not mean that it was not providing a service which was both valuable Wid

worthwhile.)

All three organisations underwent fundamental operational changes at different

stages of their development. This change took place early in the history of

Organisation C, while more recent changes affected the other two institutions.

For Organisation A, this change was structural, wuh the integration of five

regional projects into a national programme. Plannmg tuerefore tended to involve

operational and co-ordinaition issues as well as (and perhaps more importantly)

the philosophical unification of the programme as a whole. For Organisation B,

change was fundamental, affecting focus, function and. structure and necessitating

research which preceded the implementation of the pilot programme, This was in
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line with a recogmtion that if the organisation was to successfully address

reconstruction issues and continue to provide a vital service} then strategic change

was inevitable. Planning for organisation B thus involved bringing the different

areas of activity into line with the mission statement, rdnciples and operational

needs of the organisation. Following its original change in focus, the structure

and function of Organisation C remained ti ~same, and planning therefore

involved mostly operational issues.

5.2 Budgeting

As the largest of the three organisations, Orgrmisation A probably had ,>~c:rp~st

formal and sophisticated budget plan. The organisation had a financial m, '...ager

and msde use of an ongoing budget cycle which included realistic plans and

Ludgets that enabled the organisation to achieve its objectives. Budgeting from

the zero-base helped to forge the important links between the planning of the

bcdget as a set of figures, and the operational needs of the organisation. The link

between operations and the budget was strengthened by the fact that much of the

budgeting was done at regional level by managers who were primarily concerned

with the effective ,.···:lctioning of their programme, this meant that budgeting and

costing was closely tied to project objectives and activities, which should allow

for effective allocation and monitoring of resources ,

The fact that regional budgeting had to tie in with the national ligures, and the

regional managers were given the opportunity by the central managers to "defend

his/her budget" begins to hint at some of the tensions that seem to exist between

the national office and the regions. In this case they concerned "issues of money

and authority." (Refer to Case Study One) 'i'hese tensions may have been further

exacerbated by ti.,.~fact that National Office carefully controlled the budgetary

process by providing regional managers with budgetary guidelines and a detailed
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line item budget.12 While the tight central control may have caused some tension,

it was the means by which the organisation co-ordinated, planned and prioritised

the allocation of resources in terms of the differening needs of the regions. In this

way the ongoing budgeting cycle constantly took them back to their vision,

mission. and strategic plans.

'7'his link between nnancial control of the organisation and its authority and

power- base were also highlighted by Organisation B, who attributed this to the

change Hum a collective management style to a more hierarchical system of

administrative line functions. While there was a (acknowledged) tension between

the administrative staff and the operations staff in this and in ether areas of

organisational activity, Organisation B put its budget plans together with a lot of

input from its operations staff to ensure a workable (operational) base. While the

budget was believed to be a control mechanism, it emerged more as a way to

control organisational spending and financial planning than an organisational

control/co-ordination mechanism. As with Organisation A, budgeting for the

organisation was carefully detailed and seemed to be realistic in terms of'meeting

the needs of the organisation and its objec.ives. The fact that the organisation

was small and operated from one office, meant that the issue of co-ordination was

110t as important as it was in Organisation A, and meant that the financial

manager could personally sur -rvise and motivate operational budgeting and

expenditure.

While Organisation A did Hot see itself as being donor-driven, (refer to case study

one - donor funding) it admitted to the fact that donors shifted the focus of the

budget, and when donors chose to fund a specific area, this particular area became

more important in terms ofthe budget and more important in terms of

organisational activity. This raises questions :If, " .• the: extent to which i1l1

12In informal discussion it was admitted that regional rranagers ha.( sonic (lbkL'tion:-. ,0 ih,.~
central control of the budget process. The more participative proc- '\mt had been usn! :11 the
past had been found ineffective, and it was felt that ulttmntely someone had to he respnnsthle fI.)1'

decisions concerning the allocation of resources.



organisation allows itself to be influenced and conditioned by donors, a theme

which is raised again in other areas of activity.

Both organisations recognised that the budget was flexible, and could - within

limits . be steered to meet the changing needs of the organisation. They both

believed that this could be done in terms of what was specified in their proposals,

and was therefore in line with donor requirements and the need for transparency.

This was particularly brought out by Organisation B who admitted that they

needed to be "careful that there are no contradictions." (Director, Organisation A,

case study two - sonor planning) This flexibility was achieved in similar ways by

both institutions, roughly reflecting the size of their focus. In Organisation A,

money was pooled nationally, and the amount of flexibility afforded was

determined by the National Office. This meant that money could be re-allocated

to a region with a need, from a region with a surplus. Organisation B realised

their budget flexibility by balancing spending in one area with saving in another

area.

Both Organisation A arid Organisation B acknowledged the importance of the

relationship between budgeting and the organisation's mission and long-term

goals. (Called strategic plans in Organisation A.) In Organisation A, long .erm

financial planning had recently been initiated. (A three year budget cycle from a

one year budget cycle.) This ensured that long-term goals were achievable in line

with the mission. This long-term planning was reviewed regularly (every six

months) to ensure its relevancy. At the same time, the organisation recognised

that long-term planning is synon nous with growth, which must necessitate

1'(0 ther i) r',anisational change leading to budgetary change. Congruent with this

1lbight was the fact that Organisation B had begun to address planning for

»rganisational change by budgeting for strategic planning. It also acknowledged

:ha'. this was only ,. "tart, that they needed to start budgeting for staff development

ar.) apacity building. Budgeting tor these could prove to be problematic -

pn ..'s!.tHably because they arc 110t easily quantifiable until processes have been
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determined and because of the uncertain funding environment and the

organisation's need to prioritise operating costs.

In contrast to Organisations A and B, Organisation C had a very simple budget

plan with relatively few expenses which were fixed according to the budget stated

in the proposals. Budgeting was done annually - for the short-term only, and

apart from teacher's salaries, no human resource or organistional development

was included. While in theory the budget was controlled at the discretion of the

school principal and teachers, the fact that the school had not been able to raise

funds and was being supported financially by its parent school meant that the

school in fact operated at the discretion of its funder.

This dependency again brings up the themes of power, authority and control

related to finance that were raised (though at a different level) in Organisations A

and B. They are also closely related to the questions of donor conditionality

touched upon above. Because the Saturday School had no funds of its own it was

completely dependent UP{,1' its parent, and was therefore forced to function on its

terms. This meant not only operating on the most basic of budgets, but that the

school had to prioritise 110t only in terms of what the budget set, hut in terms of

the dictates of its parent. It was therefore unable to plan in terms of its macro

environment, but had to plan instead to meet needs as articulated by the

mmediate/internal environment upon which it was dependent, While the school

may have had the potential to grow and develop, it did not have the capacity to

plan, which perhaps lay at the base of its own demise.

5.3 Marketing

The marketing strategies of Organisation A and Organisation 13were both

informal, though Organisation B included a marketing component in its 1994

Business Plan, and marketing for Organisation A was about to be formally

developed by a task group. Both organisations were beginning to recognise the

importance of marketing as '"",;1 dynamic component ofthe «rganisations's
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success" (refer to case study one.), and a way of improving the impact of their

product (Organisation B).

Both organisations attributed the need to develop a marketing strategy to

increased competitition in the field, but the focus of marketing in the two

organisations was quite different. While Organisation A recognised the

importance of the individual in the marketing strategy: "marketing should be built

into every employee in the organisation.", Organisation B looked externally to

build up networks and relationships. At the same time both organisations

believed that it was important to continue their involvement in various fora,

exhibitions erc., as this gave them the opportunity to make clients aware of their

work and to identify the needs of their market. Both these approaches seemed

fairly vague and unfocuse-', congruent with Drucker's impression that "many

non-profit organisations are very clear about the needs they would like to serve,

but they often don't undersand those needs from the perspective of their

customers, They make assumptions based on their own interpretation of the

needs out there" (Drucker, 1990, p.75).

Both Organisation A and Organisation B had originally used research as a means

of testing the market before they entered into it. Organisation A identified its

market with an analysis of high school science pupils. This led them to the need

for primary science education. Ol'g~UlbatiollBused (1. pilot programme ..the

Matlafalang Programme, to develop an llppropriate service. Bothorganisations

seemed to have identified their market fairly successfully: " ...what to sen, to

whom to sell and when to sell." (Drucker, 1990, pg 55) as they have both been

able to develop a niche market in in-service teacher training. A (subjective)

nssessment by the organisations reflected the fact that they considered themselves

to be generally well positioned in their market, though they both recognised that

this position differed from community to community and region to region. WhE.~

Organisation B measured this position in tCm1S of their relationship with the

community and the extent to which they were requested to work and participate

in community activities, Organisation A measured their position in terms of the
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extent to which it was able to cover the total number of schools in each region.

These different measuring tools may have been a result of their differing scope:

regional vs national.

The small size of Organisation B has led it to express concerns about whether it

had the capacity to meet the expectations of'the community. Although the

-ommunity expectations reflected a high level of receptivity/legitimacy ~and

therefore a growth potential, they created a tension beween the growth at)planned

by the organisation (which had to be in line with donor funding), and their ability

to service the market. In addition the market seemed likely to expand further

once the organisation established bases in the community and became more

visible. The limited capacity of the organisation seemed somewhat out of balance

with its stated intention to actively market itself in the communities through the

staff at its bases. Given its multi-faceted target market, (teachers, regional

educational administration, universities, funders, other NGOs, individuals and

consultants) the organisation. also seemed concerned mainly with marketing itself

in the community. Given that organisational growth is dependent upon the ability

to raise funds, there seemed little consideration of the donors <l;3 a target market -

apart from recognising the need to have a "structured fundraising plan" and ways

to "consciously cultivate" donors. This somewhat vague approach to a vital

aspect of the organisation may be attributed to the fact that no one person in the

organisation bore the responsibility for funclraising. This was admitted by the

Director Wf'.O has considered engaging the services of fund-raisers. (Refer to case

study two, donor planning.)

The need to build up a large donor base by carefully identifying the donor market

seemed to have been more carefully considered by Organisation A. Perhaps this

is a result of its larger size, and the fact that when the organisation became

independent from the Urban Foundation, it had tv find ways to expand its donor

base. The organisation, for example, consciously tries to all~'nits own

requirements to the giver's stated objectives; it highlights the benefits of the

programme for the donor, and it structures proposals to address the giving
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motives of the donor. 1t also uses funding data bases to identify appropriate

funding sources.

In contrast to the other organisations, Organisation C did not have a specific

target market, and the target market which it actually served (children from the

surrounding townships) was different to that which was originally intended.

(Children from the local community.) Because the organisetion was not meeting

the needs of its intended market, it was not fulfilling the objectives which its

parent school had set tor it. This would have ultimately assisted the parent school

in attaining its mission of "working in an integrated way with the community by

sharing resources and experience ..." (Refer to Case Study Three.) Because the

parent school supported the Saturday School financially, it PUt pressure upon the

Saturday School to meet its market, even though the intended market was not

receptive to the service that was being provided.

Unlike the other two organisations, there was little evidence of Organisation C or

its parent school having done any research into the needs of the local community.

It seemed in fact, as though the parent school had decided/or them what they

needed, as well as how to fulfil those. needs. This was evidenced by the fact that

the school had to change its focus very soon after it became operational, as well

as by the fact that the structure and functioning of the school were actually more

appropriate for a different target market than the one intended.

Further problems with marketing the school to its intended community may be

attributed to the fact that all the Saturday Sd1001 teachers were white and had

little development experience, having come from more sophisticated Model C

and Model B schools. This meant not only that the school lacked legitimacy in

the community, but that there was a language and communication barrier. This

seemed to be understood by the principal: H •• .rhere is a huge gap ..:" but she did

not seem to know how to approach the situation.
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5.4 Human Resource Planning

Tbe strongest theme that came through in the human resource planning

inter "dews, was the careful selection of a certain type ,·,;qi~mwho shared the

vision, and who believed in the cause of the organisation This type of person

was seen to be self-motivated and, elf-challenged, ensuring that staff were able

to sell the organisation to clients. Mintzberg (1994. p. 4i3) suggests that

"Organisations wi strong cultures. rooted in distinctive hi stories , tend to elicit

strong commitment from their people ..." This type of per SOH vas described by the

Financial Manager of Organisation B as "an NOO person" and was believed to be'

.....inn ative and creative enough to carry out many different tasks.t'(Refer to

case study two)

For Organisation A, operations st..ff'(who mak c~up a large part of the total sta,l)

were usually sf'(~opdedfrom their different education departments and then

released bar,f' he schools after their period of service with the organisation.

These staff were generally primary science teachers who had participated in the

programme. and they were usually leader-teachers who were dedicated to

education. While Organisation A recruited their staff carefully, their formal

training programme encouraged staffto be flexible and innovative and to exercise

their own discretion within the curriculum. This ensured that human resource

planning fitted in with the organisation's mission to improve the quality of

science teaching and to empower science teachers, In addition, dedication,

commitment and ownership were encouraged by giving staff full participation in

decision-making processes. The regional structure allowed managers to

recognise the talents of their staff and to give them the opportunity to realise

those talents, though this was all. :'lformal process and was probably not practised

by all. managers.

Omanisation B also selected its staff very carefully to fit into the organisation,

~md,,'r pvintm\.,ilts were influenced by a variety of factors which included skills.

qualifications and vaiue systems. Commitment and a sense of ownership was
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fostered by including all staff in organisational visioning and management. This

was made possible by the fact that the organisation was non-bureaucratic, and

consciously sought to be inclusive and democratic. Although staff did not go

through a formal training and mentoring process such as was given by

Organisation A, new staff were informally mentored in a supervisory process by

the other members of the team.

In line with the necessity to employ dedicated staff, was an organisational

commitment to staff development. In both organisations, staff development

through self-study that would benefit the organisation was encouraged with a

system of grants and loans. In Organisation A, career pathing was fairly

informal, and there was a recognition that the non-hierarchical structure was not

conducive to promotion. In Organisation B, a recognition of the need for career

pathing had developed as the organisation changed. Reflecting this, skills

development had become a part of a long-term career development path so that

organisational development and personal development were linked. This is in

line with Senge's idea that the total development of people is essential for

organisational strength and excellence. (Senge, 1990, pg 146)

In Organisation C, tne commitment and dedication of staff members, and the kind

of staff'mems-rrs selected was also highlighted. Staffwere selected both for their

experience and their enthusiasm, and they were believed to be reinforced and

motivated by the type of job that they were doing and the cause that they were

fulfilling. Because of the part-time nature of the organisation and its small size,

110 attention was paid to formal staff development, though the principal did admit

that there was a need to look for new ways to meet the needs of the children and

the developmental situation In which they worked.

In all three organisations team work was seen to :: ' central to the functioning of

the organisation. This may be seen as one of the characteristics of an NGO-type

person, and 1S important because NOOs are usually quite small and people have

to work together constantly to get work completed. In Organisation B, team work
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was believed to help staff to associate more closely with the end product. This not

only made the work challenging and varied, but further developed commitment

to, and a belief in the caus. This may have been true fJr the other organisations

as well.

In all three organisations there was an awareness of the need for some means of

performance appraisal to build upon staff strengths and to highlight areas of need.

Staff appraisal had not been formally practised in any of the organisations, except

on an informal basis by one of the regional managers in Organisation A. In this

organisation a performance appraisal system was to begin in 1995, while in

Organisation B, the director was currently working on a policy for the system. In

Organisation C, staff appraisal was completely informal, carried out by the

principal who was simply "aware of what is happening in the classroom ..." (Refer

to Case Study Three ~Human Resources)

In all three organisations, staff appraisal was discussed with apprehension, and in

Organisations A and B, the interviewees referred openly to staff resistence to the

process. Organisation B described it as a "threatening" process (refer to case

study two). and one related to the apartheid education system. (In the DET the

"merit" system was dependent upon the teacher being appraised on his or her

classroom performance. This was done by an inspector, and was often believed

to be an unfair and biased process. Salary levels were in pat t dependent upon the

number of "merits" accrued by the teacher.) Both organisations acknowledged

that evaluators would have to be neutral, and appraisals would have to be carried

out by different people including regional managers, peers and board members.

This might make it less threatening. It is possible that the threatening nature of

the process may have also been linked to it being something new. a perception

that it was a "corporate" tool, and therefore not really applicable to NGO staff

who might have believed that their dedication and commitment were more

important than their performance.
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In terms of their salary structures, all three organisations believed that their salary

structures were "fair" to "high". They believed that staff were generally satisfied

with their salaries, though each organisation higulighted a tension related to a

particular aspect of the pay structure. Both Organisations A and B mentioned that

there were some problems with the rationalisation of salaries. In Organisation A

this had to do with secondees from the education departments who received a

number of perks that other employees did not. In Organisation B, there was a

large difference betwee- employees on the highest scale and those on the lowest

scale. In Organisation C, the only salary problem was that of tax, about which

nothing could be done.

While none of the organisations linked pay to performance, they acknowledged

that this might be the case in the future. Once an effective performance

evaluation process was in place, it could be linked to an effective merit pay

programme which could be used to further motivate employees. While this might

increase tensions concerning performance and pay; in a democratic environment

with participatory management structures, merit pay could be based Oil

participative goal setting, and the contribution of the individual to overall

organisational goals. (Since both Organisations A and.B refer to staff

involvement in decision-making, and since Organisation B commented

particularly on its inclusive and democratic structures, the development of a merit

ray structure might prove to be both a challenge and a development issue for the

orga ni sati ons. )

5.5 Planning for donor funding

In their u. .....,1' planning, it was 1110st apparent that the two larger organisations

(hich were at a relatively low and a medium risk respectively) had thought

carefully about the p..oblems and the possibilities of an uncertain funding

env'ronment. 'IlH: smallesr organisation, which was considered to be at the

highest fisk in terms III funding, while being aware of the problems, had done

very little to counter them.
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None of the three organisations generated their 0\\,11 funds (with the exec; .")nof

Organisation C, which charged a token school fee for their services.), and uiey

were therefore completely reliant on donor funding which came mainly from

local donors who pledged funds from one to three years. (Only Organisation A

had a bilateral donor.) Although their donors were currently large corporations

and foundations, both Organisation A and Organisation B were planning to

appeal to smaller donors by providing opportunities for project funding and by

selling a particular area of interest to donors. They felt that this..would attract

local donors who W~ .•ted to fund projects in their own constituencies, and would

give donors .greater ownership of the programme. In support of this strategy,

Hafner, quoted in Drucker suggests that " ...for a non-profit organisation to be

really successful, you have to have a lot of people caring about how it does. You

mt that donor to take ownership in your programme." (Drucker, 1990, pg 86)

Both Organisations A and B had considered thf" possibility of self funding.

Organisation A saw this in terms of charging for consultancy services to the

Education ministry. Organisation B seemed to have considered the possibility of

becoming self generating far more carefully, with plans to work tor the state, by

training subject advisors and inspectors, as well as plans to become formally;

accredited which would give them the wherewithal to charge fees.

It seems that the funding environment is at present extremely ill-defined and

uncertain. (For example, Organisation. B stated that thinking around changes in

local funding were not clear, Organisation A believed that donors felt that the

government may not necessarily be the most efficient delivery system for scarce

resources, Organisation C believed that large corporations like to fund smaller

projects while Organisation B suggested that they prefer to fund projects with a

national or provincial impact.) Organisation A recognised that the difficulty with

funding innovation was making it operational. This means developing strategies

for converting plans and ideas into actions ~which neither organisation had been
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able to do. While reporting to donors was obviously considered important and

was carefully carried out on a regular basis, (where necessary individual reporting

takes place - Organisation B, monthly reports are "religiously compiled" -

Financial Manager, Organisation A.) there seened to be little move towards a

long term strategy nt focussed on the donor and his/her needs as a vclued

customer of the organisation.

Another important theme that emerged from the case smdies, was the

commitment of all three organisations to their missio .. , vision and values, and

their unwillingness to compromise these. Although both Organisation A and

Organisation B described themselves as "donor driven", this was only in terms of

money sources and to the extent that donor condit.onalities met the organisation's

objectives. All three organisations stated that if these conflicted with their

j31~jectivesor their capacity to carry out projects. then they would be obliged to

turn down funding, The same dedication seemed to pervade when it came to

questions of accountability, and both Organisation A and Organisation B believed

that there had to be a balance between accountability to donors, clients and the

organisation's vision and mission. This could be achieved by creating a

congruency between the organisational mission. its budgets, proposals and

operations, and by creating a transparency and a clarity between those who fund

and those who receive the fundin: A " ...synergy between the mission statement

and what the donors wanted •.." (Case Study One)

5.6 Short Term Planning

A comparison of the three organisation's short term planning processes show that

there was a large gap between the type of planning done by Organisations A and

B, and the planning done by Organisation C. While the two former organisations

planned at a number of different levels, (formal, informal. ad-hoc, long-term and

short-term) the latter organisation plannned on an informal basis for both the

short-term and the long-term. Itwas also very clear that while the two larger
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organisations planned for operations, administration and organisational

development (for example the need to move towards participatory planning; the

need to consider the comequences of decentralisation) the smallest organisation

really planned for its operations only. with no attention paid to organisational

planning.

Organisation A in particular, had a systematic. approach to planning in which the

year plan was close. ,,' . j!}lted to the monthly plans mid the weekly operations

plannin~; These plans were carried out in detail at all levels of the organisation,

In this way. long term ;;>lanning was carefully related to the short term plans.

Given this relationship, and the systematisation O~,the process, it was interesting

to note that the Financia' Manager admitted that 110t all staff (only those at a

certain level) Were aware or the relationship/continuity between what they did in

the s v" term, and the f(..ng term plans of the organisation, Systematisation

thereto.e, may not always be an appropriate way of drawing the relationships

together.

Structurally, Organisation A was decentralised with five regions drawn together

by a central administration. It seemed that most of the long-term planning

(finances, development etc.) was done by the central administration, while the

regional structures did most of the short-term planning (operations, non-

routine/ad-hoc planning). While this meant that an staff were involved in the

planning. i~strictly limited participation in long-term and strategic planning to

certain individuals (in the central administration) which probably helped to

generate the perception that decisions were centrally made in a top-down manner.

(Refer to Case Study One) These were the same kind of tensions that emerged

with the budgeting proce- ....and while management acknowledged the difficulties,

it is unclear just how an organisation which originally consisted of separate,

loosely related structures, could be unified into OHI'! prosr.mme both

organisationally and in spirit, especially as a decentralisation ofstructure had

necessitated a centralisation of power and authority. The relationship between

centralisation and decentralisation also emerged in Organisation B, but as an



iSSU0 which management were aware would probably emerge in the future as the

organisation decentralised from the central office to the townships.

Perhaps because it was a much smaller structure, Organisation B seemed more

able to accommodate the different planning styles favoured by members/groups

of stal" (Although it was acknowledged that there was a tension between these

groups - refer to case study two, short term planning.) Althcugh most of the short

term planning was done on a formal basis, there was little formal systemisation of

plans among the staff, except for a fortnightly staff meeting. This meant that stan

worked as teams which carried responsibility for their own planning, rather than

having a manager who ultimately bore the responsibility.

As with Organisation A, all the staff in Organisation B wert; involved with

planning for the short-term. Unlike Organisation A however. there was a strong

clarity about the relationship between the long term plans and the shore-term

plans. It seemed that the task of the Director in planning was less that of co"

ordinator and ultimate decision-maker, and more that of the person who brought

staff back to the organisation's priorities, thereby ensuring a clarity/unity of

vision. The tact that all staff were involved in the strategic planning process

probably added to this clarity.

Organisation A acknowledged that changing needs were bringing about changes

in planning methods. The perception that planning was top-down, and that the

organisation had lost its "humanness" had led to a call for more participatory and

transparent decision-making processes. (Processes that management saw as

problematic, because although they were ideal, they were very difficult to

achieve.l'') While grounded in reality. these perceptions were probably informed

both by an awareness of the political/macro environment as well as by the

perception that centralised, systematic planning was a threat to the inherent value

i l In "'1 informal discussion with the management of Organisation A, it became clear thai these
problems had recently ~rcatzd major divisions in the organisation that the management were
trying hard to reconcile. The previously independent statu; ~.. l1Cregions, together with: strong
cadre of'regional managers may have exacerbated the problems.
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systems that seem to be so vital to the functioning ofNGOs. 14 Mintzberg

supports this by suggesting that organisations with a stron. mlture, history and

commitment may not easily accept the "calculative nature of planning" which

may seem "...ezcessivcly impersonal and techno, .atic in such ideolgical

organisations, which prefer to rely for coordination on the standardisation of

norms through socialisation and indoctrination," (1994, p413) The question is

whether management will he able to deal with these tensions creatively so that

they help to unify the organisation, or whether they will ultimately institutionalise

polarisation.

While Organisation B 'vas able to operationalise the democratic and participative

planning processes that Organisation A believed were "ideal", it was aware that

structural changes in the future might bring a need for systematisation, and

centralise" co-ordination. They saw this as an opportunity to "build staff

capacity" 'however, (refer to Case Study Two) rather than as a means to centralise

control. (This meant that staff would have to be trained to deal with issues of

finance and management so that they could administer these successfully in the

regional offices.) This shows a different conception of decentralisation to that

practised by Organisation A, and while some tension existed between the

administrative and the operational sides of the organisation, if this can be

checked, decent!' aion may successfully allow regional workers the authority

to make .....decisions in the execution of central policies" thereby devolving

decision-making authority. (Allen, qcoted in PLANACT, 1992)

While both Organisation A and Organisation B believed that their short-term

planning processes were successful, they beth relied on subjective evaluation

r ...we run into few crises, ommissions, etc ..." Diree .'1", Organisation B) as

neither had undergone a formal evaluation of its administrative processes."

14'nlese were discussed in more detail in the section on human resources.
150rganisation B has undergone external eva Illation of a number of other aspects of the
organisation.
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Organisation C also believed that its short-term planning was successful:

..... things are up and running and the tl,icni' ' ",:~ in the swing of things."

(Principal, Organismion C)

In Organisation C the ad-hoc and informal planning approaches may have seemed

appropriate for the operational issues, (given the part -time nature of the

organisation and the fact that the teachers were expected to prepare themselves),

but it meant that the concerns of planning were limited to issues that influenced

the organisation externally, (SUC~las finances, donors, teaching methods and

examination requirements) Planning did not take into account the internal

organisational environment and its strengths, weaknesses and capacity tor

change. Given the very high risk factor that the organisation was facing, the lack

of strategic thinking and planning seemed surprising. It may have been that the

financial support of the parent school, together with the fact that no-one really

owned the school (neither parent school. teachers. pupils nor parents) mitigated

its need for change. It is also possible that the capacity to think and pian

strategically was lacking, as the principal had no management experience and the

relationship between the parent school and the Saturday School were particularly

tenuous and complex.

5.7 Strategic Planning

Strategic planning was only undertaken in the two larger organisations,

Organisations A and B. Discussion around strategic planning will therefore not

include Organisation C. Given the pronounced difference in the size and scope of

work between Organisation A (fifty employees, national scope) and Organisation

B (ten full time, three part time employees, regional focus), it was interesting that

both organisations chose to budget for, and commit themselves to a strategic

planning process. Strategic planning was not (l donor conditionality, but it~,

implementation may be attributed to strong leadership, foresight on the part (\1'
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management, and an acknowledgement that long-term sustainability may be

dependent upon effective organisational development.

The actual strategic processes used in both organisations were fairly similar,

though they made use of different models to achieve the same ends. These

included an exploration of the organisation's vision and mission, (ie. its purpose)

the interdependenc.es of the internal and external environment, the systems and

structures of tbe organisation (ie. its subjects) and its strategic and action plans.

(Its goals and timeframes)

In both organisations the process was begun by an independent facilitator, but

ultimately continued by its management. In Organisation B. the

management/administrative function implemented and facilitated the follow-up

process. In Organisation A, the decentralised organisational structure

necessitated that the strategic planning process be taken into the regions by a

contingency group. This consisted of top/head office management, who

implemented a similar process. In both cases the capacity for strategic planning

was invested in the management cadre, which produced tensions similar to those

that emerged in the different areas of organisational activity that were discussed

above.

In Organisation A the importance of an inclusive strategic process was stressed.

and the initial planning involved trustees (ie.board members), managers (regional

and central) and regional stakeholders (members of the Principal Regional

Committee.) No donors were involved. In Organisation B which functioned

intemally along democratic and communal lines, all staff members were involved

but the input of trustees and other stakeholders was limited. Harding (1994, pg

10) believes that participation can serve a number of different functions tor

NGOs: it "can be a vehicle for ...gaining access to local information about a

situation ...a means by which a local beneficiary community exercises control over

such activities, or gains greater insight into their position ...in the use and

management of resources." Given these diverse and important functions, wider
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participation in the strategic planning process (particularly in Organisation B)

may well have ensured a richer and more informed outcome. Conversely it could

have made the planning process even more difficult as it might have raised issues

of power: between the board, the community and probabr: ..the n !~nag<!~neTlt.

"Stakeholder participation raises difficult questions of po , er, 0'11.\ -crship and

trust." (Refer to case study two - strategic planning.) Harding rec, gnises the

complexity of participation, saying that: "At the heart ofthe ambiguity in

participatory development are issues of power and complex ones. What seems

crucial In assessing the practice of "participatory development" is not the fact of

"participation" per se, but who decides the scale, level and terms of participation,

311.:1 who controls theframework it takes place in.;' (1994. p, 11)

The difference in the emphasis that the two organisations put upon the strategic

planning process was marked. While Organisation A emphasised the process

and how it was carried out and developed within the national structure;

Organisation B emphasised the product - the tensions and concerns that emerged

from it.. in this organisation, the process was seen to be fairly technical and

repetitive and staff reportedly failed to understand the necessity of their

participation. They believed that strategic planning could have been done by

management alone, and saw the precess as external to their work. In addition,

the process was seen as going "against the grain", threatening the spirit of the

"creative and dedicated people working for the organisation. This response to

planning again highlights the very strong value base of the organisation, and its

reliance upon a certain type of staff member.

In Organisation B the strategic planning process generated further tensions

between the management cadre and the operations group. The stresses that arose

here once again paralleled those that arose in the other areas of organisational

activity. They revolved around the product focus of strategic planning and its use

as a tool to enable the organisation to change, develop and become more

streamlined and proactive. While the administrative unit upheld these values,

operations staff felt that strategic planning did not take account of grassroots
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working conditions, and therefore was not able to be responsive to the

environment. Itwas believed that this was because the planning WDS structured

and facilitated by the administrative unit without the necessary practical input

from the Matlafalang Working Group. In addition, this group believed that the

vision of the organisation should emerge from practice rather than from planning.

As they were in the other areas of planning, these tensions were openly

acknowledged and acccmmodated by the planning process. Mintzberg suggests

that different planners have different values in an organisation. The more

creative thinkers are able to open up the strategy making prr'sess by providing

offbeat approaches to issues, while those which are able to programme strategy,

and see that it is operationalised.are unlixely to ask "searching, radical and

ridiculous question')" (Churchman. quoted in Mintzberg, 1994, pg 394). It seems

thai both conventional and non-conventional planner were present in

Organisation B, ensuring that tensions were creatively handled and operationalf

effective. This may explain the seeming contradiction between the negative

responses to the planning process and the final evaluation of strategic planning by

the staf,f as "worthwhile." (Refer to case study two - strategic planning)

While the tensions created inOrganisation B may be attributed to different

planning styles, resistence to the strategic planning of Organisation A seemed to

be that much stronger, again highlighting the stress between the central and

regional management, the centralised and decentralised functions. This resistence

was clearly acknowledged by management: "The process has not been completed

in the regions where there has been a major resistence to the process, particularly

from those regions that had been with the Urban feu-dation for a long time", and

from the fact thai the communication process needed refining because

information about strategic planning was "selectively filtered to recipients."

(Refer to case study two, strategic planning)
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As a much larger organisation (than Organisation B) with a strong regional

management and a history ofvegional autonomy, the resistence experienced by

Organisation A is hardly surprising. and yet such strong differences were unlikely

to be absorbed into the 100g- term functioning of the organisation. The strategic

planning process was perceived to be yet another top-down decision-making

practice, reflected in the fact that the regions saw the planning as a way for the

national office to update itself as to what was happening in the regions. Given

that th ~first strategic planning meeting involved all the regional managers, it is

surprising that problems did not emerge here. (It is possible of course that the

staff simply did not voice them.) This meeting must have been to some extent a

"plan for planning", and a means by which to ensure that the organisation was

ready for the strategic planning process. Goodstein, Nolan and Pfeiffer (1992,

p.l8) say that the most important readiness factor fur strategic planning is the

leader's interest in, and commitment to the process; and his/her ability to sell it to

the strategic planning team ur.': the other members of the organisation. While one

does not doubt the commitment of the management (given the time and money

that was dedicated to it), it is pcssible that the regions were not completely sold

on the process, believing that they had been planning strategically all along.

130



CHAPTER SIX

6. CONCLUSIONS AND RECOMMENDATIONS

As..a set of articulated, integrated and interrelated decisions, planning determines

the different courses vf action that are chosen to accomplish the specified

purposes of an organisation. Planning is thus central to all the activities of an

organisation and to its outcomes: the extent to which it does - or does not -

achieve its intended results. Planning is not necessarily a formal operation. It is

done in many different way, from the formal articulation of long-term plans to the

informal, ad-hoc nlans that are made on the spot to deal with unexpected

eventualities. Planning is therefore the way in which an organisation achieves its

ends, makes ideas function, and achieves its objectives. It is the action-oriented

way in which ideas and approaches are made to work.

This research has identified and investigated six broad areas of organisational

activity as a means to determine how organisations plan. Although only two of

these areas (short-term p; .ning and strategic planning), were directly involved

with planning functions per se, the other four areas of activity were chosen as a

means by which to discover (across a broad spectrum) the extent to which

organisations were actually formalising and articulating their ideas about change.

They were also identified as a means to discover how plans, as a set of integrated

decisions, were being acted upon in such a way that the ideas and approaches to

change are actually able to work in practice.

The final chapter begins with some observations about the background, mission

and structure of the three organisations, as these served as an important base for

their planning functions and processes. As was done in the previous chapters, the

conclusion uses the six categories of organisational activity (budgeting,

marketing, donor planning, human resources, short-term planning and strategic
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'Planning) to order the case study material and make the relevant

recommendations. in doing this, it attempts to do the following:

•• It takes the observations that were made in the case studies (Chapter Four),

and the similarities, differences and themes that emerged in the data analysis

(Chapter Five), and it relates these to the theory base that was established in

the literature review (Chapter Two).

, It uses the theory as a base from which to assess the extent to which the three

organisations plan for ( ''1g~: the kinds of planning they do, the degree to

which plans are action-oriented ways. Pmaking ideas and approaches work,

and the interrelationships between long term and short term nlans,

• It makes recommendations as to how the organisations could build upon and

improve their planned approaches to change. This has been done both to

synthesise the themes and patterns that emerged in the analysis, and to present

options that might help these and other educational NOOs to make changes

that will enable them to cope proactively with the "largely uncharted route"

(Mintzberg, 1f\94, p. 109) that lies ahead of them.

6.1 Background, mlssion and structure of the organisadcns
The two older organisations (Organisations A and B) were formed in the

seventies and the eighties as a response to apartheid and therefore formed part of

that body ofNGOs that " ...helped to define, support and maintain political

opposition in one form or -ther" (Bernstein, 1994, p.:i9). Once apartheid had

been removed, so too had a part of their reason tor being. 'TIle organisations

responded to this in the early nineties, while they were both successful, by

implementing major change. Drucker believes this strategy to be " ...Practically

infallible: Refocus and change when you are successful" (Drucker, 1990, p. 66),

Because both organisations employed full-time staff and ran along interactive and

participative lines, they were owned by a variety of stakeholder bodies. Because

the sustainability of these organisations was important to these people, they had

the energy to motivate and to maintain the changes that needed to be made.
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Organisation C was formed in 1989 just before the end of apartheid (February

1990). While the organisation was exposed to the consequences of apartheid, it

was somewhat removed from its realities as it operated under the umbrella of its .

parent school with a body of white teachers. The end of apartheid was therefore
\ .,',

not the change catalyst fur Organisation C, that itwas for Organisations A and B.

Because it was protected in part by its parent school, Organisation A operated in

a fairly stable und rarefied environment. This environment denied it the need to

plan. Because the school was neither owned by ~becommunity, the parent

school, the teachers, the pupils or their parents, the energy to see the the need for

change and to drive that change process, was also absent.

For Organisation A the change process involved a structural unification, and with

it the philosophical unification that ensures that the entire organisation "exists for

the sake of its mission" (Drucker, 1990, pAS). In this arganisation the tensions

between the regions (which had previously been autonomous) which were

managerially very strong, and the centralised national authority, mitigated against

this. Because the central leadership appears to be strong however, there is a good

chance that planned change will enable the director to "focus group processes"

(Bass, 1990 in Van der Merwe, L. 1993, p, 235) so that the organisation csn meet

new challenges, sieze new opportunities and innovate. In so doing, the

organisation should develop a greater focus around its mission and vision and

become more unified.

For Organisation B, changes affected "focus, function and structure" While this

affected the management pnd the operations of the organisation, there was a very

strong sense of philosophical unity: '\ ..strategic planning didn't change ideas

about why the organisation exists, or the way that it fulfils political and social

needs ..."; "the staff ..function as a team who believe strongly in the cause towards

which the organisation is working" (refer to case study two). This philosophical

base seemed to unite the organisation even though there were certain tensions

relating to the way in which itwa imanaged. Drucker (1990, p. 149) says that

133



"For all this to come together, the mission has to be dear and s~mple. It has to be

bigger than anyone person's CW~'.l.c{ty. It has to lift up people's vision. It has to

be that something that makes each person feel that he or she can make a

difference ..." In Org::tn!3ationB it seemed that the shared mission made change

much easier to implement. This might be attributed to the fact that the

organisation is small and structurally centralised with a strong participatory e+
il

and a committed leader who continuously draws the organisation back to its

mission, vision and long-term plans."

6.2 Budgeting
In all three of the organisations, the theme that emerged most strongly around the

budgeti=g process was not the organisation's ability to budget (the budgeting

process seemed (0 be appropriate and relatively efficient and effective in all three

organisations), or what it budgeted for, but the link between money, authority ana

power, both within the organisation and between the organisation and the funder.

Because finance is crucial to the zustainability of the non-profit organisation,

planning fiil(h~e;;';'ht~r;omesa principal activity, and is closely related to issues of

accountability, tra .sparency and control. This was highlighted as much by the

relationship between the lack of planning and the dependency of Organisation C

upon its parent school, as it was by the issues and tensions that arose in

Organisations A and B around planning issues.

In Organisation A the budgeting process was _\ :malised and tightly controlled at

the centre, while allowing for a certain amount of flexibility( determined by the

Financial Manager) in the allocation and expenditure of moneys. The fact that

the budget was controlled at the centre may have removed it from the realities of

the regional operations and although regional managers assisted with the budget,

the realities of everyday operations may have made demands on regional

16Referbuck to Case study two, short term planning: o ... it is important for staff to be drawn back
into the original plan; ...a sense of clarity (about the long term vision) is a benefit".
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management that were out of line with a yearly budget cycle, This may have

contributed to the perception of budget as a central control mechanism that

evoked strong tensions in the organisation ..

Although the decentralised structure warranted some control to ensure the

effective use of resources, the budgetary precess needed to be less centralised as

it was perceived to be a top-down management process. A more negotiated

approach to budgeting (and some of the other activities of the organisation)

would have helped to valioate the complementary knowledge of both the centre

and the regions in the budget plan. This would lead 1:0 greater transparency, and

posssibly to a more creative and flexible budget than that being used. (In line

with Mintzberg's idea that formal planning drives out creativity (Mintzberg,

1994). It would also be a way to "involve the doers in planning" (Pennington,

1972, p. 3; in Mintzberg, 1994, p.31 J, so that any problems associated with the

implementation of the budget could he pre-empted. Although management were

aware of the need to manage more participatively, they highlighted the problem;

associated with it.n Facilitating changes in organisational culture may well be

difficult, hut at the same time finding ways around these problems may be vital if

the structural and philosophical unification of the organisation is to be successful

In Organisation B, budgeting seemed to be a more negotiated, and therefore a

more flexible process. (Perhaps because the organisation smaller and was

structurally centralis=d.) It was also appropriately tightly controlled, though in a

less formal manner than in Organisation A While the changed organisational

structure had necessitated a changed budget process (from a one year to a three

year cycle), it had also changed the management style that controlled budgeting.

It therefore seems probable that it was less the budgeting process that gave rise tf'

tensions associated with it, than the new, more hierarchical style of managen.

that also brought about tensions in other areas of activity. These tensions are

17 " ... staffforget that hard decisions have to be made around the allocation of scarce resources"
Financial Manager, Organisation A.
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congruent with the idea that NGO staff are "anti-management" (Clarke, 199~,

p.84 )~and Harding's notion thai'."managment is the antithesis of democracy and

empowennent"(l994. p. 3). Tensions around li1e budgeting process in

Organisation B :Ijri not appear to be detrimental to its functioning, and the budget

appeared to be tra.. '1;,: nt to the: staff and to the donors.

In Organisation C the budget was stable, and changed only wt.,h inflation. While

the budget itself seemed realistic and closely related to organisational coneity, it

reflected the lack of change in the entire organisation, It also showed that the

organistion operated or priorities only. The tact that no itUDcation was made for

organisational or human resource development showed an mability to plan

strategically for the Ion_;4term. Because the parent school supported the Saturday

School financially, it held ultimate power that affected all areas of the

organisation. It also meant that the decision to close the school was

uncontested. 18

Because Organisations A and B were not reliant on a single donor, but had a

fairly broad donor base, they were not as high risk as Organisation C. The

dependency of Organisation C upon its uonor allowed the donor to become all-

powerful, which severely restricted any planning that the organisation could

undertake. This highlights the importance for NO Os to find innovativ: ways to

create a broad donor base, or to find other ways in which to sustain themselves.

While the idea of cost-recovery is felt by some to be inappropriate, it may be vital

to ensure long term survival. Organisation C could, for example, have considered

charging a minimum fee per child per Saturday, to cover teachers salaries.

(Negotiated with the parent body.) This could have been supplemented by

funding from a local drive (perhaps run by the parent school) to "sponsor-a-child-

a-term", cz a similar fund-raising effort..

13 The decision to close the school prompted strong reactions from the founding principal and the
parents of the school and moves are being made to change to school into II self-funding
organisation that is supported in-part by the pupils of the parent school. The school will be co-
ordinated by a committee of parents, and will be run by m'e of the mothers.
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Budgeting for organisational change had only just begun in Oganisations A and

B, and had not taken place in Organisation C. While Organisations A and B had

budgeted for (and implemented) strategic planning, and Organisation B had

mentioned the need to start budgeting for change, in practice little (budgetary)

attention was paid to developing the capacity of the organisation. While it .,~,

difficult to start budgeting for the unknown, the effective implementation of all

plans and activities is dependent upon this capacity. Provnting the resources for

this is therefore essential. NOOs therefore need to recognise the importance of

organisational development, and actively to seek funds for it., They could begin

by developing their own capacity-building program: with any extra resources.

Budgeting and «osting would then develop with the programmes, and costs could

then be realistically written into future proposals.

The other themes that emerged in bu-iget planning were those of transparency and

accountability. Both Organisations A and B 3~ accountability and transparency

ill terms of their donors, other stakeholders such as staff clients and communities

were not considered, Both organisations believed that the budget could (unless

specified by a donor) be used flexibly, while remaining in line with donor

requirements and proposals. They also stressed that regular reports included a

financial and a narrative update of activities ~this allowed accountability in terms

of'finances, resources and services. Interestingly, none of the organisation

mentioned ways in which they were accountable to their clients. This may have

been because services were present provided free to clients. Given that the RD'P

says that "NOOs must adopt transparent processes and operate in a manner that

responds with accountability and democracy, to the communities they

scrve"(RDP, 1994); it is recommended that organisations start developing options

to improve their accountability to clients. The earlier they begin to develop this

capacity, the more it should benefit them. NGOs which have already

demonstrated transparency and accountability arc likely to gain the credibility
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which will assist them should they have to start tendering out their services in

terms ofRDP funding. The following suggestions may provide some options:

• Make financial statements and accounts available to the client on a regular

basis

• Collaborate with the client around the definition of services and agree time

and/cost based budgets for the assigntoent

• Define mechanisms that ensure feedback from the client as to the quality/cost

effectiveness of services received

• Define an end point to mark the completion of the project, and develop an exit

strategy

(Options derived in part from the Report to the Commission of the E.C. and the

Kagiso Trust, October, 1993)

6.3 Marketing
In the context of increased competition, both Organisation A and Organisation B

had begun to recognise the importance of marketing. Plans to do this were

presently informal, with a view to becoming more formal. Given that marketing

involves a "planned approach to excl. r.ge relationships with constituencies"

(McLaughlin, 1986, p. 183; the formalisation of the marketing process is likely to

bring it to the tore and ensure that it becomes more action-focused. Though

informal, the marketing approaches of Organisation A seemed more developed

than those of Organisation B. While Organisation A recognised the importance

of the individual and collective networks (fora, exhibitions etc.) in marketing,

Organisation B saw marketing in the context of its external constituencies only.

The approaches of both organisations seemed fairly vague and unfocused. This

may point to the fact that many non-profit organisations do not actually know

what marketing is, and the benefits that it can bring to the organisation. In

addition, marketing is often associated with selling and advertising, with the

values of the for-profit sector and with "unprofessional or unethical oehaviour

and ...values' (Me Laughlin, 1986, p, 184). The fact that Organisation A had



developed a task group to look into the marketing issue should prove to be a

positive step in understanding the marketing process.

Given that both organisations felt their position in the market was good, and there

were positive indications that this was SCI9, it is possible that the organisations

marketed their product innately- ietuitively building it into the design of their

service as Drucker (1990, p.53)recomm.:nds. This may be attributed in part to the

NGO staff and to their commitment, as staff who believe in their work should bc

able to sell the organisation 1:0 the client through their ongoing dialoguewith

clients.

Because there WR'i a tension between the growth potential of Organisation B, and

its capacity to meet the expectations of the community, there is need for a

carefully structured marketing strategy. This strategy should consider the market

as a whole, and must try and balance the needs of the donors with the needs of the

community. It should also be a part of the total management of the organisation.

The organisation is presently concerned mainly with community needs. which

while understandable, is out of line with i~Jreliance on lh !l' funding to .GICt!1

those needs. The organisation admitted that responsibility for fundraising was

unclear, a., issue which needs to be resol ved through the development of an

effective marketing strategy,

An effective marketing strategy would help ensure that Organisation B achieves a

more sustainable donor constituency. To do this they need to look more closely

at their donor base, involve their board in the issue, and try and educate and

inform their donors as to the' objectives. This should be doen by fomulating

funding requests so that they appeal both to the "hevts" and to the "minds" of

donors as Drucker suggests. (1990, p. 58) The development of a marketing

---_ .._-----
19 Organisation A worked in all primary schools in the Western Cape; Organisation B was often
asked to do more work in the community,
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strategy is likely to require a lot of careful thought and planning. and they might

consider forming a marketing task group to do this.

Organisation B had originally tested the raarket.before it entered it. This had

enabled them, to identify their market and develop and fulfil a niche for

themselves in the field of in-service education and training. It seemed that no

further market research had been done since then, however. Because the macro-

environment is changing so fast. and because the organisation had recently

undergone changes, they should perhaps consider researching market trends again

to develop a broader understanding of trends. This would assist them in

segmenting and targeting their markets correctly, and would ensure that the

service they provide meets market needs.

The confused objectives of Organisation C, and the lack of clarity about which

market it served was likely to have mitigated against its ability to market itself to

its clients and donors. Drucker (1990, p. 54) says that successful marketing

means "knowing what to sell, to whom to sell, and when to sell", The Saturday

School was not clear about any of these issues, A structured approach to

marketing would mean revisiting the organisation's vision and objectives. This

would probably mean breaking away from the parent school completely. Once

the mission and vision had been clatUled within the organisation, these would

have tl:: be sold to the parent school and its board in order to get their active

support. This would have to be an integral part of the change management

process, perhaps a part of' a flexible and negotiated strategic programming session

in which broad goals and objectives were set out in a problem solving framework.

As an independent organisation, the Saturday School could be in a good position

to develop a successful marketing strategy. With the support of the principal of

the parent school. and with the help of the pupils and their parents, the Saturday

School could provide a way for the parent school to fulfil its mission: ", ..to work

in an integrated way with the community by sharing resources and experience ..."
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(Excerpt from funding document, p.l). In this way they would be appealing to

the hearts and the minds of their donors in a new kind of donor-client

relationship.

To ensure further success, the relationship between the school and its clients

should be improved (Once the clients had been clearly identified). Parents, for

example, could become involved in the runningof the school, and these parents

would help to educate others as to the service that was being provided.

6.4 Human Resources
The loss of many experienced staff at a time when NOOs are dealing with the

($ftects of political, social and organisational change has brought the need for

;'mman resource planning to the fore. Human resource decisions arc, according to

cker, " ...the ultimate - perhaps the only control of an organisation ..."(Drucker,

!Q90. p. 145) As such, NGO staff are likely to playa critical role ill determining

how the organisation is able to adapt to change. Human resource issues such as

how to attract, recruit and develop high quality stall' are therefore central to the

long terrr success of the organisation.

6.4.1 Reeruitement and staff development
In Organisation A, plans to recruit and develop staff were formalised, action-

oriented and implementable. 1'L."y showed that there was an understanding of the

need for quality staff and they reflected an integration of short-term and long-

term plans. In Organisation B., selection and recruitement processes were

formalised but the approach to staff development was less formal ~although the

commitment to staff development was wry strong, and there was a broad

understanding of the relationship between long-term and short ..term human

resource plans.

In all three case studies it was clear that one of the most central. human resource

concerns was finding the right type of staff. Qualifications and experience were
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secondary to the potential, the values, and the commitment of the recruit.

Organisation A were able to control the quality of their recruiting to some extent,

by selecting employees from 'eader-teachcrs who had participated in the

programme. In addition the regional structure of the organisation nHowed

managers to optimally utilise the diverse talents of their employees.

Both Organisation A and Organisation B said that they nurtured staff

commitment hy providing a non-bureaucratic organisational structure, and by

including all staff in participative decision-making processes. While this

democratic and participative ethos may attract staff with the necessary

commitment, organisations have to find ways to develop staff if they hope to

retain memo Organisation A had implemented a carefully structured means of

doing this. Staff development included an intensive course of forme..l training,

allowed staff opportunities to attend conferences and seminars, and provided

funding for personal study .. This formal approach may be the result of a number

of factors. Firstly, Organisation A aimed to institutionalise its programme, which

meant that seconded staff had to be trained and developed to ensure their

favourable return to the school system. This made training and staff development

a key to quality control, upon which the success of the programme was

dependent. In addition, as a large NGO linked to the Urban Foundation, the staff

development policy of Organisation A was backed by sufficient funds and access

to a human resources department,

In Organisation B, the staff development function was less formal than that of

Organisation A. Although little formal training or mentoring took place, new

staff were suppported by their more experienced team members, and there was

very strong organisational commitment to long term staff development which

should form the basis of more formal and structured human resource functions in

the future. While Organisation A encouraged self-study, it was not as closely

linked to formal career pathing as it was in Organisation B where skills

development was seen as a part of a long-term career development path which
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linked organisational development to personal development. Although

Organisation A believed that a flat organisational structure was not conducive to

promotion, itmakes little sense not to motivate staff with a formal career pathing

process, especially with such a highly developed staff training programme in

place. This could be done bymaking it policy to fin vacancies internally, as well

as by formally implementing a time (possibly yearly) for managers and

subordinates to discuss career pathing and to map out possibilities. These should

include informing staff as to the opportunities available for them to develop their

skills, take on new responibilities and broaden (heir experience in different areas

of organisational activity. These discussions should be linked to long-term

human resource and organisational development plans.

In Organisation C there was little or no staff development, because most of the

staff were experienced teachers, Because the teaching that was done at the

Saturday School was very different to that which the teachers did during the

week, there was a need to develop a new teaching style. Because the needs of

second-language learners are so different to those of first language learners, it is

important to meet those needs through the use of appropriate materials and

teaching methods. For the Saturday School to develop their students optimally.

teachers should be exposed to more appropriate methods and must practise them.

This means that the implementation of a staff development programme for

teachers is very important. It could be done with the assistance of allNGO

experienced in these methods, and would require a commitment on the part of the

teachers to develop, trial and share a new materials base.

6.4.2 Developinga learning environment
While Organisations A and B seemed, (in theory) to be committed to the

development of a learning environment, there were few planned and co-ordinated

exchanges between personal learning and organisational learning. In times of

dynamic change, strategies and ideas tend to abound. It therefore makes sense for
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organisations to link personal learning closely to organisational1earning so that

strategies can be harnessed and i' strength and capacity of the organisation can

be built up from within. 81, should be trained and given responsibilities (which

mayor may not be linked to flnanclal incentives) in areas such as strategic

management, monitoring, evaluation, fundraising, financial management,

budgeting and marketing. This would spread capacity through the organisation

and would take some of the pressure from management. This improved technical

capacity would be complemented by an ongoing exposure to clients,

organisations, and information about the larger environment which could be

provided by a number of sources:

• the experience of CBOs and ot. clients

• otherNGOs

• other sectors of the economy and the political arena

• the experience of other countries

• training and information institutions

(Adapted from the E.C, Special Programme document, October, 1993)

A real commitment to organisational learning means exposing staff to learning

situations on a regular basis. Because NGOs are always so busy, this is likely to

be very difficult to achieve in practice. For this reason organisations should give

one or two members of staff the responsibility to co-ordinate organisational

learning and to facilitate opportunities for staff to learn together.

6.4.3 Performance appraisal
The issue of performance appraisal emerged in all three organisations. Although

none of the organisaitons had formally implemented the function, all three

recognised its importance as a way of building on staff strengths and highlighting

areas of need in order to make the institution more effective. Organisation A had

moved towards actioning plans for a performance appraisal system which will

become policy in 1995. While Organisation B was working on a performance
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appraisal policy, the process had not been formalised. Organisation C had not yet

articulated any form of performance apptaisal system.

The greatest problem with performance appraisal seemed to be its threatening

nature, particularly for those who associated it with the DET system and for those

staff who did not perform. Both Organisations A and B felt that having neutral

evaluators was one way to offset the threatening nature of the process. There are

however a number of other ways that this could be done. Firstly, organisations

must explain to their staff exactly how the process will work and why it is being

implemented (to assist with manpower planning, for salary decisions and for

improved productivity.) In addition, evaluation practices must be made

transparent, and should be deemed equitable and effective. Staff should be given

opportunities to ask questions and discuss any reservations. Secondly, the criteria

tor evaluation should be job related, with specific traits rather than bread

generalisations cited so that assessment does not become subjective. Thirdly, to

ensure that staff appraisal is effective, management have to be prepared to

commit the time to interviews and evaluations, and must be prepared to deal

fairly and constructively with the outcomes of the assessments. (Me Laughlin,

1986, p. 416) Once the evaluation/performance appraisal system is in place, it

could be related to a reward system or a merit pay system, should the

organisations feel that this could be of'benefit,

6.4.4 Salaries

Given that many NOOS have difficulty in recruiting suitable staff it was

interesting that none of the organisations reported difficulty in finding suitable

staff, and none of the institutions reported a high staff turnover. This may be

partly attributed to the fact that Organisations A and B had fairly well developed

human resource functions, and to the fact staff seemed satisfied with salaries that

were market-related or higher. Organisation C offered a good salary for only four
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hours work. and for most of the staff it was a welcome addition to their monthly

salary.

The issue of salary rationalisation in Organisations A and B needs to be planned

for before it becomes? cause for dissatisfaction. In Organisation B this should be

done by gradually closing the gap between the lowest salary and and the highest

salary. It should be carefully planned as part of the wider human resources plan

and should be implemented over a few years. Rationalisation could be more

difficult in Organisation A. as it is unlikely that the organisation could offer the

same benefits that secondees receive. (Which staff see as being unfair in terms of

equal performance) What the organisation could consider however, is a

structured motivational package which would include an additional performance-

related bonus. This should be implemented with strictly performance-related

criteria and could be done with the help of a human resources expert and the input

of all staff so that it is understood and seen to be fair and transparent.

6.5 Donor Planning

Although the three organisations knew that they had to change and innovate, and

had plenty of ideas as to where they CQ&~dbe going, donor planning lacked a

direction and was not action oriented. It also meant that there was little

relationship between long-term and short-term donor plans. This was probably

because the funding environment is presently so unsure and ill-defined, with a

lack of clarity as to how NGOs will contribute to the RDP. None of the three

organisations had developed a clear strategy that would enable them to translate

thoughts into action plans. (Although Organisation A had taken some pC"-'itive

steps in visiting the United Kingdom find out the possibility of develo, u:.g

funding Jinks with universities.) There was therefore little evidence of formal

planning as a means by which to cc ••• translate intended strategies into realised ones

by taking the first steps to effective implementation." (Mlntzberg, 1994, p. 364).
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All three of the organisations were reliant upon donor funds, and funds were

raised mainly from large corporate donors and foundations. Both Organisations

A and B had plans to diversify their funding to target smaller, (probably local)

donors who would be asked to donate to an area in which they were particulary

interested. (For example, Organisation B is considering an "Adopt-a-School"

policy, and Organisation A hopes to encourage small donors to sponsor a science

competition or olympiad.) Funding innovations such as these may well prove to

be a success. According to Hafneio (Drucker, 1')90, p.86), raising funds at the

community level can be extremely (financially) rewarding. This does not mean

targeting individuals only. hnt could involve small businesses who wisi. ..

become involved in comm •.mity issues. (Perhaps businesses in the townships who

want to become involved with the RDP.) Hafner believes that the strength of the

local donor is that he/she is more able to become "aquainted with what you are as

an organisation, what Y0'l! are trying to get accomplished ..." This means

identifying with the goals ef the organisation so that the funder may become an

important advocate for the ()Tganisation, being able to see the results in his/her

own community. In this way, fund developmenr" becomes closely linked to the

benefits which it holds for the community (Drucker, 1990, p.86.).

Because the funding environment is presently so ill-defined, the targeting of new

local donor constituencies should be a step towards the development of a long-

term, broad donor base. Hafner believes that building a long-term relationship

with donors is effective because it greatly reduces both the costs associated with

fund raising (Drucker, 1990, p. 86). The possibif 'nfbuilding up a long-term

donor base through smaller funders should therefo.e be considered by the

organisations to be an important strategy in terms of the changing environment

and the community-based focus of the RDP.

2°Executive vice-president and CEO of the American Heart Association.
21 Fund development is different from fill1\i ;::lisillgin that it creates a constituency that supports
the organisaiton because it deserves it (Drucker, 1990, p. 56).
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Organisation A recognised that the difficulty with funding innovation lay in

making plans operational, that is; f01 converting plans into actions. In order to do

this successfully, organisations need to do some research into the donor market.

They would then be able to focus the message of the organisation on the values of

the potential donor. This would be an important part of a strategy to target new

donors (smaller donors, for example) but it would mean that the organisation

would have to be very clear of its own goals and objectives.

Reporting to donors was important for all the organisations, and reports were very

carefully compiled to meet the specific requirements of thl" donor where

necessary. Regular reporting seemed to be the extent of communication with

donors however, and organisations need to plan ways to communicate more

frequently with their donors. While regular reporting is a part of showing donors

how vv.iiuable" they are (Hainer, in Drucker, 1990, p. 86), it is also important for

the funder to feel involved in the programme and to know how valuable his/her

contribution is. Organisation B, for example, admitted that they needed to do

more to "consciously cultivate" donors. This means building extensive

communication into any fundraising plans so that both formal and informal

contact takes place, and donors are included in the different phases of project

activity. This may be difficult in South Africa as there tends to be a "lack of

effective involvement by the funder"(E.C. Special Programme, October. 1993, p.

23). It may, however demonstrate a lack of capacity on the part of the funder

rather than a lack of will on the part ofNGOs. It is possible that this situation

may change with demands for greater accountability to donors and a move

towards smaller funders who are more involved in fewer projects.

The commitment of all three organisations to their mission, vision and ....lues was

an important t!.eme which emerged from the case studies, and one which Drucker

believes is essential for the implementation of a successful fund development

strategy. This is because the goals of the organisation relate directly to its
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mission, and these relate directly to the giving motives of the donor. A clear

vision also ensures that there is a congruency between the mission and goals of

tl.e organisation and the proposals and budgets that are presented to the donors.

While this congruency W.!S presen, in Organisations A and B, it was not present

in Organisation C. Whose goals were in conflict with those of the parent school

who were also their sole financial support. This may have jeapodised their

continued support and may have contributed to the d.ecision to dose the Saturday

school. This means that Organisations A and B i)ave a strong base from which to

develop action-oriented plans for fund development. Organisation C would need

to develop clear mission and vision before they could do this.

The mission also emerged as central to the ability or the organisations to be

accountable to their donors and their clients, to the creation of a "synergy

between the mission statement and what the donors wanted .." Both Organisation

A and Organisation B believed that there had to be a balance between the vision

of the organisation, and how accountable they could be to their funders and their

clients. While this may have been important, it was not clear how (or whether)

the were able to achieve this. Ideally it would have entailed making the goals and

objectives VCIY clear to donors and to clients at each stage of the programme. It

would also have meant ensuring that both funders and clients understood the

imnle.nentation process from the planning stage right through to the monitoring

and evaluation stages. This comes back to the importance (If huildine l.p an

ongoing dialogue between the organisation, its fundezs finel·~sclients on an

ongoing basis.

The dedication and commitment of the organisation to its mission may be

parallelled the ethos that emerged in all three organisations. Although informally

articulated, this ethos was so important that it pervaded many of the

organisational activities, and led to a concern that the development of a more

tunctional, production-oriented capacity might damage the inherent value systems
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of the organisation. (Refer to case study two) This makes it crucial that planning

for all areas of organisational activity finds a balance between maintaining the

open structures that acommodate the NGO ethos while facilitating til,. more

streamlined organisational processes that ensure innovative and creative service

delivery.

6.6 Short term planning
The analysis of short term planning methods made it I.~. 'i that the planning

undertaken by Organisations A and B involved a number of different levels:

formal, informal, ad-hoc, long-term and short-term planning., This was very

different to that done by Organisation C, who planned informalry and mainly in

the short-term. While its informal planning may have been appropriate to meet

its immediate operational needs (and the school did appear to run fairly smoothly

in the main), this type of planning did not help to ensure the long-term

sustainability of the school. Teaching staff were only involved in their immediate

planning needs, and because the school was a part-time operation, staffwere

unlikely to have considered the problems that were facing it in the long term,

This left long-term planning to the principal and the head of the parent school. A

more participative form of long-term planning should have It'd to a wider

comprehension of the problems that were facing the school, and would have

given the staff the opportunity to try and find solutions to the problems. The fact

that the limited planning capacity in Organisation A was not able encompass the

organisational processes necessary for change and innovation are likely to have

had a detrimental affect on its ability to sustain itself.

In Organisation A, planning processes were carefully systematised so that

weekly, monthly and long term planning were closely related, and detailed

planning was done at all levels of the organisation. Whik (lis type of planning

should have led to a broad understanding of the interrelationships between the

different levels of planning, this was 110t so, and only certain staff (managerial
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staff) were aware of the connections, This situation may support Mintzberg's

conviction that formalised planning actually undermines strategic thinking and

new ideas, while it discourages commitment and detaches staff with its "objective

calculations" (Mintzberg, 1994, p.176). He believes COl; versely, that

commitment flourishes where staff are allowed to participate in and own their

own programmes. It is possible that a less rigid planning system - perhaps a

system where staff discussed plannitl!T together as teams (together with their

managers who could draw •.infer, t levels of planning together) - might lead

to a broader understanding of the wl le planning process because "Through team

leaming the whole becomes smarter .han the parts. The disciplines of team

learning include dialogue, a form of talking and thinking together" (Van der

Merwe, 1993, p. 232) Team planning in this way might lead to a broader

understanding of the interrelationships between plans and their implementation,

leading in tum to a deeper commitment and unity in the organisation as a whole.

In Organisation A, there was also a clear division between the different types of

planning that were done, and those who made the plans. All the long-term and

strategic thinking and planning was done at the centre! while most of the short-

term planning (operations planning) was decentralised to the regions Because

the planners were also the implementors this may have led to a close correlation

between plans and operations, but it also meant that the capacity tor strategic
thinking, planning and acting was limited to certain individuals, It probably also

added to the perception that decisions were made in a top-down manner (which

had become an issue in the organisation), Moves by the organisation to develop

the capacity of staff at all level:;::2 should be seen as a way of allowing staff at the

lower levels to "suggest a strategic thrust, to improve a strategy or change it

fundamentally" (Mintzberg, 1994, p. 286).

22 As discussed in the human resources section, above
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In Organisation B, the staff shared a strong sense of clarity about the relationship

between long and short-term plans. This may have been because all staffwere

involved ill planning at all levels: both short and long term, and because the staff

shared a vision of the organisation which they had created themselves through the

strategic planning process. Van der Merwe (1993, p. 236) believes that there is a

compelling u.ed for.this kind of vision as it "draws the follwership forward". In

may also have added to a shared commitment in the organisation,

Organisation B was the only one of the three organisations in which the planning

role of the leader was distinguished. He emerged as the: person who drew the

staff back to their (planning) priorities to ensure a clarity of vision. The emphasis

was therefore upon his leadership, rather than his person, the leader. This was in

line with Van der Merwe's belief that "the need to resopond rapidly to changes in

a complex environment has made highly centralised ...hierarchies

obsolete ...System-wide leadership, learning and the creation of a community with

a common purpose more accurately reflects how successful contemporary

organisations are dealing with conditions of rapid change and increasing

complexity" (Van der Merwe, 1993, p. 236). This puts leadership into n central

role in organisations that are able to plan successfully for change ..

In Organisation A, centralised planning processes had led to the perception that

planning was a top-down management function, and that organisational values

(such as its "humanness") were being lost. This had led to a call by the staff for

more participatory and transparentdecision-making processes that were in line

with the political/macro environment. Conversely, Organisation B were moving

towards a more co-ordinated planning system as the organisation moved towards

a decentralised structure. While Organisation A, used planning as a way of

centralising organisational co-ordination without building planning capacity,

Organisation B recognised that decentralisation would necessitate staff capacity

as most of'the planning would be done by the staff in the regions. Mimzberg

believes that what he calls "ideological organisations ...prefer to rely fur co-
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ordination on the standardisation of norms through socialisation and

indoctrination" - that is, they do not rely on planning for co-ordination

(Mintzberg, 1994, p. 413). This means that organisations will have to find ways

to achieve shared vision and values, and to negotiate management processes so

that a balance can be found between organisational culture, values and the

processes that will ensure a relevant and flexible organisation that can deliver its

services effectively. In Organisation A it is likely that this will require a greater

commitment to participator; management processes and a devolution of power.

authority and capacity to all staff across the regions.

6.7 Strategic planning
Both Organisations A and B had chosen to undertake the strategic planning

process following the changes that had been made to their structures and their

functions. In this context strategic planning was not a means to plan fundamental

change, but a way to formulate and resolve the most important issues that they

were facing - a way to decide where the organisation should go in tenus of the

changes in their internal environment and the external environment.

Although the organisations did experience some problems with strategic

planning, they seemed to be ready for it in terms of the criteria set out by

Goodstein, Nolan and Pfeiffer (1992, p.18) and Bryson (1988, p. 12) Both

entered into the process at a time when they were vital and viable as

organisations. In addition they entered into strategic planning with the interest

and commitment of their leaders. Where the process may have fallen down

however. was in the ability of the directors to sell the process to the rest of the

organisation, and this may be one of the reasons wily they encountered so much

resistence. Under these circumstances, the first step to the planning should have

been to develop the necessary "skins resources and commitrnents'fbryson 1988.

p.12)
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Both Organisations made: use of conventional planning models which

implemented a highly developed process. (Organisation B described the model as

"technical and repetitive with little clarity as to the different areas of the process."

(Refer to case study two.) Mintzberg believes that formal planning such as this is

general1y rigid, and one which may discourage both creativity and commitment.

This could have been true in Organisation B~where staff rfailed to see the benefit

of their participation"; and where the comment w-s made that people "don't like

to think". (Refer to case study two.)

Although both organisations used strategic planning models which anticipated the

development of new strategies, they were actually both at a stage where the

fundamental changes had already been developed and to a large extent,

implemented. This meant that the strategies to be formulated in the strategic

planning process would have to be strategies which dealt with the consequences

of internal and external change rather than strategic change.

While both organisations were organised as flat structures and had a participatory

ethos, Organisation A actually incorporated a more representative set of

stakeholders into strategic planning than did Organisation B. Organisation B was

however able to involve all its staff members in strategic planning which

Organisation A did not. This may have been a way to skirt difficult issues of

power and control between the board, the organisation and the community.

(These issues emerged in discussion, and in documentation. There was no

evidence of any conscious decision to exclude them from the strategic planning

process.) The direct inclusion of the stakeholders in strategic planning may have

led to a richer and a more informed outcome, however.

The tensions between strategic planning as a management toot and the spirit in

which NOO work was carried out emerged again in Organisation B, where

strategic planning was seen as "going against the grain" of the organisation. In

Organisation A strong tensions could also be identified in the region's perception
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that "the National Office was using strategic planning to update itself as to what

was happening in the regions." (Refer to case study one, strategic planning). This

seems to support Mintzberg's allegation that formal planning tends to detach

staff. who do not feel a sense of ownership of the programme. For this reason it

does not engender a spirit of commitment (Mintzberg, 1994, p.176). In addition,

strategies that are derived from planning are perceived to he "imposed" upon

staff. regardless of whether they are functional or not (Mintzberg, 1994, p. 282).

These ideas would be congruent with remarks made by staff in Organisation B:

"The Matlafalang Working Group felt that they knew the working conditions

which were not always able to be concretised in the way demanded by the

strategic planning process. They felt that the planning was structured by the

administration ...without the necessary input from the MWG, and because of this

the strategic planning didn't really touch the practical dynamics" (Refer to case

study two, strategic planning),

It is possible that the resistence to strategic planning apparent in both

organisations may have been an innate feeling by the NGO staff that planning is

not an appropriate way to formulate something as vital to the organisation as

strategy. Because NOO staff tend to be a certain type (described by the financial

manager of Organisation B as "creative and dedicated"), many of them are likely

to be what Mintzberg has described as "left-handed planners". These len handed

planners tend to be "soft analysts" (Mintzberg, 1994, p.394), people who temper

analysis with intuition, people for whom it is more important to ask the right

questions than to find the exact answers (Mintzberg, 1994, p. 332). For these

people, strategy is likely to be viewed as "dynamic, irregular, discontinuous,

calling for groping. interactive processes with an emphasis on learning and

synthesis" (Mintzberg, 1994, p.). The Matlafalang Working Group in

Organisation B, for example, believed that "vision emerged from practice rather

than from planning." (Refer to case study two - strategic planning.) Strategies

that are the product of creative brains that can synthesize a vision, tend to be
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novel and compelling, according to Mintzberg. They can also take root anywhere

- particularly at the lower levels of the organisation - where people are involved

with grassroots processes. Formal strategic planning tends to separate the

strategists from the implementors, its emphasis on planning is also likely to drive

out the vision and the learning that are involved in the process of emergent

strategy described above,

By implementing a strategic planning process, organisations A and B were in fact

formalising and articulating their change plans. While both organisations felt that

the process had been useful, there was little evidence of the extent to which it was

action oriented and implementable. In addition, ifNGOs are going to appreciate

and accommodate the unique abilities of their steff to create and carry out plans

and strategy, then a formal strategic planning approach that demands

decomposition, analysis and rationalisation may not be the best way to do this.

A different approach may be more effective to achieve strategies that are

innovative, creative and doable, at the same time building a greater sense of

community, unity and shared vision.

6.8 A new approach to strategy
This new approach to strategy-making and planning recognises that strategy-

making in fact precedes planning, and that planning itself is closely linked to

action. Planning then, becomes not a way to formulate strategy, but a way to

programme and action those strategies that have already emerged. Mintzberg

believes that in times of change, emergent strategies tend to pervade the

organisation (Mintzberg, 1994, p.). This may be because so many options are

open, and so many challenges present themselves. These strategies have to be

recognised and channelled if they are going to be of use. Managing the process

successfully means creating a climate in which strategies can develop and grow.

This can be done by creating an organisation in which people are encouraged to

grow, learn and acquire the personal mastery which will enable them to see the
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interconnectedness of ideas, and be an active part of a "larger creative process

which they can influence but cannot unilaterally control" (Senge, 1990, p. 142).

In such an organisation there needs to be a contractual relationship between the

organisation and the employee. De Pree (Senge, 1990, p. 145) refers to this as a

"covenant" which he believes rests on "a shared commitment to ideas, to issues,

to values.to goals, and to management processes ..." This idea of a covenant

between employer and employee may be in harmony with the participative dthos,

democratic principles and the values of commitment and dedication exhibited by

the staff of so many NGOs.

Together with a commitment to a learning environment, NGGs need to create the

structures to guide the emerging strategies. This means establishing flexible

management structures that allow the decentralisation of decision-making and the

building of management capacity in all areas of the organisation. It means

developing and practising appropriate processes which might include

participative and democratic decision-making, teamworking and team building.

sharing and communication. Lastly~itmeans encouraging the development of

appropriate supporting cultures (such as equality, respect and co-operation), and

the advancement of broad "umbrella strategies'TMintzberg, 1994, p. ) to guide

the organisation.

6.9 A new approach to planning
In terms of the above. organisational planning needs to take place regularly as a

means of implementing strategies as they emerge so that they can become

deliberate, intended strategies. This planning should be scheduled to involve ali

staff, to disperse authority and to allow planning to be communicative, dynamic

and iterative: "...the wide participation of individuals in decisions and the

ambiguity surrounding formal authority may generate even greater uses of formal

analysis (planning) for communication purposes" (Langley, 1986, in Mintzberg,

1994, p. 411)). In order to build capacity for planning, it is suggested that
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responsibility for co-ordinating and following up the process is shared. so that

every employee is involved in the process, In hu-ger organisations such as

Organisation A, planning would probably have to be done in teams, and the

results of the planning communicated throughout the organisation. This might

mean that the staff member responsible for the team plan is also responsible for

telling the other teams about it. In a regional institution this might mean bringing

team representatives together for a feedback session a number of times each year.

It would then be the responsibility of the management team to set organisational

planning in the context of the team plans that had already been made.

Long-term planning thus becomes a very loose form of what Mintzberg describes

as "srategic programming" (Mintzberg, 1994, p. 409). This allows organisational

flexibility by outlining broad targets and milestones for evaluation. It allows

space to adapt to the "dead ends and creative discoveries" so that the organisation

learns as it progresses along what is very likely to be an unmapped course,

Ultimately then, plans should emerge as being somewhere ill between the specific

action plan and the general performance control,
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8. APPENDICES

8.1 Appendix One

8.1.1 Interview Schedules: Planning Method.s in Educational Non-
Governmental Organisations

Checkpoints for Respondents

lnten:im Que

B.ACKGROUNQ

1. What is the vision and the mission of the organisation?
2. How long has the organisation been running'?
3. When was it founded and by whom?
4. Why was the organisation started?
5. How has the organisation grown and developed over the years? Please

describe this in terms of the size, management, staff component, work
undertaken, funding and any major innovations and changes that have taken
place.

6. How is the organisation structured in terms of its management, staff, board
and trustees? Please describe how and why it is structured in this way.

7. Who are the clients and the stakeholders of the organisation? What role do
these people play in the running ofthe organisation?

8. How many staff members do you have? Has this number grown significantly
over the years? Ale you looking to increase this staff component? Why/why
not?

9. How have your outputs changed over the past two years?
10. What has influenced these changes?
11. What has been the role of planning in bringing about these changes?
12. What impact has the RDP and the new education policy had upon the

organisation?
13. What arlo!the other influences (both internal and external) that have recently

impacted upon the work of the organisation?
14. Would you say that the organisation enjoys legitimacy within the

communities with which it works? Why/why not? How do you deal with
this situation?
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15. Do you believe that your organisation has an important role to play in the new
dispensation? In what ways are you planning to develop, change and
innovate in terms of the rapidly changing environment?

Supporting documentation:
• Proposals
• Annual reports
• Brochures
(\ Sundrv : "'1"t'e~pondence

Interview Two

Bl]DGEIINQ

1. How does your budgeting system currrently function?
• How is money allocated to projects?
• How flexible are these allocations?
• How flexible is the 'bottom line'?
• Who has the authority to make the changes and decide on the 'bottom line'?
.. What role do the donors play in budgeting
2. How does your budgeting assist you in plsuning for a more rational

utiUsation of your resources'!
3. How does it help to identify problems, and methods by which to solve

those problems?
• How does it help you to prioritise and order your needs, and to sequence their

implementation?
• How does it asssist you in selecting the most effective courses of action from

the vari, ..it: alternatives that are available?
• Does your Vutl~"eting facilitate the monitoring and evaluation of projects? If

so. how?
4. Do you budget Gil an annual basis, or do you have a long-term plan?
• How does this long-term plan allow for the growth and development of the

organisation?
• Do you have a 'sniking fund'? If so, what does it provide for and where docs

the funding come from?
• How does it provide for changes in the external environment (eg. For the

RDP)
• Does the budget provide for innovation and change within the organisation'?
• How often do you review your budgeting to allow for changes'?

Supporting documentation:
• Annual budgets (2 years of records)
• Financial statements
• Programme and project budgets
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• Sundry documentation and correspondence
• Projected budgets

Interview Tbre~

MARKETING

1. What do you consider to be your target •market'?
2. What do you believe is your position in this market?
3. Have you tried to identify market needs from the perspective of your

customers? If so, how have you done this?
4. Do you believe that you have correctly identified the market needs and are

able to fulfil them'?
5. How do you put yourselves across/sell yourselves to your market?
6. Do you believe that you stand out in some way to the people whom you

serve? (Ie. Ate you convinced that your clients are completely happy with
your product?)

7. How do you identify appropriate sources of funding, and do yo, «ientify the
'giving motives' of YOU! funders?

8. How do you make use of this information?
9. Has increased competition in the NGO/education field made any difference to

your marketing strategies?
10. How do you and your staff incorporate a marketing strategy into your long-

term and short-term plans?

Supporting documentation:
• Market research material (where applicable)
• Brochures and advertising material
• Annual reports
• Advertising material

Interview Four;

ill.1MAN...RE£QJlRkES.

1. How does your human resouree planning fit in with the vision and the
missie» of the organisation?

• How do you ensure that all your staffbelieve in the 'cause' that underlies the
work that you do?

• How do you prevent the work from becoming 'just another job'?
• How do you ensure that your staff work as a team so that the organisation

functions effectively at all levels'?
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2. When you appoint candidates for a job, what are the overriding factors
that influence the decisions that you make?

3" Do you use make use of any of the following processes to develop your
staff members? (Or do you make use of other, similar:>processes?)

• mentoring
• skills development
• evaluation
• motivation
4. Is there an overriding ethos that influences how you develop and train

your staff members?
5. Do you believe that your are developing your staff members so that they

are going to ensure a better organistion in the future?
6. How do you promote and 'challenge' your staff members?
7. How do you matrh individual strengths to the key activities in your

organisation?
8. Are salary and bonus related to perfermance in any way?
9. What salary structure is used in the organisation?
10. Do you believe that staff members are satisfied with their salary and

employment benefits, or do you believe that these need to be revised?
Why/why not?

11. Do you conduct regular performance appraisals for all staff members?
\Vho conducts these appraisals?

12. Are there other ways that you use to ensure that your staff function
effectively?

13. How are these human resource processes built into the different levels of
organisational planning?

Supporting Documentation:

• Staff projections
• Job descriptions
• Appraisals
• salary structures
• reports
• memoranda
• sundry documentation

Interview Fiye

.PLANNING FOR.DONOR. FUNDlNQ
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1. How is the organisation financed? Is any part of the organi!tation seJf~
generating?

2. How many funders do you have?
3. Are they generally long-ten lonors or short term donors, or a mixture

ofthefwo?
4. Are they mostly bilateral or local donors?
S. Ismost of your funding 'general funding', or iIi it attached to a particular

project or programme?
6. What kind of conditions are attached to the donations that you receive?
• Are any of the funds interchangeable?
• Who makes the decisions that govern the allocations?
• Are you in a position to turn down donations that impose conditionalities that

conflict with your mission and values? (Ie, To what extent would you say that
you are donor-driven")

7. In what form, and how often do you report to your donors?
8. To what extent have political changes influenced your funding?
9. How are you planning to increase, diversify and imd innovative ways of

funding?
10. Do you consider your organisation to be an attractive option for donor

funding?
• (If yes.) How do you plan to remain appealing to donors'?
II Could you become more attractive? If so, how?
• What do you consider to be the pitfalls of remaining/becoming more

attractive?
• How do you p~!U1to balance accountability to your donors with accountability

to your clients, your mission and your vision of the future?

Supporting Documentation:
• Proposals
• General records
• Donor histories
• Administrative data
• Projected donations
• Correspondence

In.tr.rview Six

SIIORT -TERM fLANNING

1. How do you plan your daily and your weekly activities?
2. Is short-term planning done on an ad-hoc basis (ie, When it is needed) or is it

done on a regular and scheduled basis?
3. Who is responsible for short-term planning activities?
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4. Who is involved in short-term planning? (Managers, administrative and
professional staff and field workers?)

5. How are your daily activities related to your long-term plans?
6. Are staff members fully informed of this continuity, and are they able

implement it effectively?
7. Have these methods changed along with changes and development within the

organisation? (If so, how?)
8. Do you believe that your short-tern! planning activities are effective?
9. Has there been any evaluation of the effectiveness of these short-term

planning methods?

Supporting DocjJmentation

• Daily/weekly schedules
• Memoranda
• Agendas
• Reports
• Sundry documentation

Interview Seven:

1. What prompted the organisation to undertake a strategic plif.ming
process?

• Why did you choose strategic planning over long-range pl. .ning?
2. Describe your strategic planning process as it has been run until the

present time.
• When did the process begin?
• How often do you run your strategic 'follow-up'sessions?
3. Does the planning process follow a particular model, if SO~which one'!
• Why did you choose to use that model?
• Do you believe that it is an appropriate model tor the needs of the

organisation?
4. Who runs the strategic planning?
• Why did you decide to run it this way?
5. Who is involved in the strategic planning sessions?
• Why are these people involved?
• Who decides which staffwill be involved?
• Do these starf form a proper strategic management team?
• How are the decisions taken by the team fed back into the organisation, and

communicated back into the organisation as a whole?
6. What role did your stakeholders play in your strategic planning

approach?
• Did you identify new stakeholders?



• Did strategic planning help to clarify their stake in the organisation or its
outputs?

• Did strategic planning help to clarity what the organisation needs from its
stakeholders?

• Did strategic planning help to clarify ways in which stakeholders could be
morosatisfied by the product which the organisation provides?

7. R.·.:otrategic planning change your ideas about:
• Why the organisation exists?
• The f{';ttillment of social or political needs?
8. What role did scanning the environment play in enabling the

organisatJ.on to identify its strengths, weaknesses, opportunities and
strengths?

.. Was this beneficial/not beneficial?
9. Would you say that the issues identified and addressed by the strategic

planning process were crucial to the organisation's long term
sustainability? Why/why not?

10. Were the strategies chosen to address these issues appropriate in terms of
the organisations mission, vision and values?

11. Do yeu think that they will enable the organisation to change, develop
and become more effective within the changing education and NC;O
envlrenments?

12. Do you believe that the strategic planning process been valuable fur the
organisation'!

13. Have there been any particular problems involved with it? {If so, what
are they?)

14. Has there been any evaluation of the strategic planning process?
• How and hy whom was the evaluation conducted?
• What was the outcome of the evaluation?
• How would you change the strategic planning process in the future? Why?

Supporting Documentation:
If! Records
• Correspondence
• Memoranda
• Agendas
• Reports
• Sundry correspondence

Intervi~w Eight; OPEN ENDED DISCUSSION - CB
s..IRATEGJC_~.JNQ

,,)INTS

1. What are your feelings about the strategic planning process as a whole?
2. Where has it taken the organisation from?
3. Where is it taking the organisation to? Why?
4. What have been the strengths of the strategic planning process?
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5. What have been the weaknesse- "the process?
6. Do you think. that it has achieve 'jiat it ::>-e~out to achieve? (Why/why 11ot?)
7. .d,d you feel that your particular fuection was able tl}.contribute to the

strategic plan as a whole.
8. Did the strategic planning contribute to your function? (If so, how? If'not,

why not?)
9. Were you able to see your function relate to the other functions of the

organisation as a whole? (If so, how? If not, why norr)
10. Are you better able to make the connections between the daily planning of the

organisation, the short-term planning activities and the long term planning,
the mission and the vision of the organisation? Why/why not?

11. Do you think that this will ultimately enable the organisation to function more
effectively, and to innovate and change with the changing environment? (Ie.
Will it enable the organisation to sustain itself in the long term?)
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8.2 Appendix Two

8.2.1 List of internal documents - Org; .nisation A, Band C

Organisation l\
• S regie Planning Process
• Topical Briefing to Managers
• Annual Financial Statements 1993
• Proceedings of the Second Curriculum Conference ofthe Organisation A.
• Western Cape. Detailed Programme Cost Centre Peport for the Months

ended 30 September 1994
• Trial Balance. 30 September 1994
• Operating Budgeting Projections for the year 1 January 1994 to 31 Lecernber

8 Performance Review Sheet
• Job descriptions
• Planning ratios ~yearly planning
• Expansion and Consolidatior Targets
• Expansion into Border/Ciskei region
• Planning and Budgeting Sequence
• Memos to Managers reo the Budget
• Strategy workshop Report. 27 JUl1f>! 1994
.. Organisational Structure
• Mission/Information document

Organisation B.
• Annual report, 1994
• Matlafalang Programme Summary
• Organisation B in 1994
• INSET Possibilities in the Future South Africa - the Approach of

Orgnaisation B. Paper presented to HSRC Conference on the Restructuring
of Education, September 1993.

• Budget 1995··1997
• Progress report for the period March to May 1994
• Annual Report 1992
'. Progress report for the period July ti.December 1993I. Aplication for renewed funding to Kagiso Trust for Organisation B. (June

1994)
• Strategic Planning (September 1994) Phase II
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• Strategic Planning Session Report (13-14 August, 1994)

• Final Draft - Mission Statement (September 1994)

• Minutes/agendas of fortnightly staff meetings, June to October 1994

• Plans for 1994

• Job descriptions for all staff ~Organisation B

• Matlafalang Working Group.job descriptions

• Human resource policies. Organisation B,

• Motivation for teacher development programme in PWV townships

$ Funding proposal to JET. April 1994

Organisation C

• JeI ~ letter. October 1994

• Lifeskills programme proposal 1994. Rod Charlton (teacher)

til Funding document to ESCOM, 1994

• Funding document to Liberty Life, 1994

• Funding document S.A. Breweries

• Parent School prospectus.
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