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Abstract

In South Africa’s rapidlj} shifting socio-economic and political

environment, many nen-governmental organistions are in crisis, with

donors, clients and government demanding that they change to meet
the new levelopmeri agenda,. Although this requires careful
planning and strategy- making, the thres cases studied have shown
that planning for change leads 1o 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 NGO ideals by separating plarming 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 acrion-focused
and operational. |
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LIST OF ABBREVIATIONS AND GLOSSARY OF

TERMS

DET Department of Education and Training. Black education department under
the apartheid regime

DT = | Independent Development Trost, A qﬁééiugovement funding
organisation. _

INSET | In Servics Education and Training. Ongoing programmes which allow
teachers to upgrade while they continue to teach.

JET Joint Education Trust. A funding orpanisation for education projects and
programmes

NECC | National Education Co-ordinating Commitiee

NEPI National Education Policy Initiative

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

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

SADTU | South Airican Democratic Teacher’s Union

TED. | Ttansvaal Education Department. White education - provincial
administration under the apartheid regitae.

U.F. The Urban Foundation. A large NGO particularly associated with urban

development.




CHAPTER ONE

1. NON GOVERNMENTAL ORGAN ISATIONS IN
CRISIS

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

facing problems both internaily and extemally. In the context of 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 Mchiobi of the Kagiso
Trust believes that NGOs have never felt so threatened:

“Covernment has changed, and the new ministérs now work from the botiom up.
Funding won’t stop, but the donors...are making NGOs aware of the need to do
things with smpact.. NGOs will do themselves a favour if they don’t see this as
dictatorship by donors. Poverty cannot be addressed piecemeal. I one wants to
survive one has to hook on 1o the flagship of the RDP” (Finance Week, June
1994)

Internally, NGOs face other problems. Meintjies believes that the most pressing
of these are a lack of ditection in the movement from the “mobilising’
framework™ of the past, tc one based on “service delivery and capacity buiding.”
With these come organisational weaknesses such as “steategy, long term
planning, focusirg and prioritising, policy formulation and advocacy skills and
the building of financial sustainablility...” (Weekly Mail and Guardian, 1993)

Another major issue i8 the Jack of human resource development in NGOs, who



have suftered 1 loss of skiils and leadership to the new public service, and who at
the same iitme 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 difficuity 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.31). Jn
addition, NGOs which usually rajse funds for poor grassroots communities are
being accused of not doing enough t¢ ass on resources and power o the
intended beneficiaries” (Meintjies, F. Weekly Mail and Guardian, 1993)

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. Johr: Allwood, Director of
World Vision South Africa, believes that ite “environrnent in which non-
governmental organisations have been functicaing has been one dominates” by the
society’s preoccupation with apartheid” (undated paper, p.1). This has meant that
io some extent the objectives and the functions of NGOs have been determined
by a pressure to fulfil certain political criteria such as the mobilisation of
communities to voice protest ugainst apartheid struciures. The dernands 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 centent v-"*h being politically correct - and often
fundamentally vseless.” (Finance Week, June 1994)

The legitimacy, fundraising and marketing strategies of NGOs have therefore
often been determined by the degree to which the organisation resisted apartheid.
“NGOs most lucrative fundraising and promotioa occurred off an anti-apartheid
base. The deferminant for 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
{unemploymenit, lack of education, housing, health and welfare), while the real |



struggle has been the removal of its prime cause - apartheid. This has resulted in
institutions that have a high legitimacy, but & low preductivity.

The scramble for limited doiior funds has meant that NGO have had to become
operationally astute so as to gain a competitive advantage. Secioral 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 pmbedures. 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 wumber 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 NGO sector,
factual information around it is sparse. The Develepment Resource Centre who
have made an attempt to do this on a comprehensive basis estimate that “South
Aftica has some 54 000 non-governmental organisations, operating in areas
ranging from non-formal education, to community d&velopment projects, io
feeding schemes, to medical and scientific research institutes.” (Bernstein, 1994,
p. 58) In addition 7o the fact that this figwre 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 developmental nature (fwenty thousand), civic organisations
(two thonsand), educational agencies (seven thousand), intermediary NGOS (one
thousand) and other community based groups. This breakdown is just one of the
“,.different and confusing atiempts to define and separate different types of
Southern NGOs,..” (Harding, 1994, p.1) Tom Carroll (Marding, 1994, p.1)
further distinguishes beiween “Grassroots Support Organisations (GSOs),
Membership Support Organisations {MSOs})... and Primary Grassroots



Organisations (PGOs)” These categories séﬁje not only to highlight the size of
the sector, but its diversity, and thus the diffivaity of defining exactly what an
NGO is (Bemstein. 1994, p. 58). In an attempt to narrow the category down,

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

- "4 above) on those organisations which emerged in the 1970s and the 1980s as a

response to apartheid, that i+ \hose “service ergunisations that have helped to
define, " suppurt and maintain political opposition in one form or
another.(B: stein, 1994, p.59)

1.3 The futare of NGOs -
With the establishment of the Government of National Unity in April 1994, the

raison d’ etre of many operations has been removed, and with it a logical shift in

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

.orgaﬁ'isations by their political coi‘rectness and ability to mobilise resistence.

Rather, organisations sre presently judged by their abilily to develop people.

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

(Brows, 1994, p 3). While © solitical and development agendas may have

shifted, the changes are unlikely to maké much difference to the lives of the very

poor in the short and the intermediate terms. ‘This situation brings to the fore
some important questions s to the futnre of NGOs, and the role that they will
play in meeting basic needs at the grassroois level; |

e Where will NGOs fit into the unfolding agenda of develr . nent?

e What will be the relationship between the state and the NGO sector with the
implementation of the Reconstruction and Development Programme? Can
there really be a prodnictive and creative relationship given the “...past history,
conflicting power bases, different economic perspectives, different
accountability and mandating j:rocedures” (Allwood, undated paper, p.4).

e Wiil NGOs be able to ensure their long-term viability by making the change
fiom agents of the struggle to agents o? development by rapidly increasing
their capacity to assist the poor in projects that have a measurable impact?



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

governmnent has raised expectations that “basfe social needs aan and will be met”
(Fitzgerald, 1991, p.3), and it would be presumed that 5 representative and
effective civil setvice at local, regional and natiorial levels would be the «best
vehicle(s) for sgrvice delivery and meeting legitimate conmmunity needs”
(Rernstein, 1994, p.61), Given that “centuries of racia oppression and contlict
have left deep and painful cleavages which gape down io the bedrock of our
society” (Weekly Mail and Guardian, 1994). an enormous amonnt needs to be
done to start the healing process, and the state is very likely 10 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,
Iegitimaie or developmentally oriented. (Fitzgerald, P. 1991, p.3}

Du Toit ﬁxrther.su ggests that an overburdened and inexperienced state
bureaucracy that has to battle atone o 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). Bemnstzin (Business Day, 1994)
also believes that NGOs have an important role, bringing a wealth of experierce
and information to the development process. She puts forward 2 number of
reasons for the support and expansion of NGOs to assist with the state provision

of basic services:

quality: it will be difficult for the state to provide social services and to ensure
that these are of a high standard. NGOs may be able to play a critical role by
filling gaps that cannot be filled by the state, '
capacify: state services are unlikely to be able to respund to the enormous
demand for services in the rapidly growing urban areas, NGOs may be able to
mobilise the communities and individuals to build the necessary infrastructure

and factlities



poverty: cumbersome government bureaucracies are often inﬁm;ible, and do not
have the resources to raeet al the needs of the poor. NGOs can be mére .
innovative and flexible allowing them to tackle problems that government cannot
resolve, _ _
democracy: NGﬂs can provide citi - .5 with a protective mechanism against the *
power of the alate and can promote democricy through theit programmes and
projects.

1.5 . The NGGIState relationship _

This relatlonsﬁtp between the state and NGOs must not msuit in & “situation
wherein government relegates its dutiis to NGOs, but where a dynarmc
partnership between government and NGOs is established.” {Dangor.Z., 1994)

In his opening speech at the NGO Summit on the Role of NGOs inkfihe RDP, the
Mirister in charge of the RDP, Jay Naidoo, stated that “NGOs have a highly
priveleged position in the implementation of tihe HOP.” He quoted fmm the
original RDP to underline the “...staws - and the respmxsi‘.‘nhty -
that...government is now conferring upon NGOs” (Naidoo, J. 1994):

» “The RDP has been drawn up by the ANC-led Alliance in consultation with
. other key mass organisations. A wide range of NGOs and research

organisations assisted in the process,”

s “There should be no restriction on the right of organisations to function _
effectively. Measures should be introduced to create an enabiing environfnent
for social movements, CBOs and NGOs in close consultation with those
bodies and to promote donations to the non-profit secter,”

v “Many NGOs play an important capacity-building role in regard to CBOs and
the development prceess. NGOs are also engaged in service delivery,
mobilisation, advecacy, planning, lobbying and financing. Thus NGOs have

an 'mportant future role in the democratisation of our society.”




*« “However, NGGs must also adopt transparent prbcesses, 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 NGO involvement
in development, the reality of the relationship between the state and the
government is likely to be far 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.5), points oui that the distrust is mutual, and “appears to .- -leep rooted”, while
Fowler believes that grivernments fear that NGOs will erode their political power,
and NGOs mistrust the motivation of the government and its officials. (Clark,
1993, p.5) o

Clark believes that a “healthy relationship ! only concrivable when both parties
share common objectives...where the government ha:, . positive social
agenda...and where NGOs are effective...”, and that the relationship musi be
“..based on matual respect, acceptance of autonomy, independance and pluralism
of NGO opinicns and positinné” (Clark, 1993, pp. 4 and 5). While all these
atiribuies may be present in South Africa (or are being worked on), Minister
Naidoo noints out that NGOs will have to meet specific criteria in order to access
RDP funds (Naidoo, pp. 5 and ¢, 1994):

I. Progevinnes will have to deliver quickly

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

3. Programmes should riot .uquire major public sector restructuring.

It is clear that ail NGOs will need to “re-assess and re-define themselves”
(Bemnstein, 1994, p.39) 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:



o NGOs will have to take the initiative and use their own strength and
momentum {5 ensure that they emerge as important role players in the
development parinership. This means shaping what they want to look like at
the erd of the line. (Sheppey, 1994)

» NGOs will have to focus on performance: eitf*er large-scale, mass delivery by
organisation inio large collectives; or by developing a small, niche market for
themselvee. (Sheppey, 1994)

*  NGOs will have t6 develop an appropriate planniﬁg and management capacity
at top and middle management levels, and will have to develop their human
resources so as to build the capacity for cificient and effective service
delivery and to ensure legitimacy and accourtability 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 ihe closure of some institutions and the merging of others.

Most NGOs will have to work very hard to make the changes, and many NGOs
may not live up to the challenge, In the loiy 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)

Ii'the NGO-State alliance is to benefit all the players in the development game,
the development agenda for the NGO sector will have to be about how to define,
plan and implement the processes that will be necessary for their future, for it is
upon these that the effectiveness of their service delivery, and uitimately their

sustainability, depends.

1.6 . The education crisis and non-governmental organisations «
Yt is generally agreed that apartheid schooting spawned a crisis in education that

left an indelible mark on the majority of South African people. The draft white



paper: Education and Training ina Democrattc South Africa {Septcmbcr 1994),
states that “New policies are needed to reverse the trends which dominated the
troubled history of education and training under White mmohty_ rule
governments, especially in the apartheid ara” (1994, p.1) S

Organised in a complex hicrarchy of separate racial departments and services,
education was in the control of white decision-makers who atlocated 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 conirol was mostly
in male hands. Biack feachers especially, operated under the constraints of
limited textbooks and materials, confined fo a curriculum which was manipulated
for ideological purposc's and which favoured the memorisaiton of data, and an
authoritarian, teacher-centred aporoach. T>is 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 w.; 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 NGOs became one of the larger sub-categories of ilose service
organisaticns that were earlier described as having in the past tried to “define,
support and maintain political opposition in one form or another” (Bemstein,
1994, p.59)

‘The Minister of Education, Professor 5. Bengu recognise: nat “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
peopie...” He calls upon the “commitment and wisdom of all roleplayers and
siakeholders in the system™ to do this. (Introduction to the White Paper,



September 1994) As stakeholders in educatiun, many NGOs have had access to
develoning communities, and have built up iiisight, information and
methouologies 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 NGOs are important sources of information,
important generators of new and innovative ideas, ard a means by which

inevitable gaps in the provision of education can be filled.

1.7 . Planning in educational non-governmentai 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 govennnent; evolution of
funding relationships, rapid shifts in persennel and renewed commitments to
affirmative action, and 2 wealth of new opportunities - probably every one of you
i3 going through some sort of strategic planning to assess where you are and
where you should be going™ (Naidoo, 1924, p 3).

It is debatable whether there is any single way in which NGOs can gain a hold
over such a turbulent environment, yet it is imperative that they try and find a
direction 50 that they can innovate, develop and change. Drucker suggests that
organisations learn to “Jook out the window” - after which they must “look
inside...and search for the most important clae pointing to change” (Drucker,
1990, p.67). Given the wide range of possible futures for educational NGOs, they
must make a disciplined sffort to make the fundamental decisions that will shape

what the organisation is and what it wil’ . .come, As Minister Naidoo suggested,

10



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 methodclogy
to took at the planning processes of three different educational NCGOs in six areas
of organisational activity. These three organisations confront the current
development crisis at different levels of internal development, Th. v range from a
large organisation with a national focus to a small, part-time organisation with a
v . focus. They also operate at various levels of funding and (associated)

- operational risk, with the larger ozganisations operating in 2 more constant
"gt‘gdillg environment than the smallest institution.

- mmpt to identify approaches to planning that may assist educational

. fn().a ‘s sunovate and change in line with the pressures that ave being placed
uﬁnﬁ tﬁmg_:hs research has drawn links between the three organisations, it has
defined i 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 snique
characteristics of educational NGOs has been established, It is hoped that similar

| organisations will find this approach useful as they develop pianning methods

that are flexible and relevant to their own needs.

1.8 . 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 in their environment, educational NGOs need to plan in order io
deal with some of the following:

= the rational utilisation and development of huraan and financial rescurces

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

11



o the prioritisation and ordering of needs and the scf.;'ueﬂbing of their
implementation _ o

e the selection of the most effective courses of action. from the various

alternatives . |

. pro_;ectmg the future more effectively

. f,ie organisation, monitoring and evaluation of activities and operations

(IH»ED p6)

From this it is clear that NGO planning encompasses an extremely wide range of
issug:g which correspond roughly o the many and various activities with which
N :’ are involved: “working in development is a tough task. The objective
odd\s"-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
NGO activities are carried out within a very small human resource framework.
While staff usnally have a high level of commitment, they often have to negotiate
an enormous amount of content in their daily activities, extending themselves
acroys the techuical, econcmic 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 Minizberg, p. 18)

1.9 The limits to planning and their consequences for the
research

The research has recognised that certain issues that are characteristic of NGOs
may affect their planning and explain why NGOs may not thus fur 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 NGQOs than those that are currently being used.

12



1.10 . The objectives of 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
 diffeent by educational NGOs to plan (or not fo plan) for change.

. Td determine a ﬂeﬁible and relevant approach to planning that can be used by
educational NGOs to assist them in planning for change

13



CEAPTER TWO

2. LITERATURE REVIEW

2.1 Development as 2 response to social needs: the rise of non-~
governmentsl organisations

With its newly democratic status, Soutl: * frica has moved from isolation into the
world communiiy. It is also poised at the « = of 2 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 zilready 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
trausition process to democracy” (Harding, T., 1994 (a) p.1) We don’t have time
10 waste if we are going to meet the needs of the majority of South Africans and
“gstablish a common sustainable future” (Covenant on Phillipine Development).
To ensure this sustainable future we must learn from our past and from other
developi-ng countries so that we can formulate development pians 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 attempi 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 {o increase, the social fabric of family and community is
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disintegrating, and the ability of the ecosystent to support human life is being
destroyed...” (Korten, 1994(a), p.1). :

As the world emerged from the decade of the 1980s, there was a growing
recognition that the problems described by Korten 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 oﬁicial.
development agencies, just “isn’t working” (Clark, 1991, p.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 unatiended or left to the state” (Salamon, p109)

The rise of what Salamon referred to as the “third sector” (Salamon, p.110) 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, p114),
Pzople have hegun to acknowledge that NGOs can sometimes provide what the
siate cannot - “to get a range of essential goods and 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 addiiion, by initiating their
programmes from the side of civil society rather than from the side of the state,
NGOs “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 of NGOs
have begun to realise that their efforts to meet increasing needs are on too smali 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 c;f that failure (Korten, 1950, p.6). In relation to human need,
the financial resources of N(30s 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 the poor.” If the work of NGOs is to be effective, it must 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,!
though the driving forces that spawned these institutions were those of apartheid.
Whiie these organisations may have been the “irrationa; and undemocratic
products of apartheid” (SANCO, 1994), they played an important role in
stimulating a cultare 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 democtatic 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 goverranent
monitoring and control in an effort to bypass the state and to undermine apartheid
{SANCQ, 1994). Unlike their international counterparts, South African NG™:
have fought apartheid as the cause of the problem - sometimes to the detr @t

of their sérvice deiivery.?

"Refer to chapter one for the estimated size of this sector and its brenkdown into subunits. |
ZRefer 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 imporiant role which the NGO sector
can piay- in the facilitation of socio-economic development and the road to anew
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 NGO sector”
(Harding, T. 1994, (2) p.1). Given the size of the sector, the way that this will be
done remains unclear, though a divisior: into sectors with a national council to

work with government seems a possibility.

2.2 A new approach: the giabﬂ transformation of development
Nationally and internationally, NGOs are at a crossroads (Clark,1991, p.150).
They have never before been either so potentially powerful, or so credible -
especially given their vital mlcm the South African struggle and the
acknowlelgement by the gover;; -_ + that they will play an important part in
development: “our Government 613-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-¢~ven development...and we want to become an ally in your work”
{(Naidoo, 1994, p.1). In addition, their practical experience makes them uviquely
qualified to comment on issues such as how nracro-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 subjeci to the straitjacket of
development orthodoxy...their staff normally have greatrr flexibility to
experiment, adapt and attempt new approaches™ (C!,?rkl, J541 » p.51). While they
may potentiaily be in a good position, if they are to t;&c_advantagea;f these
opportanities, then NGOs, together with clients and donors will have to rethink
their position on development policy.

Part of the success of NGOs internationally has resulted from the persistent

failure of top-down development projcets that aimed only to spur economic
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growth “...economic growih per se is not the end of development...” (Le Grange,
in Harding, T., 1994, p.1). NGOs arc 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 fora new kind of |
| development that mcogmsed that in order fo be effective, devclopment_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”(Kor:en,
1990, n. 34). This transformational growth means a change in “institutions,
technology, values and bebaviour consistent with ecological and social
realitles”(Korten, 1950, pg 4,my italics), This means a change in ihree 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 consuitation,
and finding creative and innovative ways to ensure bottom-up participation ti}g_t:
works in practise. Harding acknowledges that this may be very difficult tu ﬂo,
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 iable, and accepts a joint
negotiuted control v* the process” (Harding, . 1994, p.11).

The new approach, called the “people-centred approach” by Korten, is committed
to economic and political decentralisation and the right of people to “organise, {0
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 recugnises that government
and civil society have essential roles to play, and it in.ists that in the end the
people and their interests (my italics) must take precedence over those of the
state or the economy. In this ‘way, a co-operative and trusting relationship
between government, the privale sector, development agencies and civil society
can be built, |

“Consistent with the most advanced hinking on 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).
Acihough in 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 i uplementation (my italics) of development interventions™ (Harding,
T. 1994, {a) p 4). This will be vital if NGOs are tc meet RDP and duner funding
requirements, This is likely to neccessitate changes for many N¢*)s - in the way
they think and plan, the way they work, and the way they relate 1o 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.1()
within the broader/macro arena of development decision making. This means

balancir.g their micro-level actions with their macro-level concerns. It will mean
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choosing 2 position and implementing their own compiex 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 NGOs in the 1990s then, will be to build up alliances and
networks both nationally and iniemationally to ensure that their voices are heard
and to allow them to learn from one another (Clark, 1991, p.86). Only this broad
strategic collaberation witl provide the foundation for real change so that
giussroots priorities can be met in terms of a wider vision of effes+*ve national

(and international) development,

For NGOs to play an important enough part to guarantee their futare, they will
have to renew their vision of who they ar and the role that they wish to piay in
the new development arena. This means pianning 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 nationat level, as well as in meeting the global challenges

of transformational development.

2.3 “New tools for new rul's”’: competition in the develppment
arena
The goalposts of the unfolding development agenda have changed, and NGOs

need to make “dramatic paradigm shifis” (Salie, 1994, p.12). NGOs now have 1o
show how their activities meet “...socio-economic needs, as well as contribute to
sustainable econontic development to get funding” (Harding, T. 1994 (a) p.1).
Harding believes that this means competing aggressively and creatively in the
development marketplace, which many NGOs are reluctant to do (Harding, T.
1994 (a). This may be in part because NGOs histurically have worked as “centtes
of resistence io formal power”(Salie, 1994, p.12) with an idealistic, democratic
and responsive ethos, They have therefore distanced themsetves froix anything

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

‘Iarding. T. 1994, O.1). Debate. Issues and Chalienges facing Ouganisations. Volume 1
nuinber 2, March 1994, 150 Management in Transition. Now Tools for New Ruley.
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even he “anti-management” as “staff tend to be de-motivated by, and resentful of,
hierarchy and bureaucracy in their own organisation”(Clarke, 1991, p84). In
South African NGOs, management has been perceived as “...onc . “the sources of
oppression and exploitation in apartheid society and, in fact as the antithesis of
democracy and empowernient” (Harding, 1994, p.3).

The participaiory democracy to which N subscribed, emphasises
co]lectivé decision-making and {is: maximum 1 ticipation of the maximum
number of people in the organisation The prot :m with collective decision-
making is that decisions take a long time to be made, leading to a delayed product
and ser "<e delivery, Without strong management the “organisation is likely to
drift and undrachieve”(Clarke, 1991, p84), leading ultimately to an organisation

that cannot compete in the marketplace,

To change successfully, NGOs need to recognise that the new environment brirgs
with it new challenges. One of these is how to maintain the organisation
successfully so that iv can compete and innovate in the “industrial marketplace”
of development in which “management competence, access o critical resources,
information and interpretative skills have become a commodity” (Harding, T.
1994 () p. 3). While a management focus may ensure the survival of NGOs as
non-profit development agencies able to exploit their comprtitive advantagg, it
may bring about conflict within the organisation. Because it is such a radical
break from the past. there may well be a tension beiween corepetition on the one
hand and participatory management on the other (Harding, T., 1994 (a), p.3).
This tension will need to be creatively explored and exploited for the benefit of
the institution and all its members. It may aiso prove 10 be one of the most
difficult tasks for managers - to facilifate a change of culture in an organisation
which feels strongly that “there is an inherant conflict between communivy

service and income generaiton” (Harding, .. 1994 (8) p.3).
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‘The agenda of the development industry then, is not necessaril 7 about the optimal
use of development dollars but about how NGOs 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 suceess of this agenda wili 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 gituation of high trust and high energy so that ;f_pative
solutions can be found to {ill the needed gaps and create a ‘“\vin-win“":?;ituétion 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, 2 time when they nzed 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
(McLaughlin, 1986, p. 405). Drucker supports this saying that “people decisions
are the ultimate - perhaps the only control of an organisation...” (Drucker, 1990,
p.45). This may be so, but NGOs globally “face great difficulty in finding
personnel who can cope effectively with work demands” (Harding, DD, 1994,
p.31). This may be because NGO 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
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strerigths of the non-profit organisation may be that people don’t necessarily work
for a living, “they work for a cause” (Drucker, 1980, n.150), it may add to the fact
that NGOs do not easily pull in experienced professionals,

If they are to meet the Jtemls of the new development agendé, a committed,
skilled and experienced NGO staff wiil be vital to negotiate change and ensure
thét 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
invoives the implementation of effective human-resource ~ontrol systems: the
offering of competitive salaries, career prospects, peffonnance appraisal and
rewards. On the other hand, the internal deviopment of staff is another impeirtant
“path of response” (Harding, D., 1994, p.31). Developing comnmiited 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 rzsource (that) really determines the

organisation’s performance” (Drucker, 1990, p.145).

Drucker believes that an organisation &as to develop its people. It “cither helps
them grow or it stunts them”(Drucker, 1990, pi47). 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.140). While training may be one way to develop staff, it is not
~ enough, faced with the demands that an NGO makes on its staff. Instead, there
“...needs 10 be a commitment by the whole organisation to sustained learning,
through work and in work (my italics). Formnal 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 thau just collectiﬁg

" information, but is about “expanding the ability to produce the resuits we truly
want in life...it is lifelong generative learning”. He calls this type of growth and
learning “personal mastery™ (Serige, 1990, p 141). People with personal mastery
have a sense of purpose which lies behind their goals. In addiiion they are able to
juxtapose what they want (their vision) with their current reality (what they have).
This enables them to “perceive and work with forces of chas “ 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 of responsibility...they learn faster” (Senge, 1990,
15.143). If NGOs 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 eraployees. This is
important because the totai development of people is essential to achieve
excellence (O°Brian, in Senge, 1990, p.143), and will vitimately “make the
organisation stronger”(Senge, 1090, p.143).

2.5 Marl{éting: an integral component of success
Mc Laughlit: (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 no resulis, it
has only good intentions™ (Drucker, 1990, p. 53). Be.ause of this interaction
between the service provider and the client in the exchange of the goods, the
marketing of the organisaticn cannot be separated from the total managemerit of
the organisation. Marketing is therefore built into everything the organisation
does - it is built into the “design of the service”™ (li)ruc]!:er,' 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 (Mc 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
arehable 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 ceniral 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 deﬁgrves it. It means developing a membership that participates in
the organisation' through its donations. [t means appealing to both the hearts and
the heads of funders (Drucker, 1990, p. 58). The board of the non-profit
organisation is an infegral part of this process, and a board that is merefy “in
sympathy” with the organisation is no lenger 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 mariet, to target the groups it wishes to serve, to position itself} and then to
create a service which meets market needs. Developing a marketing strategy
means considering the market as a whole: donors and cliests alike. It also entails
educating and informing the murket 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).



Because of increased competition for revenues and for clients, the organisation
which markets itself well is more Iikely 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 evatuaied
(Mc Laughlin, 1986, p. 184).

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

building as 4 transformation. role with regard to the South African development
process; it has also pointed out in order to do this, NGOs will have to develop
fransparent processes and operate with accountability to the communities that |
they serve (1994, 5.2.8, pz 121). Having noi always met these requirements in
tke past, Nvi0s 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 aﬁd creative service delivery. Nnidoo, in his
address to the NGO Summit (August 1994) suggested that strategic planning
might be a way in which NGOs can prepare themselves for the fulure (Naidoo,
1994, p.1). Ir: addition, certain donors make strategic planning ons of the
conditions attached to funding, as they believe that sirategic planning assists the
NGO not only in planning for the fufure, 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 NGOs will need to be based on what has worked in the past: the delivery
of a responsive service developed through the old-style participative/grasstoots
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 NGOs are able to play by the rﬁles of the 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

themgelves into the development process.

If corganisations 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 {0 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.
“Pianning is a formalised piocedure to produce an articulated result, in the form
of an integrated system of decisions”(Mintzberg, 1994, p12). 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 fogical process, a way of defining
objectives and how these will be achieved (Denning, 1973, in Mintzberg, 1994,
p.13). LR.E.D. (p.8) supports this formality, secing platming as the “process of
forming a detailed scheme or method for attaining an objective,..the components
are having an objective, defining activities, selecting methods of development
and implementation, and an inter-relation between the ideas and waking those

ideas function.” Much of pianning then, involves achieving ends, making ideas
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work and meeting objectives. Planning is therefore action-oriented and involves

making ideas and approaches operational,

2.8 Who pians?

In many organisations both planning and strategising are assumed to be the
responsibility of the director or chief execuﬁve. In most organisations, formal
planning is removed from the operations staif and becomes the job of manapers
without line (operating) responsibilities. The idea is that they have the time ‘o
“worry about the future of the organisation that employs them™ (Mintzberg, 1994,
p.32). The LR.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 niembers, experts in the field and merabers of the
organisation.” An even more operational view comes from Pennington who calls
for organisations lo “involve the doers in planning...involve the top management

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

NGOs tend to be different from corporate institutions in that they are likely 10
have flatter siructures, a democratic and participative ethos and a small staff who
carry wut 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 be vital,

Another advantage to involving all or as many of the staff as possible in the
planning process is that it will allow different kinds of planners to make their
inputs, Mintzberg suggests that “right handed planners™ are useful to formalise
and analyse the “intyition™ that emerges in the planning process. While these
planners are necessary, a second type of planner, the “left handed planner”, who
is a more creaiive and divergent thinker is important for finding strategies “in
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strange places” and “scrutiniging” 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 anaiysing and
implementing plans. Given the creative and dynamic people who ate often
involved in NGO work, it is unlikely that there will be a shortage of left handed
planners. Involving all staff in planning may well be a way in which NGOs 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 sirategy-making, and
while the two may be closcly related, they can also be seen as two separate
entities. The LR.E.D. take a very simplistic view of strategy, sceing it as 2
response, 4 way of solving probiems and achieving goals (L.R.E.D., p.8). Mc
Laughlin also believes that strategy is a reaction - the organisation’s reaction io
the question of what business they are in and what business they should be in (Mc
Laughlin, 1986, p.161). Drucker believes that strategies are action-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 time”(Mintzberg, 1994, p23). He
elaborates on this making the distinction between types of strategy: infended
strategy, realised strategy and emergent sirategy. Intended strategy is planned
strategy. while realised strategy is the patiem of behaviour that evolved from the
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intended stratégy. There is often a gap between the s!rateg; that was planned and
the strategy that was realised. Thisis wherea reallsed strategy was not actually
intended, but a pattern emerged nonethess. Mmtzherg calls this strategy
“emergent strategy”. He believes that most strategies are & 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 *hem to plan within the
context of a changing environment while allowing them the flexibility to react to
unexpected evants. In addition, by allowing the space for strategy to emerge, the
organisation is recognising that strategy-making is an ongoing process .by which
the organisation can learn.
Given the links between strategy and planni=~ inen, what exactly is strategic
planning, and what is its role for the non-profit oranisation?

2 10 What is strategic plannmg"
_.Mmtzberg recognises thai most planning iiterature secs effective sirategy-making
{. a “deliberate process, io the virtual exclusion of emergent elements”"(Mintzberg,
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 gencralise knowledge and insights that are then codified
so that they can be changed and refined. In this way strategic planning frees
managers fnn . perations to consider strategy and policy. By doing this it
s=parates 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, 1594, 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 thic
way, strategic planning identifies and resolves issues, if emphasises the external

and internal environment of the organisation and calis forth an idealised vision
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which often represents a shift in direction. Unlike h:Iintzberg‘;"' Bryson hg}iéves
that strategic plans are action focused and usually consider a range of pbgsible .
futures and the implications of present decisions and actions in ye:. - _d fo that
ange (Bryson, 1988, p9} Mc Laughlin (1986, p.160) pull; these viéws fug_cther,
defining strategic planning as a less rigid process which is “continuous and
changing, one that produces goals and objectives based on a thorough aaal, *is of
the organisation and its environment, develops the organisational structire and
the will to acquire and manage the necessary resources, provides the necessary
control systems téfmonitqr and feed back the performance results, and leadsfo a
reewal of that cycle on an ongoing basis. This process has to devleup' 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 vahues,

...above all it mus: 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 and is
often associated with organisational change.

2.11 Stirategic planning in NGOs

Bryson’s thinking around strategic planning is congruent with tite idea of the
develepment game. He describes it as a game in which the player "ceps close te
the action by thinking and acting strategicaily at every moment. These moves are
informed by a simple game plan - the strategic plan - that has been wotked out in

advance. (Bryson, 1988.pg 47}

Many NGOs are unaware that their long-term planning is not strategic planning,
and the twe are often used synonomously (Bryson, 1988, p.7). Whire. hoti: types
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of planning focus on the crganisation and what it should fo t. impf;ve its
performance in the future, strategic planning relies more on idenitifying and
resolving issues, while long teom planhing focuses more on specifying goals and
objectives and translating them into current budéets and work progeammes. - 4,
strategic approach to planning is generally most nseful where 't_hetnvifonmeﬁf- P
politicised and highly charged (Bryson, 1988, p7), which makes it pmtféularly

relevant in the current environment.

Strategic planning originated in the business sector, and while the nozi-pmﬁt
organisation can 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 framewotks should be applied enly where they
can be useful, and changed and develope:: where necessary {Bryson, 19.88, p.23).
Goodstein, Nolan and Pfeiffer (1992, p.1) suggest that to be successful, a
strategic plan should “provide the eriteria for making day-to-day deeisions and
should profidc a template against which all such decisions can be evaluated”.
This makes the strategic plan a guide, a set of concepts that help leaders to make
important decisions and take important actions. It is not an end in itself (Brysor,
1988, p. 46). Lee (199:, 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.” Furthesmors, strategic
planning can only be a worthwhile process, if it gets the organisation fhinking and
acting strategically, To this end strategic planning provides a direction for the
organisation, and the energy to begin moving in that dire.ctioq. The actual model
or approach taken s thus not the most impoertant factor, but the aetions and the
outcomes that result are the cruciat test (Bryson, 1988, p.46).

2.12 Thestructure of a strategié plan P
A strategic plan usuaily includes the following somponents:
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1. Subjects to be included in the plans. These can be broken down into financial

3.

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

would include short-term operations, markeiing the organisation and donor

planning). _

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

Tirseframes - a realistic assessment of how long it will 1ake to realise the
short, medium ar.d long-term plans of the organisation.

Gouals - the strategic plas: will involve a number of related actions. Jtis
important that these actions be prioritised aid ordered so thut it is clear how
the short-term goals and the long term goels affect and integrate with each
other (LRE D, p.11),

While approaches 1o strategic planning may differ, there arc usuvally three steps in

tha process:

setting the stage for pianning: this involves helping participants understand
the planning process. It could include phases such as petting initial agreement
for planning, identifying and anatysing stakeholders, clarifyving
organisational mandates and formnlating 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 wouid identify the organisation’s
resources, its strategies and its performance in teris of its strengths and its
weaknesses. Ultimately these forces and trends inform issues that are central
io the organisation’s functioning. It is from these strategic issues that
strategies - or ways to solve problems and achieve geal. - are identified.

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

~ contingency plans are integrated, practical altematives are planned, major

proposals are put forward and work programmes are formulated. It is - for
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the organisaﬁon that the implementation of plans is relevant to all members of
the organisatibn, as this will ensure that siaff have both the skills and the -
commitment to put plans into action.

(Goodstein, Nolan end Pleiffer, 1992, p. 13;

2.13 The benefits and concerns of strategic pianning

Many organisations find that strategic planning is not without its problems.
Firstly, the process involves a considerable expenditure in terms of time and
energy. I straegic planning is tc be effective, then the organisation bas to be
ready for it (Goodstein, Nolan and Pieifter, 1992, p.18). This readiness needs to
be assessed in terms of a variety of factors: the organisation’s viability, the
vitality of its products and services, its culture and values and how thinly its
human and oiher resources are spread. Bryson (1988, p.12) says that “strategic
plarning may not be the best first step for an organisation whose roof has
fallen...if the organisation lacks the skills, resources, or commitment of key
decision makers to produce a good plon, strategic planning will be a waste of
time.” Echoing Bryson, Goodstein, Nolan and Pieiffer believe that probably the
single most important readiness factor is the director/leader’s interest in and
commitment to the strategic planning process, and his/her ability to sell it o the
strategic planning team and other members of the organisation. Under these
circumstances, strategic planning should probably he a limited effort 1o develop
the necessary skills, resources and commitments (Bryson, 1988,p. 12). In
adddition, Mc Laughlin (1986, p166) suggests that for very small organisations,
a highly developed planning pracess may not be appropriate. Instead a
“conference table approach” may be used, together with a problem solving

approach to strategy making,

One 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. Itis a way of helping organisations and -ommaunities to deal with
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changing circumstances as it cax help them to formulate and resolve the most
important issues they face. At the same time it helps them to buiid 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 :..siy a set of tools and concepts, and these should be
applivd with caution as they may not always be the most appropriate mechanisms

for bringing abont urpanisation:! effectiveness (Bryson, 1988, p.13).

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
shoutd also help to build capacity in the organisation for strategising, developing
leadership capacity, management capacity and other skiils that will belp 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 objeciives. It also altows the organisation and the fundez to
assess the degree to which goals have been achieved (Lee, 1992, p.25).

One of the concerns about strategic planning is that the development of 2 fixed
plan might prevent the organisation from being flexible. Furthermore, the
creation of unrealistic expectations in the organisatio:: might inviie failure, In
reality, the plan deve oped should be firm, but not rigid. It should also allow for
possible crises, unpredictable events and contingencies, Strategic plans should be
reviewed on 4 regular basis, and changed (where necessary) to ensire that the)f
are still relevant (Lee, 1992, p.33). Because the strategic planning process
incldes an assessment of organisational strengths and weaknesses, it should
enable the organisation to assess itself. An awareness of these strengths and
weaknesses should also alldw the organisation to plan realistically - either to
better utilise existing skills or to develap {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 fi. envisioned state, and the current state of the orgenisation (Goodstein.
Noian 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 of the varied activities undertaken by NGOs, and
because of particularly turbulent internal and external environments, a more
effective approach would be circular and iterative in nature. This approach
should allow the instition 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 thronghout the process constant
reassessment, realignment and evaluation are fed back so that organisations can

make plans that can realistically be achicved.

2.14 A new apprcach to planning and strategy making
While the concerns about strategic plenning that were outlined above are fairly

general, Mintzberg, in his book “The Rise and Fall of Strategic Planning™ (1994;,
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 now ideas. Planning
itself may therefore generate resistenée 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 snay be superior to conventional
strategic planning (Mintzberg, 1994, p.160). A further problem with formal
planning is that it may 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 prograreme (Mintzberg, 1994,
p.176).

Mintzberg believes that planning works best when the broad outlines of a strategy
are already in place, and not when s'rategic changes are required from the
planning process. He believes that planning, a visionary approach, and a
- learning approach aze all necessry for strategy formulation. While vision sets the
broad outline of a strategy, it Ieaves 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.210). Too much emphasis on planning drives away the vision and the learning.

Because strefegic 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 ofien happens that the limits
of intended strategy are only discovered when actions are faken (Mintzberg,
1994, p. 282). Formal planning therefore allows little recognition of input from
staff at lower levels who might suggest a “...strategic thrust, improve a sfrategy or
change it fundamentally” (Mintzberg, 1994, p.286). Strategic iritiatives may
otigitate 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 sirategies take root in all kinds of places: “virtually anywhere that
people have the capacity to learn and the resources to support thar capacity™
(Mintzberg, 1994, p.288).
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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” (Benge, 1990). At all levels of the organisation staff with
“personal mastery™ (Senge, 1990, p141) are necessary so that their vision and
insights can inform and formulate strategy and actions. Emergent sitategies tend
to pervade an organisation particularly in times of change, and managing the
process successfully meané‘recogl" % . . omerging stearsgies and intervening
where appropriate, This means+ Jating a cltmae in which a wide variety of
strategies can grow. This can be done by establishing flexib '« structures,
developing appropriate processes, encouraging supporting cun, “ees and detining
“umbrella strategies” to guide the emergent ideas (Mintzberg, 1994, p.289).
These ideas mean that strategy formulation may precedz its implementation
through the planning process, which is contrary to the more usual straiegic
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. Tl +i-hotomy between the formulation and the
implementation of strategy has to collapse, vither the formulators have to
implement in a more centralised and formal way, ur the implementors have o
formulate in a more decentralised, grassroots manner, Whatever way it is done,
thinking has to become directly reconnected to auting. 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 compeiting”,
tend to be the product of creative brains which can synthesise a vision. The key to
stratege-making would therefore seem to be integration and holistic images rather

than decomposiiion and linear words (Mintzberg, 1994, p. 319).
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Organisations should therefore engage in format planning not to create strategies,
but to programme the strategies that they already have and to formally eiaborate
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 reafived ones by taking the first step leading to
effective implementation . In the “complex, decentralised leaming organisation”,
strategy must be allowed to “bubbie up” from below, as it is here that patiterns
that may prove io be strategic tend to “form and reform continuously in all kinds
of...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
sirategies can be cleared up”(Sarrazin, 1975, p.137; in Mintzberg, 1994, p.364)

2.15 Conclusion

Because conditions in NCGOs 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. ol decision-makirg. 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 organisationa! learning, then
it is likely 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-iraditional process™
(Mintzberg, 1994, p. 409). Under these circumstances the “left-handed” or
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unconventional planhm have an important role to play both as camiygfs, and in
the role of finding the strategies as they emerge. Strategies should therefore be
programmed - “translated into action patterns for implementation” (Ansoff, 1367,
in Mintzberg, 1994, p.334) - in a fairly loose form so that “broad targets and a set
of milestones” (Mintzberg, 1994, p.409) are cutlined, 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,
p.409) '

If NGOs are going to remain important players in jihe 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 terms of their year to year, month
to month »nd day to day issues management. Mintzberg’s approach io planning
allows for the emergence of these strategies in 4 participatory and a democratic
way. Planning therefore becomes a creative léaming 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:HODOLOGY

3.1 Research Questions
Planning can be seen as a set of integrated and interrelated decisjons. 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 envﬁronmﬁnt 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 plenning processes. [t therefore seté_ put to answer the following guestions:

Rescarch question one

What are the ways in which educational NGOs plan? Lo they plan formaily 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. mostiy on an ad-hoc basis? Is there an
interrelationship between long-ierm and short-term planning, and are 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 shori-term and .
acun plans, or are afl 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 and disempower employees?

kY £

Reseamh question four
Are NGOs thinking and planning strategically for change? What is the
relationship between strategy and planning in NGOs? Ase pianning processes
appropriate for organisational needs in the changing environment or could mote

useful and appropriate processes be developed?

3.2 Research Methodology

3.2.1 The case study method

‘The 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 guestions, and iﬂtimately to the conclusions that were drawn.. In
this way the research design became the “action plan” (Yin, 1984, p.28) for the
investigation, and the way in which it proceded from the initial research questions

to the conclusions of the study.

The case study sesearch design made use of multiple cases to explore the ways

that educational non-governmental organisations planned in the context of 3
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shifting axd dynamic environment. The design therefore informed and
determined the way that data was coliected 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 NGQs are complex and slynamic organisations. In the context of a
changing socio~poisical and econoiﬁic environment, their planning interventions
were believed to be influenced by many variables, It was therefore unlikely that
the research would yield a single set of outcomes. Giventhata case study is
“...an empirical enquiry that investigates a contemporary phenomenon within its
real life contexi when the boundaries between the phenomenon and the confexi
are not clearly evident...”(¥in, 1984, p.23), it was felt that the case study
methodology was an effective tool with which to study boih the context and the

¢ ‘nplexities of the three organisations.

There were a number of advantages in using the case study methodology to
reseai'ch the pianhing approaches of educatipnal NGOs. Firstly it allowed the
research data to be presented in an accessible form so that other NGOs 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 atlowed 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! Jr wanied 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 -
such as that of educational non-governmental organisations - is deeply
contextualiseq and ig therefore not amenable to fleeting observations. This
context 15 likely to bring up variables of interest that will outoumber the data
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points to be analysed. Case studies therefore call for intensive amounts of data
about the unit (or units) of analysis, They are particularly us “ rwhef <here is
little knowledge about a problem or an issue, as they m=y provide new insighis
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 whick they worked. It tried to elicit how the respondents |

- thought and 1.t about the planning processes of the three organ’ tions, which
meant minimis g the degree to which they were constrained, leading to the use
of the semi-struci 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 io explore the differences between planning interventions in relation to
size, organisational development and susiainability, This meant the collection of

extensive data from a number of organisations.

Case studies, hoth single and multiple, can be erther holistic or embedded. Ina
holistic case study, the investigator chooses to examine the “globai nature” of the
case (Yin, 1989, p. 44), ot else the case may not exhibit any “logical subunits”
(Yin, 1984, p.44). In an embedded case study, either a subunit or a number of
subunits are ¢onsidered. This allows the investigaior -+ 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-



holistic, mulﬁplé—embedded, single-holistic and single-embedded. Beczuse this
study wished to investigate how NGOs planned across the different activity areas, -

it chese to make use of a muitiple-case, holistic design.

Central to the research design was the careful selection of the cases /1 be stadied.
It used what Yin terms a “replication logic” to do this, considering the “multipie
cases as one would consider multiple experinjents” (Yin, 1384, pp. 48-52). This
logic meant that each case had to demonstrate - before its final selection -
“...exemplary outcomes...strong, positive examples of the phenomenon of
interest” (Yin, 1993, p. 12). Thus the three cases were selected so that shey
anticipated different results, but for expected reasons, (Size, organiscional”
developmeni, degree of sustainability) |

Rather than generalising the results of the case studies o a mniverseora -
yopulation, the outcomes were related to the theoretical base that waz described
in the literature review. The theory werefore served as a vehicle for generalising
the resulis of the case studies and expanded an understanding of this theory in
situationé where context was important and where events could not be
manipulated. Once the results had been generalised, they were used to inform a
= w approach to planning for educational NGOs which would help them to

piepare more successfully for an uncertain fuiure.

3.2.2 The Research Popuiation

The objectives of the research limited the research popuiation te educational non-
goverpental 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 systemn. |
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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 foeus, its head office was in Braamfontein, Organisation B had a
regional focus and was alse based in Braamfontein, Organisation C had a local

focqg and was located in 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 <ither 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. Pecause the study was
interested in the differences in NGQ 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 substantiatly enougi: «o cnsure differences fa their planning
processes. While there are a number of factors that might defermine NGQ
functions, both funding, size and structire were belicved to be fimdamental
enough to impact on organisational activity. Differences in these variables would

therefore be likely to effect differences in planning.

3.2.4 Mean of classification
Just as NGOs differ in their activities, so they vary greatly in size and structure.

This diversity made it difficult to categorise the orpanisations exactly, and the
three organisations did not fit exactly ont the continuum thai was used to
classily them. 1 his continpum had two axes, and the three cipanisations wore

placed at the top, the middle or the bottom of each ;i so it thev corresponded
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roughly to the positions high, iedium or low accbfding to the characteristics that
were used to define them.

The fizst axis _

This axis showed the different stages of organisational development. =
Organisational development being based upon the following criteria: ﬁ
1. Size of the organisation, |

Non-governmental organisations iend to be small. For this reason a large
organisation was taken to be greater than twenty people, A medium-sized
orgenisation was classified as having around ten staff members, while a small
organisation was classed as having five or fower 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 organisé.tional structure, By internal organisation was
meant the way that the organisation was formally divided info management,
administrative, operational and advisory structures and functions. ¥ was also
believed that internal structure wouid correlate approximately to the national,
regional or local focus of the organisadon’s activities. This was based on the
premisc that nationally based organisations would be more highly structured thaa
Regionally based organisations and that these in turn would h:t} more structurcd
than locally based organisations.

This was based upon the risk factors of the NGO. These risk factors were
determined by its fonding base - ie. whether it had a broad base of local and
hiluteral doners (low risk), whether it was reliant upon 2 number of local donors
{mudivin risk), or whether it was dependent on one or two donors only (high
risk).

‘This risk vlassiticalton was based en the premise that NGQs which are refiant on

oniv one 1 twe fanding sources, or that are at divect risk 2f losing their funding,

are at a higher risk ot haviag to close than thesc which have a broader donor base,
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The three organisations selected were placed on the continuum and classified in
the following way:

¢ high development - lowrisk (Organisation A)

» medium development - medium risk (Organisation B)

o low development - high risk  {Organisaiion C)

Based 6:1 the continuum above, the research was established upon the premise
that high risk non-govenﬂncn;al organisations would plan more carefully, while

more developed NGOs 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 oféanisations.
The list was thep refined by talking to people with a good knowledge of
educatioﬁal NGOs, and who were able to suggest organisations that might fix 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

inicrest in and a willingness to participate in the research.

32,5 The Three Organisations

Organisation A:

Organisation A was selected as a high-development, low-risk organisation. Itisa
large organisation that works nationally with a staff of approxitnately fifty
people. Internally it is fairly deviliped, being formally dividist into units of
central management, administration, regionzl management and field workers
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fimplementors) The vrganisation is involved with the in-service education and
training of science teachers in the primary school. 1t has a number of long-term
local funders and a bilateral funder, it therefore has a fairly stable funding base.

Organisation B

Organisation 13 was selected as a medium-development, medium-risk
organisation. With a full time staff of ten, it works on a regional level in the
Witwatersrand. It works from 2 centrai office and staff are divided simply into the
administrative unit, the resovrce 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 G

Organisation C was selected as a low-development, high-risk organisation,
While it did not fit onto ihe continuum exactly in terms of staff size (it has ten
part-time staff members), it only exploys one staff member (the principal) on a2
fulltime basis. it is a locally based ﬁganisation 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 farding will continue,

3.2.6 Metheds of data collection

The case study research design allowed the researcher to use multiple sources of
evidence. This was seen to he a major strength as it allowed access to g broad
range of facts, ideas, attitudes, opinions and observations. Thesc 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 be observed, noted and exploted, This provided a rich and varied data
base which gave a holistic view of the institution by acknowiedging 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 Orgeaisation 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
brow. 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

e human resources
‘s short-term planuing (daily/weekly)

« strategic planning (where applicable)

The data was collected through a series of semi-structured interv’ . vs that were
constructed around the categories. These wére conducted with staff members
who had a particular knewledge about 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 rescarcher was in the
organisations she also participated in a nuraber of informa! discussions with
members of ‘the staff. 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 casz-studies had heen wriiten up,
the organisations were asked to read the case studies and validate the information
which they contained.

* Refer to the appendix for the list of documents that were requesied from the organisations.
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328 Documentation’
The docurmnents collected revealed important supplementary data. Because

documentation was compiled with a %anety of objectives (for example to inform
or to raise tunds), it helped to point the researcher 1o issues and sub-issues that
were not always cvident, or which were only suggested in the interview process.
Documents were collected under the following six categoriés:

1. Budgeting

Budgeting documents revealed figures for the past two vears (ie. 1993 gnd"i 294)
They included annual financial statements, programme and project buci;r;ets,
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, annal reports, marketing plans, and any sundry
documents that might have been relevant. -

3. Donor-fanding

Aithough tome of the budgeting and marketing documentation o+ erlapped with
the donor-funding documentation, geaeral records for th?: 1993-1994 period were
collected along with donor histories, proposals and any reievant 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, hvman resouree projections,
organisational policies concerning evaluation, leave, disciplinaty procedures and
other humen resonrce processes.

5. Shoré-term and strategic planning

“tt should be noted that much of the materiat coliected was of 1 sensitive nature, For this reason
the information was recorded in a general way to protect the identity of those organisations wie
wished to remain anonymous,

51



Documents covering short-term planning inctuded daily/weekly planning
schedules, memos, agendas and reports as well as relevant suvdry documentation.
Documunts covering strategic planning/long ferm planning M:‘sw
docnent: tion of the process, reports, mission-deriving de:wents and any other

appropriate sundry documents.

3.2.9 Inierviews

The semi-siructured interview was chosen to be the central source of case study
data. The interview schedule was derived from the 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 intevesting

themes emerged, -Jucstions arose in the course of the interview.

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 io subjective
assessment. The data coliection instruments were specifically chosen to allow for
the emergence of important subjective themes and the the semi-siryetured
imerview was chosen because it allowed for a “two-person conversation initiated
by the inierviewer...” {Coben & Manion, 1989, pg 307). Since it allowed for
organisational planning processes *6 be reported through the eyes of those
directly involved in the process, thy interviews wete able to provide a ﬁde range

of data that included facis, values, preferences, opinions, atiitudes and heliefs,

The interviews were conducted informally in a relaxed manner to allow the
interviewee greaier freedom and flexibility ip answering the questions, and to
allow g intarvizaver to probe farther into areas that were not clarified by the
vespondent, or which appeared to be important, Open-ended questions served as

basic checkpoinis to inform the research questions, and allowed the interviewee
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to be an iﬁfonnant rather t.han merely a respondent. The interviews were broadly
structured under each if the six categoties that were described above®. In each
interview the focus was upon plannin_"g 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
orgaﬁisations as strategic planning was not done in Organisation C, the smallest
organisation, In Organisation B, the interview data was supp!er_pented by an
informal discussion with a member of the operations siaff who was particularly
interested in the planning process. This addes! 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 Data analysis
Within the framework of the research questions and the theary base, the research

followed a sequence in which

1. The data was collected from a series of semi-structured interviews and
documents,

2. The documert-tion was used o cross-reference and enrich the interview data
The data was collated in thé form of three case studies; each structured around
the six different arcas of organisational activity

4, The case studies were compared, similarities and ditferences between the
cases were identified and themes, issues, concerns and tensions emerged.

Inferences were drawn between the cases and conclusions and

h

recommendations were made,

The objective of this sequence was fitstly to look at the ‘individual planning

processes of each organigation in terms of its history, its background and its

¢ Sce 4.4, Organisation of data
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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 of 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 dypamic 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 NGO-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 paiterns and then recombining the evi&ence insucha
way that the initial study questions were adhressed. 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 duta 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 pasticularly 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 technivues

Because the three cases yielded an enormously wide range of information, ways
had to be found to analyse the data within 2 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
guestions, 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:

o 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 iwo of
the three case studies, These themes were usually common in parallel areas
of organisational activity (for example in the human resource planning of ali

three orpanisations)

Betore the evidence was analysed, it had to bo ordered in ways that allowed the
sinulatitics, differences, patterns and exceptions to be identified so as to allow the
pictures fu .. vge from the case study data, Althougn thete were no fixed
formulae for case study analysis, the researcher used a number of techniques both
to identify the putterns and themes and to Hink these to one another logically.
Once this bad been dooe, explanations were buiit up around the phenomena that

had emerged. The ardering of data was done in the following ways:

a. Creating data displays
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Taking each area of organisationa! activity in each casz study, the iny~stigator

- identified the methods of planning used by the organisation. Beneath this were
lizted any themes or tensions that seemed to be important in thfs sphere. The
plaﬁning methods with their sub-themes were then listed in three columns - or
for each organisation. This allowed the themes to be compared 4nd contrasted

- between the three organisati.om; as well as betweet: the six activity areas. Where
similarities or differences emerged, arrows were drawn The researcher thea
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 ex;mple of
performance appraisal as a part of the larger human resource fimction. The
* arrows show the relationship between the different organisations in their plans to

evaluate staff performance,
Organisation A Organisation B Oganisation C
Human Resources Human Resources Humau Resources |
PERFORMANCE PERFORMANCE PERFORMANCE
APPRAISAL APPRAISAL | APPRAISAL |
s Process to be started | ¢  Poiicy currently o Currently no
in 1995 being written by performance
director. Currently appraisal weing
no performance done,
appraisal *

» Resistence among

* Resistence among

staff. No reason

given,

L

staff - seen as DET
policy - threatening

¢ difficultics of P, A,
recognised by
principal

. Rﬂcognjtion of the

o Recognition of the

e may need to
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1

importa;me of importance of evaluate str""'in the
evaluation. evaluation for staff future,
' and for the
 organisation.
* Need for neutral » Neutral evaluators- |« Noplansto
evalustors | possibiy the board formalise
| and others performance
o _ evaluation
s Some managers . .. ~ "Principal knows
already evaluate ' ;avhat happens in the |
informally ¢ tlasssroom
b. Flow charts

Once the data displays had been made, flow charts were used to trace the

" relatic.uships between planning in different areas of the organisation. This was
done individually for each case study.

¢. Snowball sampling _ _

This was done by highlighting incidents that looked interesting and searching for
repeated examples of the incident. This helped to confirm the patierns 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
that led fo alternative conclusions being drawn from the data.

Explanation Building

Once the data had been urganised using the analytic techniques, explanations hod
to be built around the themes, patierns and relaiionships that had been identified.
This was done by stipulating a set of cangal links around the patierns, 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. eg. Educational NGOs need a planning
approgach that is relevant to their organisational structure and therr resources.

2. The findings of the cases were cu.mpared with the initial statement. og. NGOs
tend to use formal strategic niannmg pracesses to create strategy and to plan for
the long term. , .

3. The statement was revised. eg. qucatmnal NGOs need to separate strategy
making from plannmg so that all staif can sivategise. The implementors must be
involved witt, plamlmg, which should be action-focused. '

4, Other details of the w were compared to the revised statement. eg. NGOs
need to make use of , and vawm the insights of their many creative and dedicated

 staff.

5. The statement was revised again.

3.2.12 Limitaticas of the Ruvearch

The researcl/into the platming processes of educational NGOs was limited by

time, acck, -+ 4 func‘mg, among other things. Because the data collection, the
cases, their aumysm and the conclusions had to be complefed in four months, the
number of cases researched had to be resticted to three The outcomes and ..
conclusions of the research must therefore be viewed within the framework ofé.

relatively limited scope of enquiry.

Although arcess 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 litnited to a few visits which meant thar the opportunity to

observe and to participate in broad discussion and observation was confined.

Because costs were borne by the researcher, the investigations had 1c be
conducted in the Johannesburr region and the organisations had te be quickly and

easily accessed by car. This may have restricted zccess to organisations that

‘could have provided a richer data base, or which inay have ;“ied better into the

continuum of catcgories 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 pi'ovided insights by staff who worked at all the different
levels of the organisations. Given the difficult time of the year (staff were busy
with planming, budgeting and irying to meet objectives before the end of the
school year), it was simply not possible (o 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, 2 management point-of-view. In
addition, most of the information on the different issue arees resided with only
one or two of the managem:nt staff, which may further have restricted the

viewpoints that were presented.

Finally, the collection of documents was limited fo those that were selected as
relevant by the organisations themselves. Although this muy have . ricted
documentary evidence somewhat, it did make for ease of collection and all the
institutions assuced the researcher that full access to all files was available shouid

it be necessary.
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CHAPTER FOUR

4. THE THREE CASE 51 UDIES

4.1 Organisation A. Case Study One

4.1.1 Background and mission statemen
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 i provide in-service support for black primary science
teachers. Its ceniral 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-rooied problems, the
organisation takes a holistic, activity-based view of science teaching within the
primary curriculum. This assumes that language and learning are interd=pendeni.

and that children explore newly developed concepty thrdugh lenguage.

Organ: ion A grew steadily from its inception until 1989/1990 when the Urban
Foundation commissioned an evaluation of their work and recommended that the
five loosely associated projects (on a regional basis) be integrated into a national
programine independent of its founder. The independent trust came into being in
July 1993, and is currently reorganising itself along the lines of the new
proviacial boundaries. '

In terms of the above, the organisation has articulated its mission as follows:
To improve the quality of science teaching and learning in South Africa
through the develspment of a cxdie of competent and professional primary

school teachers, and to frrusform seience education from the classical
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curriculum so that the teachers know the interrelaticnships between ideas

and concepts. 'This misyir- 4 is -¥ic rmed by the principles of:

o critinal reflection |

o the empowerment of teaw ers within » collaborative lsgming
environment, building on the teachers’ knowledge and experience

e the institutionalisatic 1 of sustainable teacking, learning aud management
processes

» stakeholder participation in decision-making

. aecountability

o developing a seientific culfure to enhawce life skilly, vecational

opportunities and a responsibility for the environment

4.1.2 Structure of the organisation
The organisation currently employs fifiy 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 commitiee 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 nationa! 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 authority,

and raises questions such as whether the philosophy and approach to
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o.f/éanisational development should be conéfstent throughout the programme, The
fact that the regions have unique histories, contexts and people is retognisedasa -
strength, and thetefore 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
IDT, JET and vther corporste funders, though some of this funding has now
terminated, The structural transformation has brought with it certain innevations,
and & participative curriculum deveiopment 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 dev.. opment manager has been appointed to manage the expansion of
the organization into new regions, and to co-ordinate the development of the

INSET curriculum and its implementation.

4.1.3 External Influences
‘The organisation belicves that it “fits well within the agenda of the RDP.. and

has found its philosophical home...” (National Dizector, PSP), but it does not
believe that educational organisations outside aduli basic education will be able to
get much funding directly from the RDP. Instead, it is more likely thai the
organisation will be able to tender for provincial governinent contracts which will
come through the Ministry of Education. (An example of this may be the
Thousand Schools Project in 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 tiave 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. o '

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 bmé&en 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.
Curriculuim development, while not an output, has highlighted the need to
achieve a balance between a quantifiable growth in schon] 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 2 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 producc its product.

Apart from changes in the structure of the organisation, the other major influence
has been prdvincialisation. 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 movirg 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.
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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. Becausc it pr&vxdes a popeidar and
needed product, and because it does more than merely provide a paper
qualification, but actually helps teachers to do their job as weil as they can,
Organisatio.: A helieves that it is generally legitimate with the people and the
conmunity. This is further enhanced by the staff they employ and the way the
orge-zisation is structured for maximum stakeholder input.

4.1.4 Budgeting
The organisation runs its budget from 2 zero-base, which enconrages staff to look

at the operational plans for the year to come, and to put figures to the -¢ plans.
The only reference to the previous year would thetefore 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 the coming year. The regions are given budgeiary
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 cuis. The
regional manager is then given the opportunity to defend his/her budget. If this
budget ties in with the overal] figures of the organisation then it will be accepted.



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
randd. While the major decisions are made at national level,hif there is a need for
more money in a ceriain 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! fo otiﬁer regions
that require it. In terms of donors, there may or may not be flexibility. Certain
donors raay speciﬁr certain cost centres that they wish to fund, for example JIET,
who budgeted two milion 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 examptle, it wouid have to budget for all the
cost aspects of the activity which the donor pians to fund) Secondly, when a
donor funds a specific area, it changes the importance of that area for the
orga:ﬁsation. When USAID chose to fund programme and curricuium
dgevelopment, these activities moved from being less important to the
organisation, tobeing fundamentally important areas.

The budget process is seen as having certain sirengths and weaknesses. It
matches resources with needs and demands, it measures activity and success, and
it forces accountability and highlights variances. It also belps to highlight
problems in specific areas, and calls for action in those areas, Budgeting
however, * merely a “..translation 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 significani 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 ivclude assessing present and future needs
and demam;s, and planning for contingencies and responsiveness in a changing
environment. Deveiopment plané emphasise sustainability in terms of funds, and
include plans for networking, extending the donor base, accreditation and
institutionalisation of the programune as a part of the education system, The
changuig environment has forced the organisation to put iself 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 regionélly, ‘Strategic planning in the regions is therefore an attempt to

develop capacity in all parts of the organisation.

4.1.5 Marketing

The organisatioin’s target market is the disadvantaged, pocrly educaied and poorly
qualified primary school teucher, 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 aird 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 seience pupils. It was 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



problem in the primary school, recognising ti: need for icacheis who both loved
the subjuct, 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..
They believe that what they provide is very much in line with tsacher needs, as

.the service is individualised according to the area and the school. (For example,

in the Western © e each Jesson and workshop is planned and replanned with the
teacher. Continual input and ¢ iecking the relevancy of the product is & part of the
dynamic process) The___faét 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 oificial accreditiation of the course. Ownership and governance of the
programme through committees and otber community struriures also enhance the
position of the product.

In terms of identifying the giving motives of clients, the organisation tries to align
its own requizements te 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 inferest in the
development «.  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 sre identified through funding data bases, and where
appropriate, use is made of quasi-governient funding such as the IDT

(Independent Development Trust).
Increased competition m the marketplace has changed mnarketing 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 fbrums, attending
exhibitions and generally making their clients aware of iheir work, while they at
the same time become familiar with the needs of their market. Although the
ma.rlketing strategy is at present informal, it is being formaily developed by atask
grdup. This was an outcome of strategie planning, which highlighted the need for
short term and long term marketing,

Marketing is recognised as being a dyaamic compcmeﬁf"}of the organisation’s
SUCLess, yéf there is some question as t¢ whether “...formal plans are the
answer...” The financial manager believes that marketing shouid also be built
into every employee of the organisation. This feeling comes from the corporate
background, which came to realise that the human element is isnportant for
marketing saccess, 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

- importance of the individual contribution to the success of the organisation.
Perhaps this is not only a corporate necessity, but needs te be carried out inthe
NGO world as well.

4.1.6 Humar Resource Planning
Because the organisation is a development organisation that empowers teachers,

its main target group for employment (especiaily ficld workers) is the primary
science teachers themselves - who act as a rofe model. Because many of the
organisation’s staff are teachers, the INSET teachers develop a sense of
programme owncrship - it is their programme and they have the right and the
opportunity to participate in it fully.

The organisation ensures that the staff bslieve in the cause underly« the work
that they do by giving staff full participation in the decision-making processes. In
addition, the staff selected are those dedicated to edueation, who believe in what
the organisation is doing, and who really sell it. Most of the teachers who are
employed have aiready veen through the workshop/class si:pport training, and are
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dnwn from the “leader teacher” group, who have atready been chosen to lead |
thetr colleagues in the nmgramme at a school fevel. In addition, the teacher-
mmmumty infrasiructure from which they are drawn promotes ownership of !he
prograinme by takmg responsibility for the co-ordination of the organisaiion’s
community structures.

Omce staﬁ' 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 oiaporlunity fo attend conferences and seminars, and the

organisation encovrages self-study by providing loans and grants for studies that -
 will benefit the programme. Staff development is not limited to professional

- staff, but includes adfninistmtive staff as well.

Staff development includes team development at regional levels. Staft’attend
residential developxﬁent workshops where they present together as teams.
Currivalum working groups have also been formed, and the person who attends
from.  segionis rcsponsibie for disseminating information back to the region.
Cross-regional visits are alse encouraged, so that staff can see how the
programme operates throughout the couniry, 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 shouldalsobez re of the problems involved with science
teaching. While qualifications are an advaniage, the potential of new staff is

mote important, as 90% of science teachers don’t have science qualifications.

A new iunplementer is usually coupled with, and mentored by an older field
worker with whom he/she co-presents and visits the schools. New managers are
assisted by the programme development manager, and aitend management

programmes in order 1o develop their management skills,



- Performance appraisal is a new concept in the organisation, and will take place
from 1995, The idea of staif evaluation has been received with some resistence,
but it is clear ihat evaluation needs to be undertaken to build upon staff strenghs -
and to highlight areas 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 p2ers. The Regional Manager in the Free State has already moved
towards performance appraisal by talking through performance and problems
with his staff. He beliaves that appraisai should be a two-way process, and that
staff also need to be given the space fo comment an e manager’s performance.

Staff 1aembers 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 siaff 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, prdhmtion within the
organisation is faizly limited. One of the strengfi:s of a small organisation is that
managem- i are more able to identify the abilities of their s1aff, and make use of
these. This is alsc a benefit of the regional structure, and it is the résponsibility 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 o
optimally to challenge them in their careers. It is possible that only er | Wwo
wmanagers formally discuss career pathing with their staff. |

At present the organisation uses the Trban Foundation salaries as a startiig point. .
for its salary structure. While staff performance and salary are not linked at
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present, this ¢suld be the case in the futire, 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 deartment, though they retain the benefits of working for that department.
Extras .. .{ ey gain from ihe organisation include a car allowance, a 14th cheque
and holiday pay. Th:*y also accumulate departimental leave while at the same

~ timethey are entitled o leave from the srganisatior. Because this package is s2

| generous if sometimes causes problems among those who %3 = 2ot been

seconded » as they feel that they are not recei'ving as much for the saine amount of

work,

417 Planuing for Donor Funding

The organisation is wholly financed by donors, and does not generate funding in
any area. The funding présenﬁy functions on a opntract/agrcemenf basis betwesn
the donor and the organisation; that the orgeinisaﬁon will deliver certain services
in return for which the donor provides funds, Agreements are usually based on a
three year period (for example the IDT funding), though certain donors such as
JET fund on a yearly basis. ©

The organisatiﬁn does not have individual donors, but is funsizd by local
corpovations including ESCOM, the Argus group, Sasol, Fluor 8.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 staft with stady visits to
the U.S.A.

"the organisation seev itself as donor-driven only to the extent that donor
conditicnslities meet the objectives of the crganisation. If the donor conditions

were fc conttict with organisational objectives, if the organisation did not have

71



the capacity to cary out pre-ss.ecified projects, or if the “...synergy between the
mission statement and what the donors wanted was not there...” (Financial

Mar: per, Organisation A), then the organisation wauld be obliged to turn down
the funds.

Reporting to donors takes place on a quarterly basis, along with an anmisal report.
These reports cover financial information, programme progress, and report on the
annual audit of the financial accounts. Mozt of the information for th' uarterly
and the annual reports comes from the monthly reports that are “religiousty
compiled...” (Financial Manager, Qrganisation A) by the field workers and
regional managers, Extracts from these monthly reports are then put into the

donor reports.

Changes inthe  “ical climatc have not really influcnced the organisation yet,
and it believes that do  ors feel that the government is not necessarily the most
efficient delivery syste n for scarce resources, 1t seems tisat there is a wait and
see attitude among donors who v id at present prefer to fund an NGO which
has already proved itself, as this may ultimately be a more etficient delivery

systam.

Organisation A is consiantly thinking of ways to Increase, innovate and diversify
funding. The Nativnal Director has already been to the Unitad Kingdom to scund
out the possibility of British universities adopting the organisation for three year
period. The question surrounding funding innovation however, is how
operational it can be. It is possible that certain areas of the orgamsation could be
specifieslly funded, but this would have to be in line with the organisation’s
mission statement. One idea is to take a particular :irea of the programme’s work
and 1o sell this to donors, A possibility could be to develop 2 general fund for
rural development to which denors could give specifically. Other ideas are for
smaller sponsors to fund certain arzas 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~t it is attractive for donors, as it is the onty NGO
working in primary scienc»z:e._: 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 if 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 cecountability to clients
with accountability to donors, a process that requires synchronisation and
agreement as to how needs are identified and met. This requires teal 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 arouad the year plan, which

effectively evolves down to the monthly and the weekly activities. Almost al
daily activities are broadly related to the long-term framework, and may impact
upon it either directly or indirectly. An cxample of this breakdown of work can
be seen in the preparation of the Management Committee meeting held each
guarter. Reports have o be in by a certain date, and firances 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
reporis on the weeks activities. These are then consolidated and sent to the
regional offices where they are used to put together the quarterly anﬁ the annuat

reports.
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Planning is generally regular and scheduled. Routine planning activities (such as
plunning/accounting for workshops) are fived, while non-routine activities are
planned more on an ad-hoc basis, which silows 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 buitds 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 fails
down on drawing together these relationships: “The staff do ot hear as to how
their contribution ma® 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
institotion. This has become particularly important with a perception amongst
staff that decisions are being made centrally, and in a top down manner. This has
coused problems for central management who acknowledge that while there
needs to be a participatory and transparent decision-making process, “...staff
forget that hard decisions have to be made around the aillocation of scarce
resources,” (Financial Manager, Organisation A). At the same time, questions are
being asked al* :t the percieved humanness of the orr anisation as against its
operational structure, For example, « ting costs has meant that v orkshop
budgets can no longer include a full lonch for participants. While management
feel hat this is reasonable, field workers believe that it is an important part of the
service provided. There is therefore o tension created between operations staff

and administrative staff members. Because of such issues, management ar:
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being pressurised to share planning more cpenly 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 uy the planning process for
wider scrutiny. While these changes may be congruent with the value staiements
that guide the strategic planning process, management feels that they are in fact
idealisiic and though it is “good to have ideals, how to achieve those ideal: is the
question,” (Financial Manager, Organisation A}

The effzctiveness of shoﬁ—tenn 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 c{ 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 autonomans since 1993, and having experienced some major
changes, the crganisation 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 planaing, but for a continuity of plans and operations. While the
organisation had no ptobiems in running, the burden of long-ienm planning was
very much at fhe national office level, and the National Director was expected to
da the “...strategic things as well as the operations...” The organisation chose to
address these concerns through 2 process of strategic planning (as oppose to long-
term planning) that would involve a large number of staff and stakcholders, and
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which would adequately account for the fluid and dynamic environment .within
which the organisation functions.

In May 1994, a professional consuliant was brought in to start the planning
process as the organisation lacked the capacity to do it. This capacity has had o
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. i3ecause it was felt that strategic
planning had to be as inclusive as possible, it was attended by the regiona!
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
aken. This lonked at the four elements necessary for long-term organisational
achievement;

+ Vision: Where does the organisation see itsclf in five years time and beyond?

» Interdependencies: Which organisations and people impact on the
organisation, and what influence kave they had? (Education departménts,
government, NGOs , teacher-organisations, siudent-bodies and educational
institutions such as universities)

» Systems: Which systems need to be in piace to ensare that there is optimum
use of resources in terms of finances, management and operations?

v 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,

Iobbying, curriculum snd communication.
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After the iﬁitia[ meeting, » continuity group (made up of the National Director,
the Financial Director and the Programme Development Manager) was formed to
drive the plarning process and take it into the regior:. The idea behind this was
that the consuliant should withdraw, allowing organisatiorial capacity to develop. -
The VISA approach and the fourteen key focus areas were then taken to the
regions. Each region added to the sirategic planning by identifving those focus
areas that affected them. The region ﬁhen 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 checklistte
enable the planning feam fo sce 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 timecusness, accuracy, relevance and

vertfiability,

The organisation is currentty part-way ‘nto the strategic planning process. It has
not been completed in the regions, whers there has been a major resistence,
particularly from those regions that had been with the Urban Foundation for a
Iong time, (Some, such as the Westevn Cape, since the inception of the
programme.) These regions felt that they /ad been planning strategically and
successfully. The continuity group puintcd out to them that if their planning had
been as successiul as they believed it Lad, 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 Nationa! Office was using strategic planning to
update itseif as to what was happening in the regions, which made it a threatening

process.
The initial planning process was follewed up on a monthly basis initially, and

then it was taken out to the regions. Although every attemnpt was made to keep it
as democratic as possible, not ail staf¥ 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
inforsned their staff and committee members, It was acknowledged that this
pméess needed refining becanse 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 fo 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 - o the end-user’s needs.

Strategic planning was particularly usetv in that it heiped the planners to see the
bigger picture and the orgauisation’s relevancy in terms of social and political
needs, roleg 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 vaiue of strategic pianning
fay 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 not been
formulated, but there was a recognition on the part of the staff that the process

was action-oriented, and that it will go fill-circle.

4.2 Case Study Twao - Grganisation 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 pant-time/Saturday tutors
{who were teauiers 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 any intevested teachers. Gradually they realised that financial and material
resources could be e 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, 19%4) that could not address the more
fondamental 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 fo 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 untit July 1993, after which they were
graduaily phased out, and the staff involved were used to help develop the teacher

in-service prégramme.
The Matlafalang Piiot 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 intérvention. As the
organisation moves into the next phase_in 1993, 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: Organisstion B is an education trust
comntitted to the reconstruction of edacation in South Africa. We provide
school-based, teacher-centred INSET ivithin 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 Organisation B is to achieve whole
schoo! change through teacher cenired in-service and school governance
support work, which is student and teacher-driven, and is school and
communify based. The organisation integrates resources into learning and

teaching, and supports participatory management within the schoel sysiem.

4.2.2 Siructure of the organisation
The organisation comprises ten full-time and three part-timne 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
approximaiely twenty-one, and then to twenty-gight.

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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administzative area of the organisation. This relects a greater systematisation and
sharpening of focus organisationally, yet at the same timé it givesrisetoa
continual interplay between those staff who miss the “texture™ and the *“homely
style” (Director, Organisation B) of the old way, and those who favour the new
epproacit, The non-hierarchical, collective method of fl.u*;;:tioning continues to
exist within the Matlafalang Working Group, where each person assumes certain
responsihiliiies in order to fulfil all the necessary management fimctions of the

{eam,

Organisation B is a trust with seven trustees who meet four times a year, but hold
no particular porifolios. While the trustees are committec. to the work of the
orgahigation, they are very “sirong individually” (Directo:, Organisation B)
holding important and influential jobs (eg. one of the trusiees 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
alationship with the trustees to be improved, and that there are certain tensions
between staff and trusiees (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 :{* 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 cnly systematic way {apart from being
recepiive to the expressed needs of teachers and students) of ensuring that the
programmsme is really teacher driven. Its restructuring should result in the
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technical émpowcrment 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
has increased the intensity of the issues raised by the teachers, and has
encouraged a climate of participation. o r

The organisanoil has structured itself to free the Mailafalang Working Group for
operational work. More systemised plaming in other areas has made resources,
money arid\_,__cquipment more readily available for these operations, which arc

where the ﬁ.f'é.f:a_surabie outcomes at school and classroom level are achieved,

4.23 Exiernal Influences
A number of issues have recently influenced the work of the organisation,

including changes in the funding climate and a shift toward the cooperaiive
stance of the State.

In order to improve its long-term sustainability, the organisation has initiated the
formation of an association of educational NGOs involved in school INSET, to
consider means of accreditiation - including ways of being accredited by the
RDP. In terms of its whole school pv 12y, an RDP commitiee system is corrently
being set up at schools. This cor.mittee identises, 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 democtatic movement, and due to

its strong comsmunity structures and networks. The whole school policy has
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allewed 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 playizié in the new dispensation. A new education policy will be deperdent
'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 fo 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 Budgceting

The organisation’s budgeting system operates on a cost-centre basis, whereby
each cost-centre has a different budget. Operational pians 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 thls budget, for
example that “The state has the resources to provide only the buildings,
texbooks, salaries and basic materials for ten years of free and compulsory
education, and therefore other agencies will need to contribute to the further
1econstruction of education™ (Kagiso Trust Proposal. 1994)

The organisation uses ilow projections io control funds, and althorgh current
spending is within the budget, it is always a struggle to stick to it. Itis also
difficult to find a balance between not spending, and havmg leftovers (which the
law demands must be spent within a specified period). T budget is therefore a
control mechanism, and ensures that long term financial planning takes into
account ali the variables. Although the bottom line of the budget is guite 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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lorg term spending. It shows, for example how much is being spent on
ovetheads, as cppose to the more important operations. It also ensures that
money is spent on the priorities of the organisation - cn achieving the goals that

arz necessary for su~taining the organisation in the long term.

The changed structure and focus of the organisation have meant that authority and
the power base of the organisation have had to be redefined and there has beena
new recognition that these are clusely linked to financial control. The move from

a collective management style to administrative line functions has enabled the
financial puthority to bezome more sysiematic, and the changes of direction have
necessitated changes from a one-year budget éycle to a three year budget cycleso
that the'iong-term operational goals of the L‘Iatlafalalig Programme can be |
achieved. This long-term budgeting is reviewed evury six months to ensure
relevancy, but at the same time ensures that the “mission statement remains the
mission statement” (Financial Manager, Crganisation B). In other words, the
function of long erm financial planning is to ensure that long-term goals are
achievable in line with the mission. This is important for the donors, the clients
and the operation of the organisation in terms of its sustainability, itsfé';pacity
and its legitimzcy. In these terms, growth must be a planned and ongoing cycle,
with the recognition that growth facilitates growih, and a larger and more
sophisticated organisation will have different needs 5 will the community

which it sarves.

Aside from budgeting for the long term, the srganisation recognises that it has to
start budgeting for changes in the organisation, but this hzs presented some
problems, as these changes é"ren.’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 iricky, as a
large contingency fund “looks as though you don’t know what you're doing”
{Financial Marager, Organisation B), and a small contingency find is not really
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worthwhile. To get arovnd this, the Financial Manager claims certain latitudes in
redistributing budgetary resources intelligently so as to achieve a balance between

operational needs, the hudgei 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 : '
“...NGO person was a certain type, that he/she was innovative and creative ;fff"
enough to carry out many different tasks™ (Financial Manager, Organisation B), /;/’rr
With the NGO “brain drain” (Harding, T.. 1994) - the burgeoning movement of
NGO staff into the government and the deveicy: .ent industry - NGOs need to

start budgeting for 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 crganisations, the target market of Qrganisation

B is multi-faceted. The 1994 ‘Business Flan® describes this market as “teachers
in historically disadvantaged communities at the secondary school level, the
regional educational administration and universities (in a collaborative
relationship).” Ihis was extended by the Financial Manager to include funders,
otlier NGOs, individuals and consultants.

While its market position in each community is different, the organisation
believes that it is generally well positioned and “There is a high level of
receptivity in the community, and ... a worry about ... capacity to meet (their)
expectations™ (Financial Manager, Organisation B) This pesiiion is upheld by the
fact that the organisation is ofte:: requested 1o do work. is asked to lead and be
involved in different fora, As it expands to form permanent bases that will give
it greater visibilivy, the organisation believes that it »narket position will

improve.
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The otganisation beljeves that it needs to make a greater effort to meet bilateral
and local donor requirements. This market should be more defined, witha
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
consciciisness, the organisation has begun to consider promotional aspects which
it sees as an intensified way of marketing the work that has already been done.

Increased coirpdiion has ch-uged the organisation’s marketing strategy, in that
it has to both improve the qu - ity of its product and its product impact. This may
need to be done through joint ventures and mergers which means contining
existing netwotxs and forging new relationships. To this end the organisation
will continue its close liaison with the NECC, the ANC Edueation Desk and
SADTU.

'The Matlafalang propramme is a niche market in the INSET field, as it takes into
account the fact that teachers need imore than workshons, they also nezed 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 macket and increased
effectiveness creates a continual icnsion between planned growth, donor planning
and available funds. As the organisation plans to move into its replication phase,
with the creation of its community bases, there will be an increased need to

market the organisation, One of the tasks of the staff at the bases will be to

develop links with other schools 1o identify possible schoots for intervention, At
the same tine the creation of the bases will be dependent upon funding, and the
capacity of the organisation to make more int=-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 statf.

'4.2.6 Human Resources
The long term/sirategic planning of the organisation includes incremental human

resourse plans, which are built into the financial plans, a strategy which
automatically places human resources issues in line with the long term vision of

the organisation.

The organisation actively seeks to include all sts staff in its visioning and
management, and there is a conscious drive towards inclusivily and democracy.
This makes for a “...fairly nnique 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 of the
“family;‘ (Administrative Manager), Appointments are influensed 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 imporiant consideration, though not necessarily a policy.

Once staff members have been employed, a number uf 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 or focus™ (Administrative
Manager, Orpanisation B). As the organisation has changed, so skills
deveiopment has moved from being a short term process (short training courses

ete) towards a long-terus 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 underiake studies, the
organisation assists with finances, and contracival agreements are entered into to
ensure that newly-skitled 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 o the board, which

should m. e it a less threatening process,

As it stands, staff motivation is really in terms of the humanist/philanthropic
environment of the organisation, and the staff who work for the otganisation 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, thersby damaging staff

motivation,

Although there is ne formal policy io promote and challerge 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 utifised, 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. Althougk 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’ hnd 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 rémove and
replace with another scheme which will meet the needs of all staff.

4,27 Planning for donor fonding _
The organisation is presently wholly financed by external funders (trusts,

corporations and donors). The fact that funding circumstances and policies are
changing, has led Organisaticn B to consider that one way in which it could
decrease its reliance on donors would be fo 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 organisatiﬁn 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 received, and this will further build financial sustainability.”

At present Qrganisation B has thirteen long-term and short-term funders. These
are all local donors, but the possibility of bifateral 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 Katlchong where enormous

development efforts are being made.)

? 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 schoo! development organisaiton to charge for the services it provides, This leaves many
unanswered questions surrounding issues of service charges and fee recovery,
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While funds specificaily carmarked 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 doners 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 conditionalitics 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, particulariy 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 projecis. While the organisation
may be provineially 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 locking
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 exient 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 secking formal accreditation in four ways:®
a. through a college

b. through the RDP

¢. through a recognized qualification

d. by being called in by the teaching community to fulfil certain functions.

Because of the infrinsic value of the programme, the organisation believes that it
is an atiractive 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 repart openly, and to continue with a representative statfing policy.
They will alsc include advocacy in their work, and will remain active participanis
in the relevant fora and meetings. The organisation is also aware thut 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 on
internal convictions. Accouniability is seen mostly in terms of programme
recipients, and staff have formulated six guidelines that guide their direction.
Thus, if there is a congreency between organisational mission, budgets, proposals

and operations, then accountablity to donors and recipients should follow.,

® Please refer to footnote 1 above for futher information about accredtiation.

’Guidelines from the Kagiso Trust Proposal, pags 3

1. All... staff will contribute directly to the Matlafalang Programme,

2. ..resources centres arc an integral part of the Matlafalang Programme.

3. The real influence of ... activities should be located in schools and communities.

4. The highest possible prepertion of funds raised should preduce tangible benefits for the
communities in whose names the funds were sought.

5. Priority will be given to the empowerment of disadvantaged people in employment, in the
awarding of contracts and in the selection of areas of facus 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 ferm planning
The administrative unit (consisting of the Director, the Administrative Mnager

and the Financial Manager) mest 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 commititee 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 intexrpreted by the .'
Administrative Manager” (Director, Organisation B), who epsures that planning

is happening and co-ordinates the submission of reports. All the staff in the three
different parts of the organisation (Administrative staff, Rescurce 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 & 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, eic...” Director, Grganisation B), the development of the community
bases in 1975 might mean that short-ferm planning needs to be more systémised
so that a strong administrative base in Braamfontein can co-ordinate the
decentralised operations. It also means that staif capacity for shor-term planning
in alt areas (including the more specialist fields such as budgeting/financial
planning) will have to built. More consideration will also have o 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 decistons, and those who would prefer those
decisons to be made communally.

4.2.9 Strategic Planring
The organization was prompted to undertake a strategic planning process because

of the decision to change its focus from student-support to teacher and school-
suppoit. In addition, the changing political, social and economir context and
pressure to hegin the pilot phase of the programme neccessitated a fong 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 far
more effectively by running in-service ieacher training and upgrading
programumes than by tutoring relatively small groups of pupils. Saturday {uition
was ...a band aid...not capable o 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 the

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 immediaie 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 ‘v be very technical and repetitive, with litile
clarity as to the different areas of the process. While the staff saw the “taking
stock™ (Administrative Manager, Organisation B) as useful, they failed to see the
benefit of their partiCipatioﬁ,- and felt that the management could have done it
alone. The comment was made that people “don’t like to think” (Financial
Manager, Organisation B), which is interesting, given the high levels of creative
and highly educated staif in the organisation. The use of an extenal facilitator
was vafuable in that he brought together ail the elements of the process,m and it
was “... good 10 begin with a neutral person because strategic planning is
sometimes seen .. 4 a right-wing, management activity” (Financial Manager,

Organisation B).

"The strategic planning programme: PHASE 1

summary of key issues and their implications

SWOT analysis

Prioritising of issues

Review of the mission and vision

Review of the culture, values and standards.
Reconciliation of philosophy and colture with the mission
Strategic planning for the critical issues

N W

The Strategic planning process: PHASE 2

1. Finalising the miséion statement

2. Strategic issnes

3. Goals-structure-chjuctives-outputs-activities

4. Sirategic and action plans '

(Use of the GANTT strategic action piam to translate critical issues into strategic actions.)
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Because it is concerned with goals, cutputs and resulis, strategic planning
somehow “went against the grain” (Financial Manager, Organisation B) for the
organisation, It was seenasa ss;i‘grate 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 thieatened, donors have become more important, and
people are talking about impact. Since NGO relations have in the pasibeen
concerned with empowering peops, not management. and it was easy fi- staff' to
see the process as “spirit-threatening”(Financial Manager, Organisationz 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 commiittee and stakeholders weren’t directly
involved, thougi the teachers were represented by the Matlafalang Working
Group, and the Vaai regional staff identified community issues. The donors, as
stakeholders were not represenfed. It was acknowledged that this was one of the
weak points of the process, and that the stakeholder body needs o be re-assessed
to attain a “clearer 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 1.4t out of the process was because stakeholder
pariicipation raises difficult questions of power, ownership and trust. If, for
example, it was acknowledged that the community owned the +ganisation, it
would mean that the community would have o 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.!! (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.

'The Director of Organisation B believed that even though there may not have been a aced to
develop a new mission, it was important for staff to develop a mission of their ovn.
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The most obvious tensions in the process came about m prioritising needs, and
needs application, and agair; it was between the - '.-..-éinistrative and thé '

~ operational staff. The issue was seen to be management neads vetsus operational
needs (responsiveness o the environment). The Matlafalang Working Croup ielt
that they knew the working conditions which were not a. :"ays able o be
congretised in the way demanded by the strategic plauning process. They felt'that
_planning was steuctured by the administration {who also did the internat
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__zﬁﬂ'erencles in outlook between the diffei2nt groups on the staff also made the
utission-deriving process confiict laden, as the different visions for the
organisation were not related. {Though it was reportedly much casier in 1994 than
it bad been in 1993) This is in part becausc the organisation is subject to the
critical viewpoints of staff whose ideas fall ouiside central ANC positions and
may be more black consciousness oﬂenfed. These suaff 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 fo changes
and highiighted certain areas of need.

The planning aiso highlighted a sense of commyity, and broughi out the
oryanisation’s weakness in terms of its human resources. A tension emerged
betweeu: the need to expand activities and consolidate work aiready done.
Capacity was therefore an issue, and yet the process brought out the strengths of

the system as it is at present.



The value of thc“strategising was seen as different for different mombers of the
planning team, and tensions were formed in the different camps. For the
administrative staff it was seen as a way of cnabling the organisation to change
and develop, to help it think m a certain way, and to define 0 organisation that 1§
more streantlined and proactive. From this yiewpaiht, externe! pressires
demanded changes such as a more hierarchicat structure, a2 more rranagement-
related and producs-refated focus. Other membes of staff felt that strategising
woald bring about a “colder” organisaticn with little interface between tasks and
personal needs. “Corporate ideas” (Financial Mapager, Organisation B) were
problematic, because a people-centred NGO shouid 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 wzaknesses).

The strategic proceés was evaluared by the siaff after each session. Given the
constant divisions and tensions. that the process ergendered, it was - surprisingly «
considered to be worthwhile. The management of the organisation concluded
that the way in which the planning changed in the future would depend upon
what the organisation wished to get out of i, |

4.3 Case Study Three - Organisation C,

4.3.1 Background and Diission statement
Organisation C is a Saturday School which was founded in 1989 by ifs parent

scheol whose campus and facilities it uses, and 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 ~tandards three, four and five from the immediate
community., After a year it was found that £ udent numbers had dropped from
thirty-nine children to eight children, and so it was decided to change the focus.
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In 1990, the organisation began to accept children from the iower-primary and the
pre-primary, with the object of developing lanpuage and basic munematical
concepts that could be built upon as pupils moved up in the school. The change
proveaq successful, and the school expanded each year so that it now tutors
childrer: from Graae 0 to Standard 7. It also employs teachers who are language
specialists, who cope better with children who havs a diverss set of needs and

abilities.

Since the inception of the school there has been a change in terms ot the
communities from which the childrew are drawn, Whereas they originaily came
from the immediate community, e number of pupils coming from the
neigbouring townships of Katlchong, Tembisa and Kagiso has increased

dramatically,

T2 school airs to reirforee and consolidate what the children learn duting the
week. It runs within the DET calender, and with reference to the DET syllabus.
It secks to meet the individual needs of the children and where possible, provides

them with extra siinulation and activitics such as talks and outings.

The Saturday School fnctions wilthin the mission statement of its parert school
which is:

“...to bring 8 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 -
documeni, p.1)

The Saturday School recognises that apartheid has disadvamaged many black
children, and assists pupils in its surrounding communily by offering extra-
curricular programmes to uplift tl;xe 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 Jocal 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 taore pupils to pass through their current level a¢ the end of the

vear, and to enter mainstrear. education, thus fulfilling their potential.

3. To help pupils to attain an academic level high enough to epter the existing
T.E.D}. and private schools, thus resulting in the potential for self

advancernent.

(Funding document, p. 3}

4.3.2 Structure of the organivatinn |

The school has grown significantty from the original thres teachers and a
principal, to nine teachoers and a principal, The teaching staff are all highly
qualified and experienced white teachers, most of whom teach full time in Model
C or Model B schools. They therefore have little developmental experience.

'The Principal muanages the Saturday schoo! and reports to the Prizcipal of the
parent school. The parent school has a poverning body and a board with a parents
association for the preparatory school and a foundation for the high school. There

is a finance commitiee which operates for both schools,

The clients and stakeholders of the Saturday School arg seen to be the pupils and
their parents. There is little avareness of the stakeholder roles which the parent
school, the teachers, the surrounding rural schools, the comenunity and the
township selwols might play. The parent school especially, plays an important
stakeholder role as it has provided the funds to keep the Saturday School going
for the pasi year, It is important {or the parent school to keep the Saturday School
open, as it iy in line with their ethos and their mission statement, which includes

community involvement. In reality though, the Saturday School does not provide



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
tui** -+ makes a difference to a child’s overall education, and no real attempt has
bees: made to achieve this. The guestion therefore becomes whether helping
children to entér high school and model C schools is really an output. 1f a growth
1n pupil numbers can be seen as a more measurable outcome, then outcomes have
definitely increased as the school began with 30 pupils in 1980, increased to 117
in 1991 and to 180 papils 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 External influences
The RDP and education policy changes have had little or no impact on the

organisation, and most of the infiuences 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.
"This influenced the school in other ways too, as township pupils have more
money and attend “relatively jzood 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 helieves that within the urban environment (ie. among the parents
of the the children who come from the surrounding townships), the schooi has a

lot of lepitimacy (credibility) as the perents have really seen their children



benefit from the onportunities that it provides, This is aided by the fact that
because the township schools are relatively good, and the children can build on
what they have already learnt, concepts can be readily readily transferred 10 the
Saturday school. There is however a lack of legitithacy in the immediate rural
community, with only 13% of pupils being drawn from the community 16 which
the school is targeted. The Principal acknowledges that if the school is to remedy
this situation and is to play a role in the new dispensation then it will have to
change and develop. The teachers need 1o specialise in teaching Enplish as a
second language, and find teaching materials that are reievant to the expzriences
of the pupils, There also needs to be an ongoing identificaiion 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
sticeess” (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 vears), to make the changes.

434 Budgeting
When the school receives funds from donors (which they have not had since

1993), these are controiled 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 actuaily 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 allocations set by the propesais have a limited flexibililty, as the school
does not have fands. 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 hottom
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 of the budget, and they like to have
reporis so that they can see that the budget and the aims of the school coincide.
This is put dowr to the fact that because they do not easily hand over funds, they
want 1o know what, when and how these will be used. The Saturday School
repuris to tﬁem every four to five months about statistics, finances and results

achieved.

The Principal believes that the school has a lot of pofential, but the extent to
which this can be achieved depends on the avaliable funding (and on hov long
the parent school will continue te 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 not
serve to identify problzms or assist the school in the monitoring or the evaluation

of costs, which are fairly fixed.

At present the school plang its budget atmost quarterly. It has a good idea of
where it is going, and how much money i5 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.

435 Markeiing
The pritary iarget 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 pot ultimately met
however, for no patticular reason except that it is seemingly the urban (township)
parents who realise the imporiance 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 schiool remains open, and can be of benefit to
pupils - Iﬁé . * ywy come from - the school is s8ll achieving its objectives.
This situation creates a tension between the ohiectives of the Saturday School,
and its parent school which at presei t supports it financiatly and which would
achieve a greater legitimacy within the local community by having local chikiren
accepted into its high school.

The market position of the school in the local community is poor, but in the
surrourding 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 alvrays children on the waiting list. (After a number of weeks of

unexpiained absence, pliaces are filled by children on the waiting list)

Given this situation, the Principal acknowledges that the local community is the
imirker that ite - 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 he perception is that schools tend 1o see the Saturday
School as a threat because they do not really understand what the organisation is
trying o do. The Pinciy.sl 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
*...fend to,allocate fo smaller projects.” (With changes in the funding
environm;ht 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 foliowing year. An example of this would be JCI who gave
R11 000 in 1994, but who have warned that “...restructuring ceuld 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 fiture.” (Funding
Letter, JCI. 7 October 1994) '

The organisation is aware that there is increased competition for i ¢ and that
donors have to be more carefil 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 tiie

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 for example, is dong hy 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
mer? formalised, and that ultimately there may nced 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 with which they are
involved (T.E.D., Johannesburg Northern Suburbs), the staff an: motivated on a
personal fevel 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, stuff 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 morc
funding were available there would be more scope for the school to offer support

in other areas such as rcmedia_tion.

Staff salaries are not linked tc performance, although it has been considered.

Also under congsideration are ways in which staff might be rewarded for “going
the extra mile” as many of them do. At the same time the Principal recognic~s
that this situation may cause problems, a5 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 2 nonthly salary. The Principat believes
that the siaff 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 2 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 ﬁmdihg, the schoolis
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 snggestion of a prominent community leader.)

‘I‘hc Canadian Embassy was originatly 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, Jobannesburg
Consolidated Investments, ESCOM, ABSA Bank and S.A. Breweties) which
have funded on a short term basis. In 1994 most of the funding drt¢d up, leaving
JCI as the only remaining funder. All funds have been attached to the projectas 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 outuome of the
programme

2. The children become more successful in their existing school environment.
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438 Shortierm planuing.
Al 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 bresk.
This planning is cleatly informal, and suits the teachers most of whom have besn
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
mganer, once again because “...things are up and running and the teachers ...are in
the swing of things.” (Principal, Organisation C) Importar* * ues for the térm
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. hiow the organisation car: please its donors, and whether it
will be able to raise 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 13¢t. This
involves “a constant evaluation of donor needs™ (Principal, Organisation C).
Other new issues involve ways of making lessons more relevant for second-
language speakers, and successfully preparing children for the pa~ent 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. CA"E STUDY ANALYSIS

A

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
samé six divisions used in the case studies. These correspond roughly to the
important areas of organisational activity, and are thereéfore areas in which

planning is likely to take place.

- The analysis will 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 11 >riod of time
 than Organisation C, being eleven and eighteen years old, whife ~ ~ ation C
has only operated for five years. A Ionger period of functioning ina  Yutively
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 '-aff which meant
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that among other things, a capacity ic 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 contuined, and were
informed by transformational principles such as empowerment, participation and
accountability. (Refer to case studies One and Two.) If was interesting t note
that while Organisation B began as a Saturday school, it graduall racognised that
this was merely an ameliorative solution that couid not address the more
fundamental aspects of the education erisis, a process which brought about
fundamental change in the institution . Organisation C however, still fimctioned
as a Saturday school which atttempted to “uplift pupils” (Principal, Organisation
C) rather than effect long-term changes. It worked 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 {7 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 2 changing environment, though this may
have been particularly hard to achieve as it was not able to identiy, own and
fulfil its own mission staiement. 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 and

worthwhile.)

All three organisations underwent fundainental operational changes at diffzrent
stages of their development. This change took piace early in the history of
Organisation C, while more recent changes affected the other two institutions.
For Organisation A, this change was structural, willh the integraiion of five
regional projects inte a national programm.s. Plannmg tscrefore 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 Urganisation B,
change was fundamental, affecting focus, ﬁmction an&' structure and nocessitating
research which preceded the implementation of the pilot programme. This was in
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line with a recognition that if the crganisation was to samcessﬁ:llﬁ address
reconstruction issues and continue to provide a vital service, then strategic change
was inevitable, :I.’lanning for otganisation B thus involved bringing the different
areas of sctivity into line with the mission statement, Lcinciples and operational
needs of the organisation. Following its original change in focus, the structure
and function of Organisation C remained # 3 same, and planning iherefore

involved mostly operational issues.

5.2 Budgeting

As the kargest of the three organisations, Orgrmisation A probably had raost
formal and sophisticated budget plan. The organisation had a financial m.. ,-;ager
and mode use of an ongoing budget cycle which included realistic plans and
budgets that enabled the organisation 1o achieve ité objectives. Budgeting from
the zero-base helped to forge the important links between the planning of the _
badget as a set of figures, and the opezational needs of the orgaaiéation. The link
between operations and the budget was .strf:ngthened by the fact that rauch of the
budgetirg was done at regiona! level by managers wio were primarily concerned
with the effective #-actioning of their programme, this meant that budgeting and
costing was closcly tied to project objectives and activities, which shouid allow

for effective allocation and monitoring of resources,

The factlthat regional budgeting had to tie in with the national figures, 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) ‘These tensions may have been further
exacerbated by th.e fact that National Office carefully controlled the budgetary
process by providing regional managers with budgetary gﬁideﬁnes and 2 detailed-
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line item budget.'> While the tight ceniral control may have caused some tension,
it was the means by which the orgasisation co-ordinated, planmed and prioritised
the allocation of resources in terms of the differening needs of the regions. In this
way the engoing budgeting cycle constantly took them back to their vision,

mission, and strategic plans.

"his link hetween {inancial control of the organisation and its authority and
power- base were also highlighted by Organisation B, who attributed this to the
change from a collective management style to a more hierarchical systern of
administrative line functions. While there was a (acknowledged) tension between
the administrative staff and the operations staff in this and in cther areas of
organisational activity, Organisation B put its budget plans together with a lot of
{nput from its operations staff to ensure a workable (operational) basc. While the
budget was believed to be a control mechanism, it emerged more as a way to
control organisationat spending and financial plarming than an orgamsational
control/co-ordination mechianism. As with (')rgaﬁisation A, budgeting for the
organisation was carefully detailed and seemed to be realistic in terms of meeting
the needs of the vrganisation and its objecidves. The fact that the organisation
was small and operated from cne office, meant that the issue of co-ordination was
not as important as it was in Organisation A, and meant that the {financial
manager could personally sup svise and motivate operational budgeting and

expenditure.

While Qrganisation A did not see iiself as being donor-driven, (refer to case study
one - donor tunding) it admitted to the fact that donors shifted the foeuns of the
budget, and when donors chose fo fund a speeific arca, this particular area hecame
more important in terms of the budget and more iinportant in terms of

organisational activity. This raises questions a5 * the extent to which an

121n insormad digcussion it was admitted that regional managers had some olsjections to the
coniral control of the budget process, The more parlicipative proe- bat had been wsed su the
past had been found ineffective, and it was felt that uitimately soipecre had o be respunsibie tor
decisions concerning the adlocation of rasources,
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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 - scnor planning) This flexibility was achieved in similar ways by
both institutions, roughly reflecting the size of their focus. In Organisation A,
money was pooled pationally, 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 z surplus. Organisation B realised
their budget flexibility hy balancing spending in one area with saving in another

area.

Both Organisation A and Organisation B acknowledged the importance of the
refationship 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 cvele 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 ity relevancy. At the same time, the organisation recognised
that long-term planning is synon  nous with growth, which must necessitate
fuirther avpanisational change leading to budgetary change. Cougruent with this
indghie was the fact that Organisation B had begun to address planning for
wrganisational change by budgeting for stratagic planning. It also acknowledged
Uazr' this was only 4 siart, that they needed 1o start budgeting for staff development
axd capacity building. Budgeting for these could prove to be problematic -

prestoubly becanse they are not casily gquantifiable antil 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. Bud;:eting 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 principé;f 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 difterent level) in Organisations A
and B. They are also closely related to the questions of donor conditionality
touched upon above. Because the Saturday Schiool had no funds of its own it was
completcly dependent upes iis parent, and was therefore forced to function on its
terms. This meant not only operating on the most basic of budgets, but that the
schooi had to prioritise not only in terms of what the budget set, but 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 tc meet needs as articulated by the
mmediate/internal environment upen which it was dependent, While the school
may have had the potential to grow ard develop, it did not have the capacity to
plan, which perhaps lay at the base of its own demise. '

53 Marketing

The marketing strategies of Oiganisation A and Organisation B were both
informal, though Qrganisation B included a marketing component in its 1994
Business Plan, and marketing for Organisation A was aboat to be formally
developed by a task group. Both organisations were beginning to recognise the
importance of marketing as ... dynamic component of the crganisations’s
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success” (refer to case study ons,), 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 etc., as this gave them the opportunity to make clients aware of their
work and to identify the needs of their markei. Both these approaches seemed
fairly vague and unfocuses, 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
costomers, 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 markex before they entered into it, Organiéation A identified its
market with an analysis of high school science pupils. This led them to the need
for primary science education, Jrganisation B used 2 pilot programme - the
Matlafalang Programme, to develop an appropriate service, Both organisations
seemed to have identified their market fairly successfully: “...what to sell, to
whom te 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)
sgsessment by the organisations reflected the fact that they considered themselves
to be generally well positioned in their market, {though they both recogniscd that
this position differed from community to community and region io region. White
Ozganisation B measured this position in terms of their relationst.ip with the
community and the extent to which they were requested to work and participate

in community activiiies, 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
iherefore a growth potential, they created a tension beween the growth as planoed
by the organisation (which had to be in line with donor funding), and their ability
to service the market. In additicn the market seemed likely to expand further
once the organisation established bases in the community and became more
vigible, The limited capacity of the crganisation 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 tn-get market, (teachers, regional
educationa! administration, universities, iunders, other NGOs, individuals and
consultants) the organisation also scemed concerned mainty with marketing itself
in the community. Given that organisational growth is depend=nt upon the abitity
to raise fonds, there se=med little consideration of the donoss us a target market ~
apart from recognising the need to have a “structured fundraising plan” and ways
to “consciously cultivaie™ donors. This somewhat vague approach to a vital
aspect of the organisation may be attributed to the fact that no one person in the
organdsation bore the responsibility for fundraising. This was admitted by the ™
Director who has considered engaging the services of fund-raisers, (Refer to zase

study two, donor planning.)

The need to build up a large donor base by carefully idensifying the donor market
seemed to have been more carefully consideied 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 to find ways to expand its donor
base. The organisation, for example, consciously tries to alion its own
requirements to the giver's stated objectives; it highlights the benefits of the

programme for the donor, and it structurss proposals to address the giving



motives of the donor. [t also uses funding data bases to identify appropriate

fimding sources.

In contrast to the other organisations, Organisation C did not have a specific
target matket, and the target market which it actually served (children fromn 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 schoo!l had set for 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 pui 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 h;iving done any research into the needs of the local community.
It seemed in fact, as though the parent school had decided for them what they
needed, as well as how to fulfil those needs. This was evidenced by the fact that
the scﬁool had to change its focus very scon 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 thun the one intended.

Further problems with marketing the school to its intended communify may be
atiributed to the fact that all the Saturday School teachers were white and had
little development experience, having come from more sophisticated Modei ¢
and Model B schools. This meant not oniy that the schooi lacked Iegitimacy in
the community, but that there was a language and communication barrier. This
seemed to be undersicod by the principal: “...there is & huge gap...”, but she did

not seem to know how to approach the situation.
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54 Human Rescurce Planning

The strongest theme that came through in the human resotive: planning
interviews, was the careful selection of a certain fype «f s s :who shared the
vision, and who believed in the cause of the organisatiors. This type of person
was seen (o be self-motivated and : cif-challenged, ensuring that staff were able
to seil the orgunisation to clienis, Mintzberg (1994, p. 413) suggests that
“Qrganisations wi "~ strong cultures, rooted in distinctive histories, tend to elicit
strong commitment from their people...” This type of person " vas described by the
Financial Manager of Organisation B as “an NGO person™ and was helieved to be
*..inp. -ative and creative enough to carry out many different tasks.”(Refer io

case study two)

For Organisation A, operations staff (who make up a larpe part of the total stail)
were usually seeorded from their different education departrients and then
released basw . -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 nsualiy feader-teachers who were dedicated o
educaticn, While Organisation A recroited their staff carefully. their format
training programme encouraged staff to be flexible and innovative and to exercise
their own discretion within the curriestam. This ensured that haman resource
planning fitted in with the organisation’s mission to improve the quality of
science teaching and to empower seience teachers. In addition, dedication,
commitment and ownership were encouraged by giving staff {ull parﬁcipatiun in
dectsion-making processes. The regiota structure allowsd managers to
recognise the talents of their staff and 10 give them the opportunity 1o realise
those talents, though this was ati :1formal process and was probably not practised

by ail managers,

Orpanisation B also selected its staff very cercfully to fit into the organisation,
and sgpointucats were influenced by a variety of faciors which included skills,

qualifications and vaiue systems. Commitment and a sense of ownership was

1i?
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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 oy
consciously sought 1o be inclusive and democratic. Although staff did not go

through & formal training and mentoring process such as was given by

Organisatién A, new staff were informally mentored in 2 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 seif-study that would benefit the organisation was éncouraged witha
system of grants and loans. In Organisation A, career pathing was fairly
informal, and there was a recoguition that the non-hierarchical strocture was not
conducive {0 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

organisationa] strength and excellence. (Senge, 1990, pg 146)

In Organisation C, the commitment and dedication of staff members, and the kind
of staff meny~rs selected wa;s also highlighted. Staff were selected both for their
experience and their erntlﬁ:siasm, 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 pari-time nature of the organisation and its small size,
no attention was paid to formal staff development, though the principal did admit
that there was a nezd fo look for new ways to meet the needs of the children and

the developmental situation in which they worked.

In 2ll 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 is important beeause NGOs are usually quite small and pecple have
to work together constantly to get work completed. 1n Organisation B, team work

118



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 ity 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 mariagers in Organisation A. Inthis
organisation a performance appraisal system was to begin in 1995, while in
Organisation B, the dircctor was currently working on a policy for the system. In
Organisation C, staff appraisal was completely informal, carried out by the
prircipal 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. Orguanisation 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 part dependent upon the
number of “merits™ accrued by the teacher,) Both orgauisations acknowledged
that evaluators would have to be neuiral, 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.



In ferms of their salarv structures, all three orgénisations belivved that their salary
structures were “Fair” to “high”, They believed that statf were gencrally satisfied
with their salaries, though each organisation hignlighted a tension reiated to a
particuiar 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 betweer 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
avaluation 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 stractures, merit pay could be based on
participative goal setting, and the contribution of the individual to overall
organisational goals. (Since both Organisations A and B refer to staif
involvement in decision-making, and since Organisation B commented
particularly o its inclusive and democratic structures, the development of a merit
pay siracture might prove to be both a challenge and a development issue for the

orgsations.)

5.5 Planning for doner funding

In their diior planning, it was most appasent that the two larger organisations
(hich were at a relatively low and a medium rigk respectively) had thoughit
carefully about the problems and the possibilities of an uncertain funding
envronment, The smollesi organdsation, which was considered to be a{ the
highest risk in terms oi funding, whils being aware of the problems, had done

very liitle to counter them,
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None of the three organisations generated their own funds (with the excci. "n of
Organisation C, which charged a token school fee for their services.), and. mé;zr
were therefore completely reliant on donor funding which came mainly from
local donors who pledged funds from one fo 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 donots by providing opportunities for project funding and by
selling a particular area of interest to donors. They felt ihai this would attract
Jocal donors who wa..ted to fund projects in their own constituencies, and would
~ give donors- ‘grester ownership of the programme. In support of this strategy,
Hafner,'éuoted in Drucker suggesis that “...for a non-profit organisation to be
really successful, you have to have a lot of people caring about how it does. You

nt that donor to take ownership in your programme.” (Drucker, 1990, pg 86)

Bath Organisations A and B bad considered th~ pessibility of self finding.
Organisation A saw this in terms of charging for consultancy services to the
Education ministry. Organisation B sezmed to have considered the possibility of
becomitg self generating far more carefully, with plans to work ior the state, by
training subject advisors and inspectors, as well as plans to becbfme; formally
accredited which would give them the wherewithal to charge fees. |

It seems that the funding environmeni is at present extremely ili-defined and
uncertain, (For example, Organisation B stated that thinking around changes in
local finding 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 beiieved that large corporations like to fund smalier
projects while Organisation B suggested that they prefer to fund projects with a
national or provincial impaci,) Organisation A recognised that the difficulty with
ﬁiﬁd‘ing innovation was making it operational. This means developing sirategies
for converting plans and ideas into actions - which neither organisation had been



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.) thers seemed to be little move towards a
leng term strategy - at focussed on the donor and his’her needs as 2 vrlued

customer of the orgazﬁsation.

- Aaother important theme that emerged from the case sjudies, was the
commiiment of all threc organisatioﬁs to their missio.., vision and values, and
their uawillingness to compromise these. Alihough both Organisation A and
Organisat.on B described themselves as “donor driven”, this was only in terms of
money sources and to thé extent that donor cordi*’onalitics met the organisation’s
objectives, All three organirations stated that if these conflicted with their
chiectives or 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 accountabi.lity 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
operaticns, and by creating a transpatency and a clarity between those who fund
and those who receive the fundin: A “...synergv 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 latier organisation planrned on an informal basis for both the
short-term and the long-term. It was also very clear that whiie the two larger
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‘organisations planned for operations, administration and organisational
development (for example the need o move guivards participatoty planning; the
need to consider the consequences of decentralization) the smallest organisation
really planned for its operations only. with no attention paid to organisational
planning .

Orgams.mon Ain pamcular, had a systematic approach to planning in wh1ch the
year plan was c.lose ¥ ....*ated to the monthly piars and the weekly operations
plamﬂng These plans wetg carried out in dets# at all levels of the organisation.

In this way. iong term Dlanning was carefully related io the short term plans.
Given this relationship, and the systematisation of the piocess, it was interesting
to note that the Finaacia' Manager admitted that sot afl staff {only those at a
t:ertain'h 'vei) were aware of the relationshipf'continﬁity between what they did in
the s e *.erm, and the 1ag term plans of the organisation, Systematisation
thereto.u, may not alwa}'s be an appropriate way of drawing the Matwnslups

together.

| Structurally, Organisation A was decentralised with five regions drawn together
by a central administration. It seemed that most of the lopg-term planning
(finances, development ctc.) was done by the central administration, while the
regional structures did most of the short-ierm planning (eperations, non-
routine/ad-hoc planning), While ﬂus meant that all statf were involved in the
planning, it strictly limited participation in jong-term and strategic planring fo
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 difficolties,
it is unclear just how an organisation which originally consisted of separate,
loosely related structures, could be unified into ons prog::mine both
organisationally and in spirit, especially as a decentralisﬁtion of structure had
necessitated a centralization of power and authority. The relationship between

centralisation and decentralisation also emerged in Organisation B, but as an
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issue which management were aware would probably emerge in the future as the”

organisation decentralised from the central office to the townships.

Perhaps bacause it was a much émaller structure, Organisation B seemed more
able to accommodaie the different planning styles favoured by mesmbers/groups
of stal?. (Although it was acknowledged that there was a tensict’i: between these
groups - refer to case study two, short term planning.) Althuugh maost 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 thar staff
worked as teams which carried responsibility for their own planning, rather than

having a manager who ultimately bore the responsibility.

As with Organisation A, afl the staff in Organisation B were involved with
planning for the short-term. Unlike Organisation A however, there was a sttong
clarity abour 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 u'timate decision-maker, and more that of the person who brought
stafi back to the organisation’s priorities, theteby ensuring a clarity/unity of
vision. The fact that all staff were involved in the strategic planning process
probably added fo this clarity.

Organisation A acknowledged that changing needs were bringing abeit changes
in planning methods. The perception that planning was top-down, and that the
organisation had lost its “humanness™ had Ied to a cal! for more participatory and
transparent decision-making processes. (Processes that management saw as
problernatie, because although they were ideal, they were very difficult to
achieve.'’) While grounded in reality, these perceptions were probably informed
both by an awareness of the political/imacro environment as well as by the

perception that centralised, systematic planning was a threat to the inherent value

* 10 wn informal discussion with the management of Organisation A, it became clear that these
problems had recently sreatzd major divisions in the organisation that the management were
trying hard to reconcile. The previously independent statub .. he regions, together with : strong
cadre of regional managers may have oxacerbated the problems, '
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systeras that scem te be so vital to the fanctioning of NGOs. ¥ Mintzberg
supports this by suggesting that organisations with a stror.  uiture, history and
commitment may not easily accept the “calenlative nature of plarning” which
may seem “...efcessively impersonal ard technos atic in such ideolgical
organisations, \;vhich prefer to rely for coordination on the standardisation of
norms through socialisation and indoctrisation.” (1994, p413) The questin is
whether management will be able to deal with these tensions creatively so that
thev help to unify the orgenisation, or whether they will ultimately institationalise

polarisation,

While Organisation P -vas able to operationalixc 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 gystematisation, and
centralised co-ordipation. They suw this as an opportunity to “build staff’
capacity” ij._nwever, (refer to Case Study Two) rather than as a means to centralise
control. (This meant that staff would have ta be trained to deal with issues of
finance and ﬁ:lanagemem so that they could administer these successfully in the
regional ofﬁbes.) 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 «f the organisation, if this can be
chiecked, decentr ~ sion may successfully allow regional workers the authority
to make “...decisions in the execution of central policies” thereby devolving
decisi‘on—making authority. (Allen, gooted in PLANACT, 1992)

While both Organisation A and Organisation B believed that their short-term
planning processes were successful, they both relied on subjective evaluation
(“...we run into few crises, ommissions, etc...” Dires .1, Organisation B) as

neither had undergone a formal evaluation of its administrative processes. '’

*These were discussed in more detail in the sectios on human resources.
"Organisation B has undergone external evaluation of a nunber of other aspects of the
organisation.
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Organisation C also belicved that its short-term plamming was successful:
“...things are up and running and the t uch -~ in the swing of things.”
(Principal, Organisition C)

In Organisation C the ad-hoc and informal planning approache.s 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 themseives),
but it meant that the concerns of planning were limited to issues thai influenced
the organisasion externaily. (Such as finances, donors, teaching methods and
examination requirements.) Planning did not take into account the internal
organisational enviromment and its strengths, weaknesses and capacity for
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 reaily
owned the school (netther 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 atd complex,

5.7 Strategic Planning

Strategic planning was only undertaken in the two lacger 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, nationaf 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 2 donor conditionality, but its
implementation may be aitributed to strong leadership, foresight on the part of




managgement, aud an aéknowledgemcnt that Jong-term sustainability may be
depeadent upon effective organisational development.

The actoal 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.2s of the internal and external environment, the systems and
structures of the 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 fanction implemented and facilitated the follow-up
process. In Organisation A, the decentralised organisational structure
necessitated that the strategic plamming process be taken into the regions by a
contingency greup. This cousisted of top/head office management, who
implemented a similar process. In both cases ﬂge capacity for straiegic planning
was invested in the management cadre, which preduced 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
internally along democratic and communal lines, all staff members wers involved
but the iaput of trustees and other stakeholders was limited. Harding (1994, pg
10) balieves that participation can serve a number of different functions for
NGOs: it “can be a vehicle for ...gaining access to local information about a
situation...a means by which a focal 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. Conversel y it eould
have nade the planning process even more difficult as it might have raised issues
of power: between the board, the community and probzbiv. the n-onagdiment.
“Stakeholder participation raises difficalt questions of po+ 21, u-:ax‘:,-.rshii; and
trust.” (Refer to case study two - strategic plapning.) Harding rec. gnises the
complexity of participation;saying that: “At the heart of the ambiguity in
participatory development are issues of power and complex ones. What seems
crucial assessing the practice of “participatory development™ is not the fact of
“participation” per se, but whe decides the scale, level and terms of participation,
and who controls the framework it takes piace in.” (1994, p. 11)

The difference in the emphasis that the .two organisations put upon the strategic
plarning process was marked. While Organisation A emnphasised the process
and how it was carried out and developed within the national struciure;
Organisé.tion B emphasised the product - the tensions and concerns that emerged
from it.. in this oiganisation, the process was seen to be fairly technical and
repetitive and staff reportedly failed {o understand the necessity of their
participation. They believed that strategic planning could have been done by
management alone, and saw the precess as extemal 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 cettain 'ype of staff member.

In Organisation B thg;.sixatcgic planning process generated further tensions
between the managemerit cadre and the operations group. The stresses that arose
here once again paralleled those that arose in the other areas of organisational
activity. They revelved around the product focus of strategic planning and its use
as a tool to enable the organisation fo change, develop and becomne more
streamlined and proactive. While the administrative unit upizeld 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 responsii'e tothe -
eivironment. 1t was believed that this was because the planning was structured
and facilitated by the adrainistrative 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 plaming,
Az they were in the other areas of planning, these tensions were openly |
ackniowledged and acv.ommodated by the planning process, Mintzberg suggests
that different planners have different values in an orpenisation. The more
cregtive thinkers are able to open up the sirategy making prcsess by providing
offbeat approaches to issues, while those which are able to programme strategy.
und see that it is operationalised are unfirely to ask “searching, radical and
ridiculous questions” (Chuichman, quoted in Mintzberg, 1994, pg 394). It seems
thaz bott: conventional and non-conventional planner were present i
Organisation B, ensuring that tensions were creatively handled and operationall, -
effective, This may explain the seeming contradiction between the negative
responses to the plan:ﬁng process and the final evaluation of strategic planning by
the stat_,‘f as “worthwhile.” (Refer to case study two - strategic planning)

While the tensions created in Organisation B may be attributed to different
planning styles, resistence to the strategic planning of Organisatior.. A seemed to
be that much stronger, again highlighting the siress between the central and
regionu! management, the centralised and decentralised functions. This resisience
was clearly acknowledged by management: “The process has not been corgpleted
in the regions where there has been a major resisience to the process, particularly
from those regicns that had been with the Urban fouation 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 siudy two, sirategic planning)
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As a much larger organisation (than Organisation B) with a sttong regional
wanagement and a history of . >gional autonomy, the resistence experienced by
Orgmﬁsation A is hardly surprising, and vet such strong differences were unlikely
to be absorbed into the long- term functioning of the organisation. The strategic
planning process was perceived to be yet another top~down decision-meking
practice, reflected in the fact that the regions saw the planning as a way for the
national off:ce to uptiatc itself as to what was happening in the regions. Given
that thp 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, Notan and Pfeifier (1992,
p.18) sav that the moat impoxtarit readiness factor for strategic planning is the
leader’s interest in, and commitment to the process; and his/her ability to seil it fo
the strategic planniug tean ond the other members of the organisation. While one
does not doubt the commitmen’ of the management (given the time and money
that was dedicated to it), it is pssible that the regions were not completely sold
on the process, believing that they had been planning strategically all along.
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CHAPTER SIX
6. CONCLUSIONS AND RECOMMENDATIONS

Asasetof articulated, integrated and interrelated decisicns, planning determines
the different courses . action that ate chosen to accomplish the specified
purposes of an organisation. Planning is thas central o gll the activities of an
organisation and to its vutcomes: the extent to which it does - or does noi ~
achieve its intended results. Planning is not necessarily a formal operation. Itis
done in many different way, from the formal articulation of long-term plans to the
informal, ad-hoc nlans that are made on the spof 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#. ming and strategic planning), were directly involved
with planning fanctions per se, the other four areas of activity were chosen as a
means by which to discover (across a broad spectrium) the extent to which
organisations were actually formalising and articuiating their idess about change.
They were also identified as a means to discover how plans, as z 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
coaclusion 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 rele\j'ant

recommendations. In doing this, it attempts to do the following: -

» Iitakes 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 litermare review (Chapter Two).

+ Tt uses the theory as a base from which to assess the extent to which the three
organisations plan for« -age: the kinds of planning they do, the degreeto
which plans are action-orienied ways » F making jdeas and approsches work,
and the interrelationships between long term and short term plans.

e It makes recommendations as to how the organisétiuns 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 NGOs to make changes
that will enable them to cope proactively with the “largely uncharted route™
(Minizberg, 1994, p. 109) that lies ahead of them.

6.1 Background, missior and structure of the organisalions
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 of NGOs that “...helped to define, support and maintain political
opposition in one form or.  ithet” (Bemstein, 1994, p.59). Once apartheid had
been removed, so too had a part of their reason for being. The 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
1590). While the organisation was exposed to the consequences of apartheid, it
was somewhat removed from its realities as it operated under the umbreila of its:
patent school svith a body of white teachers. The end of apartheid was therefore
not the change catadyst for Organisatior: C, that it was for Organisations A and B.
Because it was protected irt part by its parent school, Organisation A operated in
a fairly stable und ravefied environment. This environment denied it the need to
plan. Because the school was neitrer owned by *he community, the parent
school, the teachers, ths 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 nnification that ensures that the entire organisation “exists for
the sake of its mission™ (Drucker, 1990, p.45). In this organisation 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 ieadership appears to be strong however, there is a good
chance that planned change will enable the directo_r to *“focus group processes”
(Bass, 1990 in Van der Merwe, L. 1993, p. 235) so that the organisation ¢an meet
new challenges, sieze new opportunities and innovate. In so doing, the
organiSation should develop a greater focus around its mission and vision and

hecome miore ynified.

For Qrganisation B, changes affected “focus, funciion and structure™ While this
affected the management mmd 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 sociz;
needs...”; “the staff...function as a team who belicve strongly in the cause towards
which the organisation is working” (refer to case study two). This philosophical
base seemed to ynite the organisation even though there were certain fensions

relating to the way in ‘which it wa i managed. Drucker (1990, p. 149) says that
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“For all this to come together, the prission has to be clear and simple. }t has to be
bigger than ar_l_y. ONE person’s ca'igauit_y. It has to lift up people’s vision, Ithasto
be that something that makes each person feel that he or she can make a
difference...” In Qrganiséﬁon B it sermed that the shared mission made change
much easier to implement. This might be atiributed to the fact that the
organisation is s:ifpall and structurally centralised with a strong participatory et! -+
and a commitied leader who continuously draws the organisation back to its

mission, vision and long-term plans.'®

6.2 Budgeting
Itz al} three of the organisations, thes theme that emerged most strong!w around the

budgeting process was not the organisation’s ability to budget (ihe budgeting
process seemed to be appropriate and relatively efficient and effective in all three
organisations), or what it budgeted for, but the link between money, atthority and
power, both within the organisation and between the organisation and the funder.
Because finance is crucial to the sustainability of the non-profit organisation,
planning ﬁim“w‘ ‘w'omc.s a piincipal activity, and is closely refated to issues of
accountability, tra- ..spareimy and controf, This was highlighted as much by the
relationship between the lack of planning and the dependeney of Qrganisation 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 ailowing for a certain amount of flexibility(determired by the
Financial Manager) in i:he allocation and expenditure of moneys. The fact that
the budge? was conirolled af 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

"Refer back to Case study two, short term planning: ©...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 badgei cyrle. 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 conirol 10 ensure the
effective use of resources, the budgetary prrcess 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 organisaticn)
would have heiped to valicate the complementary knowledge of both the centre
and the regions in the budgei plan. This would lead to greater transparency, and
posssibly to a more creative and flexible budget thas that being used, (In line
with Mintzberg’s idea that formal planping drives out creativity {Mintzberg,
1954). It would alse be a way to “involve the doers in planning” (Pennington,
1972, p. 3; in Mintzberg, 1994, p.31), so tliat any prbblems associated with the
implementation of the budget could he pre-empted. Although monagement were
aware of the need to manage more participatively, they highlighted the problem=
associated with it.'” Facilitating changes in organisational culture may well be
difficult, but 4t 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 becausz the organisation smaller and was
structurally centralissd.) 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 (fiom a one ysar {c a three
vear cycle), it had also changed the management style that controiled budgeting.
It therefore seems probable that it was less the budgeting process that gave rise te
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

V7« staff forget 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 a'm.“anti—management” (Clarke, 1991,
p.84 ), and Harding’s notion thai “maﬁagment is the antithesis of democracy and
empowerment”(1994, p. 3). Tensions around the budgeting process in |
Organisation B #id not appear to be detrimental to its functioning, and the budget
appeared to be tru.cp nt to the staff and to the donors. |

In Orgarisation C the budget was stable, and changed only w'h inflation. While
the budget itself seemed realistic and cldsely related to organisationzé{-:t@i vity, it
redlected the lack of change in the entire orga:ﬁsation,ﬂ_ It also showed that the
organistion operated or priorities only. The fact that no allocation was made for
organisational or human resource developliiam showed an inability to plan
steategically for the long term. Because the parent school sdpported the Saturday
School financially, it held ulfimate power that affected all areas of the
organisation, It also meant that the decision to close the school was

uncontested.'®

Because Organisations A and B were not reliant on a singie donor, buthad a
fairly broad donor base, they were niot as high risk as Organisation C. The
dependency of Organisation C upon its donor allowed the donor to becorme all-
powerfil, which severely restricted any planning that the organisation could
undertake, This highlights the importance for NGOs to find innovativ-. ways to
create a broad donor base, or 10 find other ways in which to sustain themselves.
While the idea of cost-recovery is felt by some to be inappfopﬁate, 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,
{Negotiaied 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”, or a similar fund-raising effort..

* The decision to close the school prompted strong reactions frora the founding principal and the
parents of the school and moves are being made to change to schoot into a self-funding
organisation that is supported in-part by the pupils of the parent school. The school will be co-
ordinated by a committes of parents, and will be run by ere of the mothers.
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Budgeting for organisational change had only just begun in Qganisations A and ~
B, and had not taken place in Qtganisation 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 arganisation. While it ix
difficult to start budgeting for the unknown, the effective implementation of all
plans and activities is dependent upon this capacity. Providing the resources for
this iz therefore essential, NGOs therefore need to recognise the importance of
organsational development, and actively to seek funds for it.. They could begin
by developing their own capacity-building program:: - with any exira resgurces.
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-get planning were those of transparency and
accountability, Both Organisations A and B & ncecountability and transparency
in terms of their donors, other stakcholders such as staff, clients and communities
were not considered. Both organisations beiieved that the budget could (unless
specified by a donor) be used flexibly, while remaining in line with donor
requirements and proposals. They also streseed that regular reports included a
financia! and a narrative update of activities - this allowed accountability in terms
of finances, resources and services. Interestingly, none of the organisation
menticned ways in which they were accountable to their eliemrs, “This may have
been because services were present provided free to clients. Given that the RDP
says thar “NGOs must adopt transparent processes and operaiz in a manner that
responds with accountability and democracy, 1o the communities they
serve"(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
demonstrater transparency and acconntability are likely to gain the credibility
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which will assist them should they have to start tendering out their services in

terms of RDP funding. The following suggestions may provide some options:

e Make financial statements and accounts availabie to the client on a regular
basis

o Collaborate with the client around the Jefinition of services and agree time
and/cost based budgeis for the assignirent

» 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 projest, and develop an exit
strategy

{Options derived in part from the Report to the Commission »f the E.C. and the

Kagiso Trast, October, 1993)

6.3 Marketing
in the context of increased competition, both Organisation A and Organisation B

had begun to recognise the imporiance of marketing. Plans to do thiy were
presently informal, with a view to becoming more formal. Given that marketing
involves a “planned approach to exal: nge relationships with constituencies”
(McLaughlin, 1986, p. 183; the formalisation of the marketing process is likely to
bring it to the fore and ensure that i 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 impoﬂance
of the individual and collective networks (fora, exhibitions ete.) 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 actuaily 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 nehaviour
and ...values” (Mc Laughlin, 1986, p. 184). The fact that Grganisation A had
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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 so™, it is possible that the organisations
marketed their product innately - ivtuiiively building it into the design of their
service as Drucker (1990, p.53)recommends. This may be attributed in part to the
NGO staff and to their commitment, as staff who believe in their work should be
able to sell the organisation (o the client through their ongoing dialoguewith

clients,

Because there was a tension between the growth potential of Organisation B, and
its capacity o meet the expectations of the community, there is need fora
carefully structured marketing strategy. This strategy should consider the market
as a whole, and must try and balanc~ the needs of the donors with the needs of the
‘community. It should also be a part of the total management of the srganisation.
‘The organisation is presently corcerned mainly with comnyumity needs, which
while understandable, is out of line with it reliance on dv.. v funding to rew
those needs. The organisation admitted that responsibility for fundraising was
unclear, 4. jssue which needs to be resolved 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 reed to look more closely
at their donor base, involve their board in the issue, and {ty 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 “he~ts” and to the “minds” of
donors as Dracker suggests. {1990, p. 58) The development of a marketing

* tirganisation A worked in afl primary schools in the Western Cape; Organisation B was often
asked to do more work i 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 originaily tested the saarket before it enterod it. This had
enabled them to identify their market and deveiop and fulfil 2 niche for
themselves in the fietd 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 shoulc perhaps consider researching market trends again
to develop a broader understanding of trends. This would assist them in
segmenting and fargeting their markets correctly, and would etisure 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 cli=nts and donors. Drucker (1990, p. 54) says that successful marketing
means “knowing what to sell, fo whom to sell, and when to sell”. The Saturday
School was not clear about any of these issues. A structured approach fo
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 clailfied within the organisation, these would
have t« be sold to the parent school and its board in order to get their active
support, This would have to be an infegral part of the change management
process, perhaps a part of a flexible and negotisted strategic programming session

in which broad goals and objectives were set out in a problem solving framework.

As an independent organisation, the Saturdzy 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 ﬁmding document, p.1). In this way they would be appealing to
the hearts and the minds of their donoxs 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
exampie, 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 & {ime when NGOs are dealing with the

S ci:fects of political, social and organisational change has brought the need for

Auinan resource planning to the fore. Human resource decisions are, according io

N tker, ...the ultimate - pethaps the only control of an organisation...”(Drucker,
?090 o 145) As such, NGO staff are likely to play a critical role in determining
ho_yv the organisation is able {0 adapt to change. Human resource issues such as
how to attract, recruit and develop high quality stafY are therefore central to the

long termr. success of the organisation,

6.4.1 Recruitement and staff development
In Organisation A, plans to recruit and develop statf were formalised, action-

oriented and implementable. Tlicy 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 wes less formal - although the
commitment to staff development was very 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 cne of the most central human resource

concerns was finding the right fype of staff. Qualifications and experience were

141



secondary to the potential, the values, and the commitment of the recruit.
Organisation A were able to control the quality of their recruiting {0 some extent,
by selecting employees from ‘eader-teachers who had participated in the
programme. In addition the regional structure of the organisation ~flowed
managers to optimally utilise the diverse talents of their employees.

Both Organisation A and Orgénisation B said that they nuriured staff
commitment by pmﬁding a non-bureaucratic organisational structure, and by
including all staff in participative decision-making processes. While this
democratic and participative ethos may atiract staff with the necessary

N ‘commiiment, organisations have to find ways fo develop staff if they hope to

! ._ fetain them, Organisation A had implemented a carefully structured means of

doing this. Staff development included an intensive course of formal 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 institutionatise its programme, which
meant that seconded staff had io be tréined and developed io ensure their
favourable return to the schoo! 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 fanction was less formal than that of
Organisation A. Although liitle formal training or mentoring touk place, new
staff were suppported by their more experienced team members, and there was
very sirong 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 seif-study, it was not as closely
Iinked 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, it makes little sense not to motivate staff with a formal career pathing
process, especiaily with such a highly developed staff tratning programme in
place. This could be done by making it policy to fill 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 their experience in different arcas
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, becanse most of the
staff were experienced ieachers. 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 fearners 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 sneans that the implementation of a staff development programme for
teachers is very important. It could be done with the assistance of an NGO
experienced in these methods, and would require a commitment on the part of thr
teachers to develop, trial and share a new materials base.

6.42 Developing a leaining environment

While Organisations A and B seemed, (in theory) to be commiited to the
development of a leaming environnient, there were few planned and co-ordinated
exchanges between personal learning and organisational learning, In times of
dynamic change, sirategies and ideas tend to abound. It therefore makes sense for
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organisations to link personal learning closely to organisational leaming so that
strategies can be harnessed and ¥ - strength and capacity of the organisation can
be built up from within. Si..  should be trained and given responsibilities (which
may or may not be linked to financial incentives) in areas such as suategic
maﬁuégMGnt, monitoring, evaluation, fundraising, financial management,
budgeting and marketing. This would spread capacity through the orgenisation
and would iake 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
prﬁvided by & number of sources:

o the experience of CBOs and ot. - clients

» other NGOs

o other sectors of the economy and the political arena

o the experience of other countries

¢ training and information instifutions

{Adapted from the EC. Special Programme document, October, 1993)

A real commiiment. tc: organisational learning means exposing staff to learing
situations on a regular basis. Because NGOs are always so bugy, 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 fo leam together.

6.4.3 Performance appraisal
The issue of performance appraisal emerged in all three organisations. Although

nore of the organisaitons had formatly implemented the function, all three
recognised its inoportance as a way of building on staff strengths and highlighting
areas of need in order to make the institution more effective. Organisaiion 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 beent formalised. Organisation C had not yet
articulated any form of performunce appraisal 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
for evaluation should be job related, with specific traits rather than broad
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 fo 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 sysiem 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 NGOS have difficoliy 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 bigh staff turnover. This may be
partly attributed to the fact that Qrganisations 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 £ 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 monthty
salary. : y

‘The issue of salary rationalisation in Crganisations 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 carefirily pianned as part of the wider human resources plan
and should be implemented over afew years. Rationalisation could be mote
difficult in Organisation A, as it is unlikely that the organisation could offer the
same benefits that secondees receive. (Which staff see us being unfair in terms of
equal performance) What the organisation could consider however, is a
structured motivationai 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 amj the input

of ali staff so that it is understood and seen to be fair and transparent.

N
6.5 Donor Planning
Although the three organisations knew that they had to change and innovate, and
had plenty of ideas &g to where they couid be going, donor planning lacked a
direction and was rot action oriented. It also meent 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
thoughis into action plans. (Although Organisation A had taken some poritive
steps in visiting the United Kingdom find out the possibility of develo, g
funding Jinks with universities,) There was therefore little evidence of formal
planning as a means by which to “...translate intended strategies into realised ones

by taking the fitst steps to effective imnplementation,” (Minizberg, 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 arez in which they were particulary
interested. (For example, Organisation B is considering an “Adopi~a-School”
policy, and Organisation A hopes to encourage seiail donors to sponsor 2 science
competition or olympiad,) Funding innovations such as these may well prove to
be a success. According to Hafner® (Drucker, 1 10, p.86), raising funds at the
community levet can be extremely (financially) rewarding. This does not mean
targeting individuals only, but couid involve small businesses who wisl
become involved in commmity issues. (Perhaps businesses in the townships who
want to become involved with the RDP.,) Hafher believes that the sirength of the
lecal donor is that he/she is more able to become “aquainted with what you are as
an orgaitisation, what yais are trying te get accomplished...” This means
identifying with the goaf;;*{*f' the organisation so that the funder may become an
im;iortant advocate for théétg{inisaﬁon, being able to see the resuits in histher
own comzuunity. In this wéy, fund devetopment®' becomes closely linked to the
benefits which it holds for the community (Drucker, 1990, p.86.).

Because the funding environment is i)mently so ill-defined, the tarseting of new
local donor constituencies shouid 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 possibi®. * of building up a long-term
donor base through smaller funders should therefo.e be considered by the |
organisations to be an importani strategy in termis of the chaxiging environment
and the community-based focus of the RDP.

*Executive vice-president and CEO of the Amcrican Heart Association.
A Fund development is different from fuwd rising in that it creates a constituency that supports
the organisaifon becaunse it deserves it (Dracicer, £990, p. 36).
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Organisation A recognised that the difficulty with funding innovation lay in
making plans operational, that is, for converting plans into actions. I order to do
this successfully, organisations need to do some research into the donor market.
They would then be able to focus the mas;sagé of the organisation on the values of
the potential donor. This would be an important part of a strategy to target new
donors (smaller ldonors, 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
carefuily compiled to meet the specific requirements of th» 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 “3;iuable” they are (Hafher, 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
mors to “consciously cultivate™ donors. This means building sxtensive
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 of NGOs. It is possible that this situation
may change with demands for greater accountability to donors and a move

towards smailer funders who are more involved in fewer projects.

The commitment of all three organisations to their mission, vision and .. Jues was
an important t.eme which emerged from the cuse studies, and one whick 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 motivéé of the donor, A clear
vision aiso ensures that there is a congruency between the mission and goals of
tl.2 organisation and the proposals and budgets that are presented to the donors.

While this congruency was preset: 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 ducision to close the Saturday
school. This means that Organisations A and 8 havea sirong 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 ba
accountable o their donors and their clivnts, to the creation of a “Synergy
between the mission statement and what the donors warted ..” Both Organisation
A and Organisétion B believed that there had fo 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) B
the wers able fo achieve this. Ideally it would have entailed making the goals and
objectives very clear to donors and to clients at each stage of the programme, I
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 of iwilding v.p an
ongoing dialogue between the organisation, its fundeis and s clients on an

ongoing basis,

The dedication and commitment of the organisaﬁon to its niission may be
parallelied the ethos that emerged in all three organisations. Although informally
articulated, this ethos was so important that it pervaded many of the
organisational activitics, and led to a concern that the development of 2 more

tunctional, production-oriented capacity might damage the inherent value systems
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of the organisation. (Refer to case study twa) This makes it crucial that planning
for ail areas of organisational activity finds a balance betwzen maintaining the
open structures that acommodate the NGO ethos while facilitating t:.. more
streamlined organisational processes thal ensure innovative and creative service

delivery.

6.6 Short term planning

The analysis of short term planning methods made it ¢’ ~r that the planning
undertakeii 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 informatty and mainly in
the short-term. Witile its informal planning may have been appropriate to meet
its immediate operational needs (and the school did appear to run fzirly 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, staff were
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 shonld have led 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 planming capacity in Organisation A was not able encompass the
orgunisational processes necessary for change and innovation are likely to have

had a detrimental affect on its ability to sustain itself.

In Organisation A, planning processe: were carefully systematised so that
weekly, monthly and long term planning were closely relaied, and detailed
planning was done at all levels of the organisation. Whik his type of planning
should have led to a broad understandiiig of the interrelationships between the

difterent levels of planning, this was not so, and only certain siaff (managerial
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staff) were aware of the connections. This situation may support Mintzberg’s
conviction that formalised planning actually undermines strategic thmkmg snd
new ideas, while it discourages comnﬁﬁnent and detaches staff with its “objective
calculations™ (Mintzberg, 1994, p.176). He believes couversely, that
commitment flourishes where siaff are allowed to participate in and own their
own programmes. It is possible that a less rigid planning system - pethaps 2
system where staff discussed plannino together as teams (together with their
managers who could draw it ditfer: .t levels of planning together) - might lead
to a broader understanding of the w!  le planning process because “Through team
learning the whole becomes smarte: .han the parts. The disciplines of team
lzarning include dialogue, a form of talking and thirking togethes” (Van der
Merwe, 1993, p. 232) Team planning in this way might lead to a broader
understanding of the inferrelationships between plans and their implementation,
leading in turn to a deeper commitmen: 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 corrglation
between plars and operations, but it also meant that the capacity for sirategic
thinking, pianning and acting was limited to ce;fain 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 levels™ 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).

2 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 relatinnship
between long and short-term plans, This may have been because all staff were
involved in 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 n.ed for shis kind of vision as it “draws the follwership forward”. In

may also have added 1c 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 p;:rson who drew the
staff back to their (planning) priorities to ensure a clarity of vision. The emphasis
was therefore apon his leadership, rather than his persoun, 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 centrafised...hi¢rarchies
obsolete...System-wide leadership, Iearning and the creation of a corrmunity with
# common purpose more accurately reflects how successful contemporary'
organisations are dealing with conditions of rapid change and increasing
complexity™ (;‘:Ll'an der Merwe, 1993, p. 236). This puts leadership into a 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 fimetion, and that organisationat values
(such as its “hutnanness™) were being lost. This had led to a cail by the staff for
more participatory and transparent decision-making processes that were in line
with the political/imacro environment, Conversely, Organisation B were moving
towards a moze co-ordinated planning system as the organisation moved ‘owards
a decentralised structure. While Organisation A, used planning as a way of
centralising organisational co-ordination without building planning capacity,
()rganiéation B recognised that decentralisation would necessitate staff capacity
as most of the planning would be done by the staif in the regions. Mintzberg

believes that what he calls “ideologicat organisations,..prefer to rely for co-
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ordination on the standardisation of notms 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 sharsd vision and values, and to negoﬁatc management processes so
that a baiance can be found between orgaftlisational 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 participatory 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 strategle 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 fandamental
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 terms of the

changes in their internal environment and the external environment,

Although the organisations did experience some probiems 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 ag
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 whay they encountered so much
resistence. Under these circumstances, the first step to the planning should have

been to develop the necessary “skills resources and commitments”(Bryson 1988,
p. 12) '
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Both Organisations made use of conventional planning models which
itnplemented a highly developed process. {Organisation B described the model as
“technical and fepetitive 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
generally rigid, and cne which may discourage both creativity and commitment.
This could have been true in Organisation B, where staff “failed to see the benefit
of their participation”; and where the comment w»s made that people “don’t like
io think”. (Refer to case study two.)

Although both organisations used strategic planning modeis which anticipated the
develépment of new strategies, they were actually both at a stage where the
fundamental changes had already been developed and to » 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 structuxes and had a participatory
eihos, Organisation A actually incorporated a more representative set of
stakeholders into stralegic planning than did Otganisation B, Organisation B was
however abie to involye all its staff members in stratpgic planning which
Organisation A did not. This may have been a way fo skirt difficult issues of
power and control between the board, the orgahisation and the community.
(Thesc 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 tool, and the spirit in
which NGO 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 be “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 b 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 plannirg).

It is possible that the resistence to strategic planming apparent in both
organisations may have been an innate feeling by the NGO staff that plarning is
not an appropriate way to formulate something as vital to the organisation as
strategy. Because NGO 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 “jeft-handed planners”. These left 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, helieved that “vision emerged from practice rather
than from planming.” (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 compeiling, 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 usefirl, there was little evidence of the extent to which it was
action oriented and impleméntable. In addition, if NGOs are going to appreciate
and accommodate the unigue abilities of their staff 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 10 achicve 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 sirategies that have already emerged. Mintzberg
believes that in times of change, emergent strategies tend to pervade the
organisation (Mintiberg, 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 thisasa
“covenant” which he believes rests on “a shared commitment to ideas, to issues,
to values.to goals, and to management processes...” This idea of & covenant i/
between employer and employee may be in harmony with the participative {fthos,-
democratic principles and the values of commitment and dedication exhibited by
the staff of so many NGOs.

Together with a commitment to a leaming envitonment, NGOs 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 feam building,
sharing and communication. Lastly, it means encouraging the development of
appropriate supporting cultures (such as equality, respect and co-operation), and
the advaricement of broad “umbrella strategies™(Mintzberg, 1994, p. ) to guide

the organisation.

6.9 A new approach to planning
In terms of the above, organisational planning needs to take place regulariy as a
means of implementing strategies as they emerge so that they can become
deliberate, intended strategies. This planning should be scheduled to involve all

| staff, to disperse authority and to allow planning to be communicative, dynamic
and iterative: “...the wide participation of individuals in decisions and the
ambignity surrounding formal authority may generate even greater uses of formal
analysis (planning) for communication purposes” (Langley, 1986, in Mintzberg,
1994, p. 410). In order to build capacity for planning, it is suggested that



responsibility for co-ordinating and foliowing up the process is shared, so that
every employee is invotved in the process. In larger 6rga11isaﬁons such as
Organisation A, planning wouid probably have to be done in teams, and the
results of the planning communicated throughout the organisation. This might
mean that the staff member mspon#ible 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 crganisational
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 miiestones for evaluation. It allows ‘
space to adapf to the “dead ends and creative discoveries” s0 that the organisation
learns as it progresses along what is very likely to be an unmapped course,
Ultimately then, plans should emerge as being somewbere in between the specific
action plan and the general performance control.
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8. APPENDICES

8.1 Appendix One

8.1.1 Imterview Schedules: Planning Methods in Educational Ncm-
Governmental Organisations

Checkpoints for Respondents

Interview One

BACKGROUND

9.

What is the vision and the mission of the organisation?

How long has the organisation been rurming?

‘When was it founded and by whom?

Why was the organisation started?

How has the organisation grown and developed over the years? Please
describe this in terms of the size, management, staff component, wotk
undertaken, funding and any major innovations and changes that have taken
place.

How is the organigation structured in terms of its management, staff, board
and trustess? Please describe how and why it is structured in this way.

Who are the clients and the stakeholders of the organisation? What role do
these people play in the running of the organisation?

How many staff members do you have? Has this number grown significantly
over the years? Aie you lookmg to increase this staff component? Why/why
not?

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 are the other infiuences (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
tkis situation?
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13. Do you believe that your organisation has an important role to play in the new

dispensation? Ir what ways are you planning to develop, change and
innovate in terms of the rapidly changing environment?

Supporting documentation:

»
.
]
1

Proposals

Annual reports
Brochures

Sundr - ~rrespondence

Interview Two

BUDGETING

1. How does your budgeting system currrently function?

o How is money allocated to projects?

s How flexible are these allocations?

» How flexible is the ‘bottom line*?

o Who has the authority to make the changes and decide on the ‘boitom line’?

¢ What role do the donors play in budgeting

2. How does your budgeting assist you in planning for a more ratisnal
ufilisation of your reseurces?

3. How does it help to identify problems, and metheds by which fo solve
those problems?

s How does it help you to prioritise and order your needs, and to sequence their
implementation?

o How dnes it asssist you in selecting the most effective courses of action from
the variv.- alternatives that are available?

o Does your budpeting facilitate the monitoring and evaluation of projects? If
50, how?

4. Do you budget cn an annual basis, or do you have a long-ierm plan?

» How does this long-term plan allow for ihe growth and development of the

crganisation?

Do you have a ‘smking fund’? If so, what does it provide for and where does
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 ofien do you review your budgeting o 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 Three

BN

o

7.

What do you consider to be your target ‘market’?

What do vou believe is your position in this market?

Have you tried to identify market nceds from the perspective of your
customers? If so, how have you done this?

Do you believe that you have cortectly identified the market needs and are
able to fulfil them?

How do you put yourselves across/sell yourselves to your market?

Do you believe that you stand out in some way to the people whom youn
serve? (le. Are you convmced that your clients are completely happy with
your product?)

How do you identify appropriate sources of funding, and do yo.: :dentify the
‘giving motives’ of your 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 sirategies?

10, How do you and your staff incorporate a marketm;, strategy into your long-

term and short-term plans?

Supporting documentation:

Market research material (whers applicable)
Brochures and adveriising material

Annual reports

Advertising material

HUMAN RESQURCES

How does yorr haman resource planning fit in with the vision and the
missioi: of the organisation?

How do you ensure that all your staff believe 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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6
7.

8.
9.

When you appoint candidates for a job, what are the overriding factors
that influence the decisions that you make?

- 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

Is there an overriding ethos that influences how you develop and train
your staff members?

Do you believe that your are developing your staff members so that they
are going 1o ensnre a better organistion in the future?

. How do you promote and ‘challenge’ your staff members?

How do you matrh individual sirengths to the key activitics in your
organisation?

Are salary and bonus related to pexformance in any way?

What salary structure is used in the organisation?

10. Be you helieve that staff members are satisfied with their salary and

employment henefits, or do you believe that these need to be revised?
Why/why not?

11. Do you conduct regular performance appraisals for all staff members?

Who 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

170



1.

3

o
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7.
8.
9.

How is the erganisation financed? Is any part of the organisation self-
generating?

How meny funders do you have?

Are they generally long-ter: lonors or short term donors, or a migture
of the two? :

Are they mostly bilaterat or local donors?

Is most of your funding ‘general funding’, or is it attached o a particular
project or programme?

‘What Lind of condiiions are atiached to the donations that you receive?
Are any of the funds interchangeabls?

Who makes the decisions that govern the allocations?

Are you in a position to furn down donations that impose conditionalities that
conflict with your mission and values? (Ie. To what extent would you say that
you are donor-driven?) .
In what form, and how often do you report io your donors?

To what extent have political changes influenced your funding?

How are you plauning to increase, diversify and find innovative ways of
funding?

10, Do you consider yeur organisation to be an attractive option for donor

funding?

(If yes:) How do you plan to remain appealing to donozs?

Could you become more attractive? If so, bow?

What do you consider to be the pitfalls of remaining/becoming more
attractive?

How do you plan to 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

Interview Si |
SHORT-TERM. PLANNING

1.

2.

3.

How do you plan your daily and your weekly activities?

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?

Who is responsible for short-term planning activities?
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Who is involved in shorf-term plarning? (Managers, administrative and
professional staff and field workers?)

How are your daily activities related to your long-term plans?

Are siaff members fully informed of this continuity, and are they able
implement it effectively?

Have these methods changed along with changes and development within the
organisation? (If so, how?)

Do you believe that your short-term planning activities are effective?

Has there been any evaluation of the effectiveness of these shori-term
planning methods?

Supporting Documentation

Daity/weekly schedules
Memoranda

Agendas

Reports

Sundry documentiation

THE STRATEGIC PLANNING PROCESS

i

.Osﬂ..

...IE}I.;&.

What prompted the organisation to undertake a sirategic pls aaing
process? _

Why did you choose strategic planning over long-range pl. ming?
Deseribe 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?

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 for the needs of the
organisation?

Who rans the strategic planning?

Why did vou decide to run it this way?

Who is invelved in the strategic planning sessions?

Why are these people involved?

Who decides which staff will be involved?

Do these staif 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 &8 whole?

What role did your siakebolders play in your strategic plauning
approach?

Did you identify new stakeholders?
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¢ Did strategic planning help to clarify their stake in the organisation or its
outpurs?

» Did strategic planning help to clanty what the organisation needs from its
stakeholders?

» Did strategic planning help to clarify ways in which stakeholders could be

mn*‘-f*; satisfied by the product which the organisation provides?
.- sfrategic planning change your ideas about:
' Why the organisation exists?
The ftiliment of social or political needs ?
What role did scanning the environment play in enablmg the
organisation 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 strateglc
planning process were crucial to the organisation’s long t-:rm
sustainability? Why/why not?

10. Were the strategies chosen to addresa thee issues appropriate in terms of
the organisations mission, vision and values?

1. Do you think that they will enable the organisation to change, develop
and begome more effective within the changing education and NGO
envirenments?

12. Do you believe that the strategic planning process been valuable for the
organisation?

13. Have there been any particalar problems involved with it? {If o, what
are they?)

14, Ias there been any evalaation of the strategic planning process?

¢ How and by whom was the evaluation conducted?

» What was the outcome of the evaluation?

» How wouild you change the strategic planning process in the fuwre? Why?

9=-:~=

Supporting Documentation:
Records

Correspondence

Memoranda

Agendas

Reports

Sundry correspondence

* 4 F 8 &« &

Interview Eight; OPEN ENDED DISCUSSION -CH. ~ 7DINTS

What are your feelings about the strategic planning process as a whole?
Where has it taken the organisation from?

Where is it taking the organisation to? Why?

What have been the strengths of the strategic planning process?

bl ol
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What have been the weaknessy - "the process?

Do you think that it has achiew . jiat it 54t out to aghieve? (Why/why not?)

D‘d you feel that your particular firaction was able . contnbute 1o the

strategic plan as a whole:

8. Did the strategic planning contribute to your fanction ? (If so, how? Ifnot,
why net?)

9. Were you able to see your function reiate to the other functinns of the
organisation as a whole? (If so, how? Ifnot, why not?)

10. Are you better able to make the connections between the daily plasining of the-
organisation, the shori-term planning activities and the long term planning,
the mission and the vision of the organisation? Why/why noi?

11. Do you think that this wiil ulimately enable the organisation to function more

effectively, and to intiovate and change with the changing environment? (le.

Will it enable the organisation to sustain itself in the long term?)

Moy

- '-‘
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8.2 Appendix Two

8.2.1 List of internal documents - Org: aisation A, B and C

Organisation A

S -tegic Planning Process

Topical Briefing to Managers

Annua] Financial Statements 1993

Proceedings of the Second Curriculmn Conference of the Organisation A,
Western Cape. Detailed Programime Cost Ceaire F~port for the Months
ended 30 September 1994 o

Trial Balance. 30 September 1994
Qperating Budgeting Projections for the year 1 Janvary 1994 10 31 L ﬂ.ember
1984

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 re. the Budget

Strategy workshop Report. 27 June 1994

Organisational Structure

Mission/Information document

LA

Organisation B.

F 6% 0 & B

Annual report, 1994

Matlafalang Programme Summary

Organigation B in 1994 _

INSET Possibilities in the Future South Africa - the Approach of
Orgnaisation B. Paper presented to HSRC Conference on the Restructuring
of Educatior., September 1993,

Budget 1995-1997 _

Progress report for the period March to May 1994

Annual Report 1992

Progress report for the period July t. December 1993

Aplication for renewed funding to Kagsso Trust for Organisation B. (June
1994y

Strategic Planning (September 1994) Phase II
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s Sirategic Planning Session Report (13-14 August, 1994}

e Final Draft - Mission Statement (September 1994)

e Minutes/agendas of fortnightly staff meetings, June to October 1964
‘e Plans for 1994 | o’

. Iob descriptions for all staff - Organisation B

s Matlafalung Working Group, job descriptions

¢ Human resource policies, Organisation B,

¢ Motivation for teacher development programme in PWYVY townships

o Funding proposal to JET. April 1994

Organisation C

s ICI-letter. October 1994

» Lifeskills programime proposal 1994, Rod Charlton (teacher)
+ Fonding document to ESCOM, 1994

s  Funding document to Liberty Life, 1994

o Funding docament S.A. Breweries

o Parent School prospectus.
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