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ABSTRACT

Strategic plan is one of the management tools which are used widely by different organizations
to define the future direction of their organizations. The objective of this study is to examine the
practices and challenges of using strategic plan in NGOs operation in Ethiopia. The study was
carried out based on the information from the secondary and primary data sources which was
administrated using questionnaire, interview and observation of the researcher. The data was
organized using SPSS and the results are presented in tables and figures. The analysis was done
by descriptive analysis method and finally it was found out that NGOs, these days, have good
understanding about the benefits of strategic planning thus using it as an important tool that must
be applied in their organization. Due to their peculiar organizational purpose which focuses on
meeting social objectives, the challenges for implementing their strategic plan is diverse,
especially securing funding for their program and involving stakeholders as real partners of their
programs. Thus, this study had provided recommendations for the improvement of the practice
and also suggested for anybody who has an interest on the topic to use as baseline information
for next research to make in depth study on the application of the strategic planning in any

organization.
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CHAPTER 1
INTRODUCTION

Strategic planning was first originated in the Military and adopted to the business sector as
important management tool in response to the unpredictable, turbulent, and chaotic world. It is
the process of determining what an organization intends to be in the future and how it will get
there. It is a tool which helps to define the best future for the organization and the best path to
reach that destination. Through time, the importance of strategic planning has developed and its
use and application beyond the business sector has become significant. NGOs are some of the
not-for-profit organizations which have been applying the strategic management. This was due
to the fact that NGOs are also operating in the same fast changing global environment which
demands a management system that enables responding and positioning the organization
accordingly. Therefore, if applied correctly, strategic planning process is exciting process as it
provides diverse benefits to the organizations in terms of understanding the fundamental values
of the organization, the context it operates, the dynamism around it, and generally define its
future direction. It also helps linking the objectives of the organization to consecutive actions by
allocating resources for maximum results.

1.1.  Organizational Background: Operations of NGOs in Ethiopia

1.1.1. Who are NGOs?

Nongovernmental organizations are one of the key actors in the third or civil society
sector. The third sector organizations are those established to serve others or to benefit
their own members. They are diverse groups of organizations that range from small

informal groups to large formal agencies playing different roles taking different shapes



within and across different societies. However, though their diversity challenges to give
one general definition, many scholars and institutions have defined strategic plan and in
this study the student researcher selects one definition and tries to elaborate the meanings
of the key words in the definition. The term NGO is used mainly for private initiatives,
involved in development issues on a non-profit basis. The term ‘NGO’ refers to those
autonomous, non-membership, relatively permanent or institutionalized, non-profit (but
not always voluntary) intermediary organizations, staffed by professionals or the
educated elite, which often work with grassroots organizations in a supportive capacity
(Desai, 2002: 519). NGOs are established by individuals to address certain development
or humanitarian issues but not for financial gain and they are self-governed electing their
own executive body from themselves. They are usually considered as intermediary
between the donors and the grassroots community for addressing poverty by piloting,
adapting and introducing new thinking, approaches, technologies, etc. using professional
knowledge and practices. Many NGOs are committed to the idea of making a practical
contribution to building a better world (Pearce, 2000: 31).

NGOs can be divided into three groups: (Handy, 1991: 13)

i.  Service or intermediary NGOs — are legally registered organizations with paid
staff, providing development services. Many international and national NGOs

including networks fall under this category

ii.  Community-based organizations (CBOS) — are organizations created by the
people for serving their own interests and usually they are informal in nature and
fulfill social functions however these days the roles of such organizations’ are

expanded to developmental roles



Membership NGOs - such organizations are serving the interest of the
membership and owned by the members. Sometimes such organizations took

wider role in development and provide their services beyond their members

1.1.2. Characteristics of NGOs

NGOs have some peculiar characteristics which differentiate them from organizations in

the public and business sectors. These characteristics are shaping the way the

organizations are functioning and being managed. The following includes some of the

peculiar features of non-governmental organizations:

Voluntarism — as most NGOs are founded by individuals and groups who are
committed to address heartfelt gaps/problems/crisis, the idea of voluntarism is
built in the NGO system as governing principle. Because of this, the NGOs
corporate leadership usually called boards of directors serves the organization in a
volunteer base. These people are committed to the cause of the organization and
provide their time, knowledge and energy for the good cause of the NGO
voluntarily. In addition NGOs are also benefiting from the free services of
professionals who volunteer to contribute technically addressing different issues
of development. In general, the system in NGOs is always open to accommodate
volunteer services from top leadership up to down grassroots community level.
Volunteers play a crucial role in many voluntary and non-profit organizations.

(Batsleer, Cornforth & Paton, 1992: 82)

Value based — NGOs are founded on a reason of commitment and they tend to
generate a style of organization in which people ‘do what needs to be done’ and

effort is highly valued as the organizations rely on personal values, commitment
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and self-motivation. The self-motivation paves the way for individuals’
empowerment to feel like co-owners and be able to adopt an appropriate stance

towards their target community enhancing participation. (Fowler, 1997: 23)

e Relationship with the external world -NGOs’ approach to the external world is
the principle of negotiation and integration i.e. they have to negotiate with
partners, stakeholders, etc in order to integrate their work with ongoing external

processes.

e Way of mobilizing resources — NGOs do not recover the full cost of what they
are providing to their beneficiaries hence they have to mobilize financial
resources in an on-going base usually from donors & the beneficiaries this makes

performance measurement difficult.

e Performance & feedback — for NGOs services there is no straightforward,
uncontested performance measures, therefore it is constructed from multiple users
(including intended beneficiaries, governors, volunteers and staff) based on

credibility and legitimacy.

1.1.3. Origin of NGOs in Ethiopia
Some papers traced the emergence of civil societies to the 1930 but in most papers it is
1960 after it was recognized and codified by the law that most writers cited as a time for
NGOs existence in Ethiopia. (Jeffery Clark, 2000: 4). NGOs are categorized under the
formal group of Civil Society Organizations (CSOs) and they cover the highest number
in the sector and their history in Ethiopia is directly correlates with the occurrence of

severe droughts and famines during the last decades.



1.1.4.

Through time, with the growth and increasing participation of local NGOs both in
emergency and development operations, the composition of NGOs in Ethiopia has
changed,. From the mid-1990’s, their number grew rapidly and reaching over half of the
total NGOs in the country; at present they constitute more than 88 percent of the total.
As per the speech of the Charities and Societies Agency Director on the 2012 Charities
National Good Practice Day, currently a total of 2,675 organizations are legally re-
registered as Charities and Societies and actively operational in the country. The
organizations named as Charities are both national and international NGOs and they are
widely distributed in all the regions implementing grassroots development activities in

the country.

Similar to other countries, the Ethiopian NGOs share the characteristics and the three
types of NGOs are found in Ethiopia and this study focuses on the NGOs that are
intermediaries and the NGO consortiums that all registered under the law as Charities.
Currently they are primarily engaged in addressing the root causes of poverty and
vulnerability, as well as striving to build institutions for good governance and democracy.
As a whole, NGOs are well recognized by the government as important development
force and partners due to their contribution to social and economic development through
their various programs in agriculture, health, education, water, rural roads and other

development activities to meet the MDG goals and objectives.

Major contributions of NGOs in Ethiopia
The role and contribution of NGOs in Ethiopia has been highly recognized since the

1973/74 when there was serious humanitarian crisis, which cost the life of millions of
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people in the country. As per the study report of World Bank, more than 200,000 people
died in the 70™ and close to 1 million perished in the 80™ catastrophe. ‘NGOs at that
time were instrumental in preventing greater loss of life during both the catastrophic
episodes when the emperor’s government nor the Derg (socialist government) was not
well prepared to respond to the convulsions spreading across the country.” (Clark,
2000:4) Hence, as a response to the cyclical emergency situations which was persistent in
the country, NGOs has engaged in diverse emergency and rehabilitation activities to
those affected by the crisis.

Moreover the contribution of NGOs in different development activities especially
addressing the needs of grassroots communities is also very significant. The study which
was commissioned by CSO/NGO Task Force in 2008 to assess the contribution of NGOs
indicates that the contribution to agricultural and rural development by strengthening
rural institutions, environmental rehabilitation, promoting conservation based sustainable
development, addressing chronic food insecurities, water supply and sanitation,
pastoralist livelihood development, market development and government capacity
strengthening are few to mention. This further was assessed in terms of hard currency
earning to the country due to the resources mobilized by the NGOs to implement
different development activities. In this regard, the computation was done against coffee
and oil seed exports and private individual transfers from 2004 up to mid 2008 using the
data from NBE. The detailed computation is presented on the table below (Rahmatto,

Bantirgu & Endeshaw, 2008: 25).



1.2.

Table 1: Comparison of Foreign Currency earnings from selected exports,

NGOs and private transfers (in millions)

2004/05 2005/06 | 2006/07 | 2007/08

Coffee export 335.2 354.3 424.2 145.0
Oil seeds export 125.0 211.4 187.4 66.9
NGO transfers (cash) 444.0 497.8 537.4 305.3
Private individual 350.8 354.9 632.6 415.4

transfers (cash)

Source: NBE 2007; 2008

The contribution of NGOs in pushing global and emerging agendas to the forefront was
also significant. In this regards, the campaign ‘Breaking the silence’ to make HIV/AIDS
national agenda and the role NGOs took in designing the country development strategy
plan can be cases in point. Furthermore, NGOs have played significant role in the
implementation of the MDG starting from the designing of the county’s poverty
reduction plan. The indispensable role of CSOs in the implementation of MDG at the
national level has been recognized in the framework of the Millennium Summit, the

Millennium Declaration and the MDGs themselves (PANE, 2012: 16).

Background of the study

Working as a program officer for more than ten years in one of the NGO Association, the
researcher was involved in the implementation of institutional strengthening support
program which mainly focused on improving organizational effectiveness by introducing
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different operational systems, guidelines, manuals and expertise. In this program,
strategic plan was one of the major areas where the support was provided for the member
NGOs of the Association. Actually, at the beginning of the 1990s most development
agencies were focusing on supporting NGOs in the South to build their organizational
capacity through different institutional development programs. ‘African NGOs need to
define more clearly their own role and perspective on development in their countries and
regions rather than simply taking on the tasks allocated to them by official aid and by the

state.” (Fowler, Campbell & Pratt, 1992: 22)

Hence, to define the roles of the NGOs, Strategic planning is considered the best
management tool as it helps to define long-term plan for organizational direction and
program to maximize the impacts at grassroots level. Moreover, the existence of
strategic plan was taken as indicator to organizational commitment for conscious
decisions and actions hence most funding agencies requested strategic plan as a
precondition to access grant from their sources. In this regards Fowler said, “Many non-
governmental development organizations have grown haphazardly or opportunistically
thus strategic planning is a useful way to sort them out and focus their skills and energies
on what they can do best and where” (Fowler, 1997: 47). Based on the student
researcher's experience of strategic planning in the NGO sector, though focusing on the
programs and projects as guided by the strategic plan is important, the NGOs are also
expected to respond to the diverse and unexpected needs of the target communities and
this has created big challenge especially in light of the current ever-diminishing aid
resources. Thus, the researcher wants to take this opportunity to study the current

experiences of strategic planning among the NGOs. Based on this the study is going to



1.3.

1.4.

look into few randomly select NGOs’ practices of strategic planning process i.e. from
formulation to evaluation and also the importance and challenges they are facing while

using strategic plan for their organizational effectiveness.

The Research Questions

This research is intended to address the following strategic planning issues in the context of

non-government organizations:

1. What is the practice of strategic planning process among NGOs operating in

Ethiopia? What benefit does it have?

2. How do NGOs formulate their strategic plan (How do they prepare themselves for

the exercise? who is involved? What was the mechanism they use, etc.)

3. What mechanisms are the NGOs using in the implementation of the Strategic

Plan? (planning, capacity, responsibility, etc)

4. How do they control, i.e. monitor and evaluate the implementation of the

Strategic Plan?

5. What main challenges are the NGOs facing while going through the Strategic

Planning process?

Objectives of the study

The purpose of this study is to assess and understand NGOs' practices of strategic plan
development and implementation with specific practices in Ethiopia. It is aimed at

sharing the real challenges and benefits of strategic planning in the non-profit and non-



1.5.

governmental organizations’ context. Hence, the general objective of this study is to
examine the practices and challenges of the NGOs in developing, implementing and

controlling Strategic Planning.

More specifically, the study intends to achieve the following objectives:

a. To assess the practices of strategic plan development in selected NGOs

b. To assess the implementation responsibilities of the Strategic Plan

c. To identify the major benefits and challenges of the NGOs in the implementation of

Strategic Plans

d. To suggest possible points to overcome the challenges

Significance of the Study

Strategic planning is one of widely used management tools, which help organizations’ to
gauge their performance in the changing environment and keep on in the business in a
sustainable manner. Therefore, this study is believed to have importance in terms of
generating information on the practice of strategic planning in the NGOs context. It
indicates the benefits the organizations acquired through the use of strategic planning and
challenges they faced in the implementation of SP. Hence the information can be used as
an input for organizations that have capacity building programs for strengthening

institutionally the small and emerging NGOs.

Moreover, it is believed that the findings are providing information for those who further

want to conduct in-depth study on the issue. It also provides academic and pragmatic
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1.6.

1.7.

facts to researchers, readers and management practitioners to expand the existing stock of

knowledge on the issue and serve as a source document for researchers.

Scope of the Study

The scope of this study is limited to assessing the practices of strategic planning from the
preparation up to the implementation and control of the process in selected/targeted
NGOs. It also looks at the benefits and challenges of strategic planning in four categories
of NGOs: international, national, faith based and consortiums of NGOs working in
Ethiopia. The sample organizations are working in both rural and urban contexts
covering several issues of development. (The area of engagement of each organization is
listed on the appendix)

Besides, since most of the respondents are from the national NGOs i.e. 17 out of 20
organization, the rest are INGOs 2 out of 5, faith-based 3 out of 5 and consortiums 2 out
of 3, this might impact the result to represent the national NGOs more than the INGOs.
However, since the focus of the study is on general practice of the process within the

sector, the researcher takes it as an indicator of the group.

Limitations of the study

In conducting this research, time is the first constraint the researcher encountered in
undertaking the study and look into general practices rather than checking each
organization’s strategic plan documents. The very limited research output on NGOs

strategic planning experiences in Ethiopia have also limitation on the study.
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The results of the findings depended on how the selected organizations’ management
react to the study and appreciate the work undertaken. Since the research is designed on
the opinion and experiences of the respondents, the outcome is limited by the responses
given and efforts made to assist the researcher to complete the work in the given time

effectively and efficiently.

The study is an assessment on selected non-governmental organizations’ practices and
challenges in the formulation and implementation of strategic plan. Thus, the finding of
this study cannot be taken as a generalization to all NGOs practices. However, the
recommendations which are based on the findings can be used as a source of information

for other similar projects in analyzing the practices of NGOs strategic operation deeply.

1.8. Organization of the paper

This paper is organized under four chapters; the first chapter is the introductory part which
starts with brief backgrounds of NGOs and their operation in Ethiopia and also provide
background information about the study. The background on the NGOs discusses the
history, characteristics and major contributions of the organizations in Ethiopia. While the
background of the study presents the reason of the research, the research questions, scope
of the study, significance and limitations of the study. The second chapter presents review
of related literatures on strategic planning. Under this chapter relevant definition of
strategic planning is give and one framework was discussed. Then the phases of the
strategic planning process are briefly presented and the practices and challenges of strategic

planning in organizational setting is reviewed referring to different empirical studies,

12



articles, books, journals, etc. The third chapter deals on the research methodology
explaining the research designing, data sources and data size, sampling method, and the
data analysis. Then the fourth chapter presents the findings and discussions of the data.

Finally, the fifth chapter shows the conclusion and recommendations of the study.
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CHAPTER 2

REVIEW OF RELATED LITERATURE

This chapter discusses the relevant facts about strategic planning by analyzing the definitions
given on the meaning of strategic planning in the context of the non-governmental organizations.
In this respect, it first looks into a definition and one framework which is developed to address
strategic planning implementation in the NGOs context is discussed. In addition, different
phases of strategic planning are discussed in relation to the NGOs practices as well as the
advantage and challenges of strategic plan. In doing so different literatures, books, research

document, journals, etc are reviewed.

2.1. What is strategic planning?

Strategic planning is a management tool which is used to enhance the performance of an
organization for achieving defined objectives and accomplishing the mission of the organization.
Many scholars and institutions have defined strategic planning according to their perspectives
though all the elements are more or less similar. To give the reader clear idea of the meaning,
the researcher looked into the definition given by Balanced Scorecard Institute and also

examined Alan Fowler’s capacity framework which is specifically developed for NGDOs.

Balanced Scorecard Institute, defined Strategic planning as an organizational management
activity that is used to set priorities, focus energy and resources, strengthen operations, ensure
that employees and other stakeholders are working towards common goals, establish
agreement around intended outcomes/results, and assess and adjust the organization's direction in

response to a changing environment. (web: http://balancedscorecard.org/Resources/...aspx)
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In this definition, there are some points which need elaboration to give more insight of the

conceptual and operational definition of strategic planning.

1.

Strategic planning as Management Activity — strategic planning is not staff function it
is always a management responsibility. It is the management who has the power and
responsibility to decide on the revision or defining organizational intent and overall
engagements of the organization from the apex up to grassroots level. The revision might
entail change in mandate, structure, program, in location, targeting, etc and this requires
the approval and commitment of the leadership to pursue the change otherwise the whole
exercise is going to be futile exercise. Therefore, in this particular definition it is tried to
emphasize that strategic planning is a task for the management who lead the
organizations.

Setting priorities focus energy and resource, strengthen operations — one of the
reasons for undertaking strategic planning is to choose the best course of actions for
meeting the objectives of the organization. In the NGOs operations the relationship
between the project activities and the organizational objectives sometime seems far
reaching beyond the capacity and objectives of the organization and such connection can
be addressed through strategic planning process.  Strategic planning helps the
prioritization of tasks in choosing the best alternative actions which commensurate to the
organizations’ resources, operational capacity and this done in conformity to the needs or

gaps of their target beneficiaries.

Working towards common goal — this is also another important point in the strategic

planning. In the process of the exercise of strategic planning one of the important result

15



is the teamwork which the management, employees, the community and other
stakeholders such as donors, sectoral government offices, NGOs with similar programs
will involve through different consultation processes and this will create understanding
and commitment to work towards common goal. Strategic planning help to involve them
from the very beginning of setting the goal, up to defining the outcomes/results and
activities of the organization. This is very important especially for the non-governmental
organizations that strive to meet social objectives which require the involvement and

contribution of multi-stakeholders especially the community they are serving.

Alan Fowler’s ‘NGO Capacity Framework’

Alan Fowler is one of the scholars who is deeply studying the context of civil society and serves
as a management adviser for development NGOs. Fowler suggests strategic planning for
enhancing organizational effectiveness of NGOs. He defined organizational effectiveness as a
capacity to achieve and impact at appropriate level of effort and cost. (Fowler, 1997: 43)
According to Fowler, effective means doing the things that are necessary and doing them well
within available resources and strategic plan helps NGOs to do the things that fit the
organizations’ available resources by consciously planning step by step actions. In technical
terms, he said, this is moving from reaffirmation of mission to ensure it is still relevant, through

strategic analysis, into operational planning and then development activities. (Fowler, 1997: 45)

Alan developed the capacity framework considering key characteristics which are critical to the
roles and works NGOs have in society. He said, to do development well, NGDOs must have
adequate capacity in five areas; each must be consistent with the other. (Fowler,1997: 43). He

divided these areas of capacity into two as internal and external. The internal capacity relates to

16



the structure of the organization, the systems and policies to link vision to action through
appropriate strategies, programs and projects; with competent well-managed people. The
external capacity relates to areas which link the NGDO to the outside world in mobilizing

resources, managing relations, producing results consistent to the mission of the organization.
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Figure 1: Fowler’s Capacity Framework (Fowler, 1997: 44)
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Fowler defined capacity as ‘the capability of an organization to achieve what it sets out to do:
realize its mission’ and also he defined it as ‘the measure of NGDOs capability to satisfy or
influence stakeholders consistent with its mission’. (Fowler, 1997: 43) These two definitions are
given in relation to the categorization he made as internal capacity and external capacity.
Therefore, he said capacity should not be defined in terms of people, finance, buildings,
procedures, etc but should be viewed in terms of organizational results in light of its mission.
According to him, when setting the goals and objectives of the organization, equal consideration

has to be given to assess the capacity of the organization to achieve the goals and objectives.

What is different in Alan’s framework is the emphasis given to assess organizational capacity to
negotiate with stakeholders, capacity to commit for organizational mission and to focus on
achieving it. This suggestion is crucial especially for the NGOs nature of work where they are
accountable for beneficiaries, general public, donors, etc which have their own interests and
priorities.  Hence, considering the operational environment of NGOs and the complexity of
development, Alan said, ‘moving from vision to action calls for two types of consistency: first,
between vision and concrete development activities with stakeholders; second, between the
chosen activities, the organizational structure and the principles of participation and
empowerment. A successful strategic planning exercise will ensure consistency between the
NGDOs vision and the practical directions it will take in the environment in which it lives.

(Fowler, 1997: 49)

Generalizing the above two thoughts, it can be said that strategic planning is a tool relevant for

NGOs to define their future path which show them the maximum impact they can create in their
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target community. It is a tool which can help them to systematically design their management

system and external relation to meet their objectives and goals.

2.2. Key factors of Strategic Planning

Many strategic planning frameworks commonly highlight the vision, mission, values and

objectives as the key factors in setting the long term direction of the organization. Because of

this, understanding the conceptual definition of these factors is very important in the process of

strategic planning.

Vision
Vision is a description of desired future state and it is a statement about what the organization
wants to become. Vision explains how the organization wants the world in which it operates
to be. (Hudson, 2005: 99) Vision provides direction and inspiration for organizational goal
setting. NGOs organizational’ vision is usually defined by individuals and may not be
necessarily routed in realism or achievability. Hence, through strategic planning process the
vision will be shared and shaped in such a way it serves as the driving force behind the work
of an organization and it creates enthusiasm among all members of the organization. Hussey
defined vision as a ‘clear mental picture of a future goal created jointly by a group for a group
for the benefit of other people which is capable of inspiring and motivating those whose

support is necessary for its achievement.” (Hussey, 2003: 34)

For example, after going through consultation at different level in its strategic revision in
2009, un umbrella organization of 360 Charities working in Ethiopia, Consortium Christian

Relief and Development Association (CCRDA), defined its vision as ‘to see Charities &
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Societies that contributes to the development and prosperity of Ethiopia. (CCRDA SPM,

2009: 43)

In this definition, it is clear that CCRDA’s vision is to see many Charities & societies or
NGOs, as it was defined earlier, that are capable of contributing to the country’s prosperity.
Above all, this vision has aspiration to see suitable environment for these organizations to

contribute positively to the growth of the country.

Mission:

An organizational mission is a statement of its basic purpose of reason for existence. In the
nonprofit organizations mission describes what the organization wants to achieve in the long

run and with whom i.e. the target group of beneficiaries of the work. (Barry, 1994: 34)

Here, it can be said that when vision statement is about an idealistic extroverted view of what
the organization wants to see or be, the mission describes what the organization does to
realize its goal. For example, CCRDA’s mission statement is ‘to facilitate and enhance the
contribution of members to the national development endeavors through harmonization of
member’s efforts, enhanced collective learning and capacity building in the expanded

operational space’. . (CCRDA SPM, 2009: 44)

In this statement, it is expressed that the role CCRDA takes to see more strong organizations
in the growth effort of the country is, by engaging in harmonization of efforts (i.e.
development practices), enhancing the organizations’ capacity and learning in the space given
in the environment (within the available legal and operational framework). This is its mission

as an organization.
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Clarity about the organization’s vision, mission is critical in strategic planning process as it
further leads to the defining of the objectives, activities and organizational system and
procedures. In the above example, there is clear distinction between the vision statement and
mission statement of the organization. But usually defining vision of the NGOs seems open
and far reaching as it focuses on just society or about the world. In this regards, there is a
debate whether NGOs limit to a vision that can be achievable or they should make it like a
dream but the researcher feels that vision should be open that can be realized by the next
generation hence should not be limited especially if the vision is about disadvantaged and

unfair society.

In this regard, the renown NGO management adviser, Professor Alan Fowler said, ’vision and
mission are concepts and statements which tie NGDOs to processes of desired social change,
but they are not enough to position an organization and give it a clear identity and role which
is understood both by insiders and outsiders.” There should be clearly defined beliefs and

values which explains the ideology of the NGO. (Fowler, 1997: 45:46)

Values:
Values are beliefs that are shared among the stakeholders of an organization. Values drive an
organization’s culture and priorities and provide a framework in which decisions are made.
Defining values is very crucial for voluntary and non-profit organizations than the
organizations in the private sector as their establishment basically is value-driven. The
process of defining values can guide employees on the way they behave and the principles to

be adhered in carrying out their responsibilities. For Fowler value statements are not an
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optional for professional NGDOs as it is the most fundamental expression of what the
organizations beliefs and stands for.
For example, the values of CCRDA are defined as integrity, professionalism, fairness and
equity, transparency & accountability, people-centered, commitment to poverty eradication,
gender sensitivity and non-Parisian. (CCRDA SPM, 2009: 44)
As we see in this example, value explains the guiding principles or way of delivering
CCRDA’s tasks, partnering with other organizations, and so on.
Goal
Goal is broader general intention of the organization. It is the ultimate end results which i to
be accomplished by the overall plan over specified period of time. Goal and objectives are
usually used inter changeably by many people but even if they are showing future results of
the organization, they have differences in terms of scope. Goals show longer and wider
achievement while objectives are ends that state specifically how the goals shall be
achieved. In IGNOU MS-11 Booklet 1, goal is defined as “‘a broad category of financial and
non financial issues that a firm sets for itself.” For example, in the CCRDA strategic plan,
the goal is stated as, ‘Improved members’ capacity and expanded space towards the

development of Ethiopia.” (CCRDA SPM, 2009: 44)

Objectives
After defining the vision, mission and values of the organization, the goals and objectives
will be defined and the objectives will be divided into time. Objectives and goals are
concrete and it is a bridge to connect tangible actions to the overall direction of the

organization. Objectives must be realistic and actionable, but avoid the common trap of
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objectives being ‘well meant statements of good intentions that could be applied to many

different organizations.” (Hudson, 2005: 115)

Figure 2: Hudson - Hierarchy of Objectives (Hudson, 2005: 115)
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As shown on the above diagram, strategic objectives must be translated from department
to project/program and then individual level objectives. This process can enable to have
actionable activities which connected the individual tasks to the overall direction of the

organization.
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2.3. Phases of strategic planning process

Strategic planning is a conscious process which needs to be undertaken step by step and these
steps are stated differently by different authors. For the purpose of this study, the researcher
uses the following division by clustering the tasks in convenient way for the discussion on

this paper.

1. Preparation phase:  where leadership commitment, resource allocation, team

establishment and organizational readiness is ensured

2. Analysis and strategy formulation phase: a time where an understanding of the current

internal and external environments is captured and the strategic plan is formulated

3. Strategy implementation/execution phase: where the high level plan is translated into

more operational planning and actions and the plan is implemented, and

4. Evaluation phase: where ongoing refinement and evaluation of performance, culture,

communications, data reporting and other strategic management issues occurs.

2.3.1. The preparation phase

The preparation phase is the first and most important phase where the organization decides
and organizes its resources for the process. At this stage, the need for the strategic plan has
to be clearly explained and leadership commitment has to be ensured. This phase includes
the following major actions; reaching agreement on why the strategic planning,
establishment of a team, securing resource person (if needed) to mentor the process, secure
financial resources, outlining the planning process, fixing adequate time for the task, etc.
(Barry 1994; page 22). Barry said, good work at this stage will help the organization

planning go smoothly in later steps too. Weak groundwork in this stage often results in
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wasted time, frustration and poor quality plans later. The first phase activities are crucial as

all the groundwork and commitment ensured at this stage.

Deciding why strategic planning?

Answering the ‘why’ question is crucial for any organization to embark on strategic
planning. In the previous days, strategic planning for nongovernmental organizations had
been seen as a donor agenda which was imposed as a precondition to get funding for their
programs and projects. In the 80’s this might be the case but these days the story is
different NGOs must have seen the benefit of crucial planning. As similar to profit making
organizations, they are operating in a competitive environment where resources are meager
hence this calls for purposeful action to adjust as per the requirement in the environment.
Fowler said, ‘strategic planning has been relatively neglected by NGOs during the period
when resources were expanding with few questions being asked about effectiveness. Those
days are over and strategic planning is now a common way of rationalizing and prioritizing

resource allocations. (Fowler, 1997: 47)

Therefore, the leaders of the NGOs have to be able to define clearly the reason why their
organization is entering into the strategic planning process. This gives purpose for
undertaking the process and enhances commitment at all levels of the organization.
Understanding the value of and need for a strategic plan is a great place to start, but just

wanting something, is not enough. (Aileron website 2011)

Once the organization defined the reason and ensures the commitment especially from the

leadership, the other preparatory tasks (team formation, training, resources allocation, plan
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of action for the process, etc) are consecutive tasks that be facilitated by the management

accordingly as they have their own importance for the preparation of the strategic plan.

2.3.2. The analysis and strategic plan formulation phase

The analysis and strategy formulation phase is a time where relevant data gathered and
analyzed, synthesized to frame the future direction of the organization. “This step is a
hard look at the organization and the world in which it operates, then identify the issues
most central to the organization’s future success and step by step sort out the choices and

formulate a realistic strategy for the organization.” (Barry, 1994: 32)

The planning team is actively involved in analyzing the past history and present
situation, mission and objectives, opportunities and threats of the external environment,
strengths and weaknesses of the organization, stakeholders and the critical factors and
summarize the crucial issues, analyze the alternative, chose the best and formulate a

realistic strategy for the future.

At this stage most NGOs require having adequate skill for utilizing different analysis
tools to generate the necessary data, analyze and define the critical factors and present the
alternatives, for the final formulation of the strategic plan accordingly. Phase two is time
for critical thinking to analyze the information and to change it into strategic plan
document. This process is usually mentored or backed by professional consultants so that

the final plan will be produced up to the standard.
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2.3.3. Strategy execution phase
The strategy execution is the process of translating the strategic plan to operation plan
and implementing it with close follow up and revision as deemed necessary. This phase
is very crucial as it takes the strategic plan one step further to action. This is an area
where most NGOs are challenged to keep the consistency between their intention to be
and their actions to fulfill their intention. Fowler explains the NGOs inconsistency
between vision and action as a common source of ineffectiveness. He said it is important
to hang the path from vision to action together (the leadership and staff) to keep

consistency throughout the organization. (Fowler, 1997: 45)

The execution phase is also known as the implementation phase and at this stage 3-5
years program engagements of the organizations will be defined and this further will be
broken down into yearly operational plans. The organizational systems, structure, human
resource and policy will also be revised to carry on the responsibilities of the newly
defined strategic plan.  This process has to be supplemented with periodic review and
reflection plan to follow up the progress of the implementation. Usually strategic plan
implementation is the role given to the staff and the management of the organization thus
the internal capacity of the organization has to fit the requirement of the plan in terms of
staffing, policies, procedures, finance and so on. Here Fowler’s suggestion about
capacity deserves attention; the NGO leadership has to look critically into the internal

capacity whether it is able to implement the strategic plan.
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2.3.4. Strategy evaluation phase
The final phase the evaluation phase is also very important and it is expected to be
performed periodically and also at the end of the period. Strategic evaluation is not
replacing the on-going task of monitoring and revising the day to day implementation of
the strategic plan rather it is focusing on strategic management issues such as overall
performance, culture, communication, and data reporting and so on. Strategic evaluation
is the role of the top management and the board of directors. However, as per the
researchers experience it is one of the most forgotten task as may be due to the attention
given to resource mobilization to implement the program. In the NGOs working set up
resource mobilization is a critical task which stresses all in the organization. Oliver
Recklies on his paper ‘Problems and barriers to strategic planning’ argued that the
corporate practice of strategic plan in most organizations show strategic planning as a

separate activity from management’s prime responsibilities and duties.

2.3.5. Stakeholders consultation a crosscutting issue at all phases
Stakeholders are defined by Rob and Chris as ‘those who have a stake in the success of
the organization’ (Batsleer, Cornforth & Paton1991: 39). Due to the nature of the
organizations, which mainly focus on meeting social purpose, stakeholders’ consultation
is proposed to be one of the critical factors for the success of NGOs strategic planning
process. Fowler said, ‘strategic planning is not a linear process for NGOs because the
nature of sustainable development processes means that they cannot impose but have to
negotiate. Therefore, for NGOs any plan has to be arrived through a process of

consultation through down-up-down-up, inside-outside-inside process between the
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organization and its key stakeholders. (Fowler, 1997: 48) Here what Alan tried to say is
there should be consultation with the people at grassroots target groups level for their
input on the development processes which need to be up to the organizational mission
and objectives and it will go down back to the grassroots to show the agreement with the
overall engagements of the organization to meet the needs of the people. This again has
to be consulted with the other actors outside the organization and be synthesized with the
internal organizational objectives. The consultation has to through all the phases i.e.
designing, implementation, reviewing, evaluation and revision, etc. It is through these
consultation processes, the strategic plan secure commitment from different groups and

be able to share responsibility for meeting the organizations’ objectives.

2.4. The benefits of Strategic Planning for the non-profit sector
The benefit of strategic planning especially to the non-profit volunteer organizations is
immense. The first most important thing is it allows the organizations to see their
surrounding environment and to systematically analyze the changes, the dynamism and
finally to set their direction and frame their position within the turbulent environment they
are operating. In this regards, many management advisory firms have confirmed that
NGOs should utilize strategic planning to enhance their effectiveness and efficiency. In the
following unit, the student researcher would like to look into some of the benefits to

highlight few of the important factors in relation to the NGO sector.

Building team work and expertise — strategic planning is a process which involves multi

disciplinary experts as a team, it helps to build teamwork, sharing of knowledge,
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understanding, and better communication and improve managerial skills. Moreover, it
brings experts to work together sharing common agendas which helps staff to know more
the organization and enhance commitment. ‘By working together in envisioning your
future, the team will experience and enhanced teamwork and commitment, which leads to
better implementation. (Speakman Management Consulting) However, for local NGOs in
Ethiopia having multi disciplinary team might be luxury but as much as possible they are
trying to work in a team as it will enhance knowledge about the context, the organization,

and about the overall environment of the NGOs.

Improving performance — throughout the process i.e. from defining vision up to
articulating the actionable activities, and further implementation of the strategic planning, it
positively influences organizational performance in the following areas:

e Having comprehensive plan — the plan at work level will be linked to the strategic
objectives of the organization and helps to assess the contribution of each work unit
and employee to the overall objective of the organization. This further improves the
reporting, performance evaluation, and awarding, etc systems of the organization.

e Having appropriate organizational policies and systems - strategic planning entails
the revision of organizational polices and system compared to the program and

activities designed to meet the objectives of the organization

Enables resource mobilization — strategic planning process always leads to programs and
projects as well as the strategies to implement the plan. If it is clearly defined articulating

the results (short term and long term), with monitoring indicators then the proposal for
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fundraising is very easy. ‘In proposal formats, we may have noticed how each donor
agency wants to make sure that the project being implemented is in line with the
organization’s strategy. This is where the strategic plan can be very useful.’
(FundsforNGOs, 2013) NGOs that focus on their strategic plan can have the power to
negotiate and influence and control their world rather than simply responding to the
changes in the environment. This is the phenomena in some organizations the more they
are focused and specialized, the wider the chance for securing funds but this is a
controversial issue. Some people see it as a threat, when they are more specialized they

will be limited to specific donors and could not have access to other grants.

2.5. Challenges of strategic planning for NGOs
Strategic planning is not only considered from its benefits point of view, some studies show
the challenges it has on the following factors:

e Cost can outweigh benefits — since strategic planning consumes time and money
which can be spent more productively on other tasks, it might be wise to analyze the
cost-benefits of the process before conducting the process. (Barry, 1994: 14). This is
a challenge for NGOs if they have small number of experts who are taking the
responsibility of implementing active projects of the organization. In such cases,
usually, the task is going to be given for consultants this still have cost and ownership
implication thus Barry in its strategic plan workbook advised the NGOs to assess the
cost and time implication of the exercise before start the strategic planning process.

e Forced to respond to emergency situation by diverting resources — due to the nature

of NGOs operations and the guiding values and principles, usually they are expected
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to give priority for humanitarian crisis & life threatening problems in their target area.
This is one of the factors which threaten NGOs when they are trying to respond to the
situational problems by diverting their resources from the original plan and donors do
not accept the diversion even if they appreciate the crisis and the obligation the NGO
has towards its target beneficiaries.

Source of funding — funding the programs of the NGOs is always a big challenge as
most NGOs are dependent on donors funds. In the current global environment,
economic crisis has affected many of the countries that used to be prime donors for
the operation of NGOs. This situation has big implication for NGOs that depend on
external funding. The World Bank report on “Civil Society, NGOs, and Development
in Ethiopia: a snapshot view, explained, the viability and sustainability of the NGO
sector in Ethiopia is quite fragile because of the scarcity of resources and the ongoing

struggle for operating funds. (Clark, 2000: 14)

In general, this chapter looks into strategic planning from NGOs perspectives by defining the

concept and looking into the framework which shows the organizations’ important areas of

capacity to implement what they planned by going through those steps and devoting their

time and energy. Then the phases of the process are discussed looking into the preparation

phase where the necessary foundation for the exercise is going to be laid, the analysis and

strategic plan formulation phase is discussed in relation to the methods and results. The third

phase was the execution or implementation phase where the strategic plan will be

decomposed into actionable activities, the follow up and controlling reviewing, etc seen in

terms of organizational readiness. Strategic plan evaluation is the last phase where the
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leadership oversees and assess the strategic management issues such as communication, data
collection, culture, etc which are basic factors to facilitate smooth implementation of the
strategic plan. Then the consultation as a crosscutting factor in all the phases is discussed
and the chapter ended by looking some benefits and challenges of strategic planning for the
non-profit sector. In the next chapter these issues will be discussed against the real practices

of some selected NGOs in Ethiopia.
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CHAPTER 3

METHODOLOGY OF THE RESEARCH

This chapter presents a description of the research design and the methodology used in the
study. The research method, the sources and types of data, methods of data analysis are

presented in detail.

3.1. Research Design
This study has been designed in such a way to generate both qualitative and quantitative
information as both are relevant for the study. The qualitative research approach is used to
get insight of the respondents on the very ideas of strategic planning in the NGO context.
This has given chance for the respondents to express their views and opinions beyond
ticking the structured questionnaire. Thus, interview and observation were used to capture
and summarize the respondents’ opinions on the use, benefit and challenges of strategic
planning in their own experiences. On the other hand, questionnaire was also used for
generating quantitative data which can be measurable to formulate facts which is helpful for

generalizing findings.

3.2. Research Method
The study was focused on the non-governmental organizations practices of strategic planning
process to enhance their organizational effectiveness. Since strategic planning is a
management tool which used by all types of organizations, this study looks into the
application of strategic planning as a management tool in the non-profit organizations taking

few selected NGOs responses. Therefore, in this study, the student researcher uses
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descriptive type of analysis as the main focus of the study is to look into the change in the
sector with regards to the understanding the benefit strategic planning provides for the
NGOs. Descriptive research is also known as statistical research, describes data and
characteristics about the population being studied. It enables to answer the question what,
who, where, when and how. Description method is used for frequencies, averages and other
statistical calculations. Often the best approach, prior to writing descriptive research, is to

conduct a survey investigation.

3.3 Data Sources and Data Gathering Tools

The researcher has used both primary and secondary sources of data to get adequate and
relevant information about the topic.

Primary data sources

Primary data is data observed or collected directly from firsthand experiences. It can be
generated through interviewing people, questionnaire administration, group discussions, etc.
In this research, the primary data sources are questionnaire, observation and key informants
interview where the researcher uses staff, consultants and people who were employed in the
as key informants and very instrumental in enlightening the researcher with the practice and
challenges of formulating and implementation of strategic plan in the respective
organizations. In addition, NGO leaders opinions are gathered through questionnaire on the

application and contribution to the strategic plan for the organization.
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Secondary data sources

Secondary data sources are information collected and published in the past by other parties.
It has already been on the shelf and on the internet in the form of books, journals, study
papers, reports, etc to serve as relevant source of information on the conceptual clarification,
use and advantages as well as challenges of strategic planning in the NGO practices. Hence,
the researcher gathered the secondary data from desk reviews of the present or past strategic
planning documents, books and research documents written on the use of strategic planning
for enhancing NGOs effectiveness, various write ups that treatise strategic planning, internet

and other relevant sources through documentary analysis technique.

3.4 Sample size and sampling methods

3.4.1. Research sampling method
There are two types of research sampling procedures: probability sampling and non —
probability sampling methods. The probability sampling methods ensure the possibility of
each person in the sample population to be chosen while the non-probability methods target
specific individuals. The non-probability sampling methods include purposive sampling,
qguota sampling, etc. According to the definition given on the IGNOU Quantitative
Analysis for Managerial Application (MS8) Booklet 4, purposive sampling is a non-
probability sampling method where restrictions are put on the possible inclusion of a
member in the sample. Purposive sampling method is used in many sampling survey as it
is designed based on practical considerations.
In this particular study, the researcher had used purposive sampling methods as the focus of

the study is mainly on non-governmental organizations practices of strategic planning
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process. Thus, the questionnaire developed for the purpose was distributed only for NGOs
in four different categories. In addition, people who have close know-how of the NGOs

were selected to provide their opinion through interview guided checklist.

The population sampled was clearly defined using the following selection criteria:
e The NGO is legally registered by the C&S law;
e Itis currently operational in Ethiopia;
e It has been engaged in the sector for a minimum of five years; and
e It has strategic plan for a minimum of five years i.e at lease for one cycle with or
without revision.
3.4.2. Sample size
Based on this criterion, the potential respondent organizations were selected from the
largest umbrella organization (CCRDA) membership list taking 38 (i.e. 10.5% of the total
360 organizations). Then each organization was contacted to ensure the accessibility of the

respondents to share their practices as the main focus is on the NGOs executives.

Then the questionnaire was distributed to twenty eight organizations (i.e. almost 74%), as
listed in the attachment. These organizations are engaged on diverse development
activities in urban as well as rural areas of Ethiopia and they are composed of four
categories from: national NGOs, international NGOs, faith-based Organizations,(FBOs)
and Consortiums of NGOs. In addition to the organizations, individuals who know the

sector such as consultants who have been involved in mentoring strategic plan for NGOs,
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x-employees of NGOs and NGO directors were also consulted to include their opinions

and suggestions in the study.

3.5 Data Analysis Method
Data analysis is a process of inspecting, cleaning, transforming and modeling data with goal
of highlighting useful information, suggesting conclusions and supporting decision making.
The analysis follows the type of data gathered and the research methodology employed for
the analysis. For example, in quantitative research, the information obtained from the
respondents is expressed in numerical form while in qualitative research the information

cannot be numbered.

Thus, the data collected through questionnaire was edited, classified, coded and encoded
into a computer using SPSS software. The frequency and percentage distribution of the
respondents is presented in tabular and/or graphic forms. Then the results of the data are
described in relation to the objectives of the study and few issues where both qualitative and
quantitative date are generated the result is triangulated to ensure complementarities of
ideas. Finally, the analysis and interpretation of the data have leads to conclusions and

recommendations
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CHAPTER 4
RESULTS AND DISCUSSIONS

This chapter depicts the findings and interpretations of the findings of the study on the practices
of Strategic Planning exercises taking the case of NGOs working in Ethiopia. Both primary and
secondary data sources are used for gathering the information. The questionnaire developed for
the purpose was distributed for twenty eight organizations and twenty four of them had
responded to the questionnaire. In addition, six people were interviewed using the interview

guide prepared for the assessment.

4.1. Profile of the respondents

4.1.1. Year of establishment of the organizations

Years of establishment %
1 1958 — 1980 25.0
2 1981 - 2000 58.4
3 2001 - 2005 16.6

Table 2: Establishment year of the NGOs

The table above shows that 75% of the organizations have been established since the
beginning of the 1980’s when many NGOs emerged in the world. In many books,

1980s is cited as a time where NGOs have been seen as one vehicle for

implementing government programs. (Cernea, 1988) (Putnam: 993)
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4.1.2. Respondents position in the organization they are representing

Respondent position

M Executive Director

B Department/Divisi
on Head

Program
Managers

B Others

Figure 3 —Respondents’ position (in %)

Since strategic planning is one of the main responsibilities of managers, the composition
of the respondents show that 95% of them are within top level leadership position that
has access and involvement in the strategic planning process of their respective

organization. This means the targeting meets the intention of the researcher.

4.1.3. Respondents years of service in the organization

Respondents Service Years | %
in the organization
1 2 — 5 years 19
2 5-10 years 38.1
3 10-20 years 28.6
4 Above 20 years 14.3

Table 3: Years of Experience of the respondents
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In order to assess how far the respondents know their organization, the number of service
year in the organization they are representing was assessed and the result indicated that

81% of them have served in the organization from 5-20 years.

4.1.4. Type of organizations

Table 4: Type of organizations

Organizational Category %
1 National NGOs 65.4
2 International NGOs 115
3 Faith based NGOs 15.4
4 Consortiums 7.7

Note: 2 organizations are both international and faith based

As shown on the table above, 65.4% of the respondent organizations are national or
local NGOs this may not be so surprising as there are more local NGOs than the
international NGOs. The second highest respondents (15.4%) are from faith-based
agencies. The role of faith-based NGOs in Ethiopia is very significant especially during
the 70™ and 80™ where there were very small number of NGOs to address the
humanitarian crisis. Though the percentage representation of the international NGOs
seems small, the researcher believes that it is enough as a representation to include input
from the group. With regard to consortiums, the number can also be a representative as
they are very small in number and most of them are established recently. Therefore, the

information source which is used in this study is relevant for the researcher as it
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represents the major group, i.e. the local NGOs, which are the major actors in the life of
the target community as they operate all over the country to bring sustainable

development.

4.2. Strategic planning practices of the organizations
Most of the time strategic planning is seen as an imposition by the donors but the finding

of this study shows the contrary.

Reason for the Strategic Planning

B internal need
assessment

4.50%

H donors'
recommendation

H experince from similar
NGOs

H don't know

B needs assess't and donor
recommndation

Figure 4: Reason for strategic planning

As depicted on the above chart almost 60% of the respondents have gone through strategic
planning exercise as the result of the internal organizational assessment. This finding is a
good indicator which can show that the NGOs in Ethiopia are aware of the importance of
the strategic planning process for their organization in terms of sharing their vision with
their stakeholders, focusing their effort and resources towards a maximum impact and also

being able to have comprehensive plan with success monitoring indicators. Above all the
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use of strategic planning for the NGOs in the current global and national environment can
help them to change the threats into opportunities for their organization One thing which
came visible in this result is that still donor partners are advising the NGOs to undertake
the exercise to make impact at the grassroots level. This is also not bad as long as the
donors are not influencing the strategic planning process. When strategic planning first
introduced within the NGO sector in Ethiopia, i.e., during the 1990™, it was the donors who

initiated and supported the process.
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Figure 5. Years of SP practice of the organizations
As the above table shows most of the respondents of this study have practiced strategic
planning within their organization for more than five years. This result is not surprise
when we look at the year of establishment of the organizations which 83.4% of them are
before 2000. In terms of strategic planning exercise, the above result indicates that the
highest majorly of the organization have got a chance of reviewing their first SP more than

once.
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4.3. Preparation phase of Strategic Planning
As SP is an exercise which must involve everybody that have stake in the organization,
being well organized is paramount important. Hence, holistic preparation i.e. securing the
management commitment, establishing team, training the team, securing fund for the
process and stakeholders orientation were issues discussed as a precondition for the

successful engagement of the SP process and the whole result is presented in bar graph in
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Figure 6 — important factors for preparation phase

The findings of the study show that:

Leadership commitment - leadership commitment was most important for all i.e. 100% of
the respondents. If we look this result from the respondents’ position in the organization
(figure 3) where 95% are top level managers, it means that every executive has good

knowledge and commitment when they apply strategic planning for their organization.
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This further implies that these organizations have secured the major success factor which is

the leadership support while developing their strategic plan.

Securing Finance - the next most important factor of the finding during the preparation
phase is securing financial resources, 95.8% of the respondents confirmed it. This is not so
surprising, strategic planning process has cost, both professional and facilitation, and this
cost has to be covered from a clear source. Usually NGOs budget is specific which relates
to projects and unless they have institutional donors who mostly fund such activities, they
have to generate earmarked fund for the process. Hence the very few respondents who said
less important might have institutional donor who provide fund to be used flexibility
according to the priorities of the NGO otherwise it is always a gap which need to be

addressed.

Planning team formation and training the team — these are also said most important for
more than 90% of the organizations. According to the NGO strategic planning workbook
which is developed by Barry, the planning team will do much of the planning tasks and

training those people in the team are helpful to bring the team at equal level of understand.

Stakeholders’ orientation - the other point of analysis was the orientation for stakeholders
is also seen as most important factor by 87% of the respondents while few of them i.e.
12.5% see it as less important and the remaining 8.3% said it was not important at all. This
finding indicates that though stakeholders consultation is important factor, it is still blurred

area for some NGOs. However, stakeholders’ orientation is very important as it facilitates
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support for the process and this idea is well understood by many of the responding

organizations.

In general, the findings on the preparation phase indicate that these days the NGOs
executives have good understand about the importance of the preparation phase where their
commitment has great impact on the team formation, training, financial resource securing
and stakeholders orientation. Thus, the researcher believes that the preparation for strategic

plan is a task which is handled well by most of the NGOs.

4.4. Data analysis and strategic plan formulation phase
The data analysis and strategy formulation phase is a time where the organization gather all
the relevant information from the internal, external sources to analyze the present situation,
organizational strength/weakness and the PEST factors in the environment which affects the
organization. In addition, it is a time where the stakeholders are assessed in terms of their
relevance for the organization. Moreover, all the information is used and the critical factors
for the future engagements of organization will be identified, alternative strategies are
assessed and the final strategic planning is developed based on the assessment. This is a time
where the team becomes so busy and needs time for critical thinking and analysis. In this
regards, the experience of the respondents were assessed in terms of the system and tools

utilized for the process and the following were results from the questionnaire.
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4.4.1. Data gathering methods
There are different tools which are widely used to generate the relevant data during
strategic planning process. The findings of the respondents show that reviewing
secondary sources was very relevant for 78.3% of them and the rest 21.7% said it was
moderately relevant. With regards to primary data sources focus group discussion and
brainstorming sessions were rated as very relevant for 74-78% of the respondents and
the others see it as moderately relevant. On the hand, primary data sources, such as,
key informants interview, workshop and questionnaire were also very relevant for 52 -
59% of the respondents while most of the others said moderately relevant. The unique
result which is seen on the tools is the responses to questionnaire around 23% of the
respondents rank it as less relevant.  This shows that these organizations have
understood strategic planning as a process that needs face to face discussion,
brainstorming in groups so that it can consider different views, knowledge and

experiences which are helpful for the designing of different strategies.

In conclusion, these results indicate most of the tools which are proposed as data
gathering tools are utilized to gather the information from different sources and this
process is not something which can be accomplished easily as all the primary data are
supposed to come from other people. The tasks at this stage are more technical and it
requires skill and time for reflection and critically analyzing and synthesizing the
issues. Hence this process is further assessed from the methods of analysis and external

technical input the organizations have used for the process.
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4.4.2. Methods of analysis
The result of the respondents with regard to methods of analysis has shown that most of
the tools which are exercised in the strategic planning exercise are also used by them.
For example, SWOT (Strength, weakness, opportunity and threat) was very important
tool for 95.7% of the respondents. This is obvious that this tool provides simplicity for
summarizing the issues into two main topics as internal organizational issues i.e. the
strengths and weakness and the external issues that affect the organization. In addition
stakeholders’ analysis and the critical factor analysis is also rated as very important by
87% of the respondents and the others said it is moderately relevant. The capacity
analysis is the other area which needs critical thinking to propose the right capacity
requirement for the organization. Capacity analysis was very important for 66.7% and

moderately important for 28.6% of the respondents.

4.4.3. Use of external expertise
Strategic planning is most of the time seen as a process that need to be complemented by
external expert. The strategic planning manual which is developed by PACT Ethiopia,
suggests the importance of having mentor for the process and it has trained individual
consultants to support the NGOs that were their partners. In this regards, CCRDA had
also done the same by paying the mentor cost for the local NGOs to support the strategic
planning process of its member organizations. This study tried to look into the use of
external expertise for these organization’s strategic planning exercise and 83% of the
respondents have used external expert (consultants) inputs to mentor and backstop the

planning team established for the task; 16.7% use the external expert (consultant) to
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handle the whole process of the SPM development; 5.6% have said they use consultants,
and capacity building organizations’ service to support the SPM process of the
organization. These findings show that the NGOs are still using external expertise to
ensure the quality of their strategic planning process. This is a good move but the idea of
giving the task fully to external consultant is not empowering as the learning through own
research and interactions are more important than the consultant outpost.

In general, in the second phase most organizations are using different tools for gathering
data and analyzing the situation which helps them to design the strategic plan. Thought
eh process and the organization are good in most cases the few results which divert from
the very principle of the process are indication that there are NGOs which still give the

task for external consultant.

4.5. The implementation and evaluation phases
The implementation phase is another important stage where the strategic plan needs to be
changed into actionable activities, the performance indicators are defined, monitoring and
follow up plan designed, resource allocated, organizational system and guidelines revised to
meet the new plan, and so on. This is a time where the organization is realizing the ideal
future situation. In this study the implement phase of the respondent organizations was
assessed from capability, responsibility and control point of view.
4.5.1. Implementation Capability:
The issue of capacity is one of the important factors to implement what the
organizations have planned. As seen into Fowler’s capacity framework, the

organizational capacity and readiness to carry on further the NGO in implementing
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the programs and fulfill its future commitment is crucial. In this assessment, the
implementation capacity of the responding organizations are assessed in terms of
defining action plan which meets the requirement in the strategic plan, financial
capacity to undertake the activities, employing essential expertise/staff/, placing

required organizational system and partnership building are assessed.

Capacity to translate strategic plan to action plan

The response on the capability of the organizations to translate the strategic plan to
action plan is strong in 59.1% of the respondents and moderate for 40.9% of the
respondents. This means that changing the strategic plan to actions and activities is
still an area which NGOs need to work hard as this is a crucial factor to see whether
the NGO accomplish its mission or not. The activities at the ground have to explain
the organization’s objective and belief. = The NGO management adviser Fowler
explained this process saying, Linking the aspirations and intentions of the
organization to the right activities means understanding what is going on in the
outside world and then “fitting’ the organization’s work into the environment in a way

which maximizes impact. (Fowler 1997: 46)

Financial Capacity

The response on financial capacity of the organizations indicate that 34.8% of the
respondents said strong, 39.1% moderate and the remaining 26.1 mark it as weak.
This means it is almost 35% of them who have strong capacity to mobilize the

necessary resource for their projects and plans. As observed from practices of
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different NGOs, finance is usually a challenge for many NGOs. They have to be able
to design good projects for funding and this requires capacity and if there is a
problem in translating the strategic plan into actionable activities keeping the
consistency with the mission, objectives set earlier then the financial part will
automatically face a challenge.

Human resource capacity

On the other hand, human resources are another area which is assessed and 26.1% of
the respondents they have strong capacity and 39.1% said moderate capacity and the
others 34.8% said weak. This figure, especially in the current NGO regulatory
framework is not surprising as most of the salaries and benefits are considered as
administrative cost. Having more staff is correlated with the high amount of

administrative cost which is already fixed not to exceed 30% of the total cost.

Capacity for organizational system, structure, policy, and others

Having the required operational systems and structure is also a point which requires
capacity of the NGOs. As per the response from the survey indicate, the capacity is
strong for 39.1% of the organizations and moderate for 43.5% and weak for 17.4% of
the organizations. Whenever new strategic plan is implemented, the system and
structure has also to be revisited and be in place for smooth operation of the
organization but as the outcome of the study indicate most organizations have
moderate capacity to improve the system and structure whenever they develop a new

strategic planning.
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Capacity for external relation

These days the issue of external relation has widely accepted by many organizations
whether they are operating in private or public ventures. As presented in the above
Fowler’s capacity framework building capacity to manage the relationship is very
crucial. The survey has looked into the ability of the NGOs to establish and work with
partnership and the results show that 56.5% said they have strong capacity while the
other 34.8% said moderate and 8.7% said weak. This is a good indicator as it shows
the importance given by most NGOs to work in partnership. Since NGOs are
working towards achieving social change, they have many partners who have a direct
impact on the realization of their mission this is the reason why NGOs must build

their internal capacity for partnership management.

4.5.2. Implementation responsibility

Strategic plan implementation include the tasks of developing the action plan,
implementing the day to day tasks, follow up and monitoring, reporting, reviewing
and revising the plan, etc. These tasks are undertaken by different groups of people
in the organization and the survey has looked into the responsibility taken by the
board, executives, middle managers, external stakeholders, staff and consultants and
the results shows the following.

Board role

The response with regard to the role of the board in strategic plan implementation is
rated as low by 76.9% of the respondent and its control role was medium for 53.3%

and low for 26.7% of the respondents. However, 50% of the respondents rate its
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evaluation role as high while 35.7% said it was low. This result shows that board
involvement is more on the evaluation and control of the strategic plan than taking
part in the day to day implementation of the activities. Actually, most of the time the
role given to the board is more of strategic leadership which focuses more on
checking the performance of the organization against the success indicators which are
defined at the beginning of the plan. Hence, in this case the response relates to the

underline expected role of a volunteer board.

Managers’ role

The top executives’ responsibilities of strategic plan implementation control and
evaluation is rated respectively as high by 73.3%, 82.4% and 62.5% of the
respondents. In addition, the middle managers role of implementation, control and
evaluation was respectively rated as high by 87.5%, 73.3% and 53.3% of the
respondents while 33.3% of the respondents rated the evaluation role of the middle
managers as medium. The two levels of managers are highly responsible for the day
to day implementation, follow up and monitoring of the activities of the organization.
As the name indicates they are managing tasks by solving problems at the spot and
creating the favorable working environment. However, the evaluation role of the
middle managers for 33.3% of the respondents is medium as most of the time
evaluation is a task for top leadership.  The other groups are the staff i.e. from the
field to head office role in strategic plan implementation is rated 100% high, and its
role in controlling is high for 46.7% and medium for 40% of the respondents. The

evaluation role was low for 53.3% and medium for 33.3% of the respondents. This
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result indicates that staff takes major responsibility in implementation and this
ensured by the plan which is cascaded from the top up to individual plan. If it is done
in such manner, the contribution of the staff is seen clearly and the reward could be

designed based on the result from the implementation of the plan.

Stakeholders' role

The involvement of the external stakeholders in the implementation of the strategic
plan is also assessed. The external stakeholders are donors, government, community,
etc. and the responsibility in strategic plan implementation and control was rated
respectively low by 76.9% and medium by 66.7% of the respondents but the
evaluation role of the external stakeholder is rated as high by 68.8% of the
respondents. This is the practice in many cases as the external stakeholders have no
direct responsibility to implement the tasks rather they participate on the evaluation of
the strategic planning and this is seen due to the accountability NGOs have towards
their partners.

Consultant’s role

Consultant responsibility was generally rated as low in the implementation and
control of the SP and the evaluation role is rated high by 45.5% and low by 54% of
the respondents. This result is very interesting, the finding of the study in more than
50% of the organizations show that organizations are not using consultant to evaluate
their strategic planning. In strategic plan evaluation one of the issues for interview
with consultant who used to be highly involved in mentoring strategic planning

process for the NGOs and according to their comments, NGOs are not bothering to
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evaluate the performance of their old strategic plan usually they just enter into next
strategic plan through revision. However, this might not be the case, the researcher’s
experience during 2009 strategic plan revision, the first initial proposal was done by
the management to revitalize the organization and this proposal was discussed by the
board before taking decision to undertake the next strategic planning exercise. Of
course, this research is done by the management and staff not by the consultant. In
such incidences, it can be said that strategic evaluation is done by the leadership of

the NGOs.

4.5.3. Follow up and controlling mechanisms
Effective implementation of the strategic plan depends on the close follow up and
feedback of the responsible bodies. Different organizations are adopting different
methods of follow up and feedback mechanism. This survey has also looked into the use
of some mechanisms, such as annual review, continuous performance progress
assessment, internal feedback workshop, biannual and annual stakeholders meetings, etc.
In this regards, the response show that annual review of the implementation of the
activities against the indicators was used by 28.6% of the respondents and continuous
performance progress assessment was done by 4.8% of the respondents and 9.5% uses
the two systems together. The other 9.5% use the annual review and internal feedback
workshop, 14.3% use the annual review and bi-annual stakeholders’ performance
assessment meetings, 9.5% annual review, performance assessment and feedback
mechanism, 14.3% use annual review, continuous performance assessment, internal

feedback mechanisms and bi-annual stakeholders meeting and 4.8% use all the above
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methods and others. This result shows that most organizations are using annual review
meeting to assess the annual performance and the other use mixed mechanism as per the
situation. Organizations can have different assessment mechanisms but the important
thing is the attention given to follow up and assess annual performance and to use the

feedback for the next planning as an input.

4.6. Stakeholders’ consultation/participation

The stakeholder’s consultation and participation in the strategic planning process is very

crucial for the NGOs work as most of the tasks are requiring the involvement of other

stakeholders in different forms. This study has also looked into the experiences of the

respondents with regards to participation of the board, managers, technical staff, support

staff, project beneficiaries, donors, government sectoral offices, other similar NGOs and the

findings are presented into two category: as internal and external.

4.6.1. Internal stakeholders
The responses indicate that Board members participation in the strategic planning is
very active in 43.5% and moderately active in 47.8% of the NGOs while in the
remaining 8.7% of the organizations is less active. This result confirms the
comments of the respondents on the executive leadership role of the NGO board.
Some of the respondents said that the board members should have to be active in
strategic leadership especially in terms of supporting the NGOs in resource
mobilization and giving direction to the executives. Their role should go beyond

approving the annual plan and annual reports.
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The participation of the project and Program staff is rated as very active for 82.6% of
the respondents, moderately active for 13.0% and less active for 4.3% of the
respondents. This is also an indication to the work style of the NGOs where the
technical staff is always taking the major part in the assessment and formulation of
the strategic plan and later implementation of the plan. With regards, to the support
staff, the result shows that their participation is very active in 17.4% of the
organizations, moderately active in 43.5% of the organizations, less active in 34.8%
and not involved in 4.3%. This shows that very few NGOs are actively involving the
support staff in the process while most keep them at support level. However, in
modern management system, support staff roles are also considered as important for
the realization of the organizational objectives and the NGOs have to see into this
aspect and enhance it further.
4.6.2. External stakeholders

The other stakeholders are the project beneficiaries which are very crucial for the
sustainability of the impact of the project. The result shows that their participation is
very active in 21.7% organizations, moderately active in 43.5%, less active in 30.4%
and not involved in 4.3% of the organizations. This result means the principle NGOs
are preaching, ‘community participation’ has not getting proper attention and this
needs more analysis why they are not actively involved on the issues which concerns
their life.

The other result is donor partners participation in the strategic plan formulation,
shows very active in 17.4% of the respondents, moderately active in 43.5% of the

respondents, less active for 34.8% and not involved for 4.3% respondents. This

58



implies that donors participation is not so active and not so low but why this is also a
point in consideration. The active involvement of the donors can help the NGO for
real partnership of the donors between the two organizations. The researcher’s
experience is that if they are involved in the major engagement of the NGO, donors
are reliable partners who share the challenges of the NGO and try to provide
assistance whenever there is a need. On the other hand, the low participation of the
donors indicates that they are not involved and dictated the NGOs strategic plan to
their own agenda and in this point low participation of the donors in these

organizations can be good indicator.

The participation of government sectoral offices in the strategic planning process of
the NGO is rated moderately active by 60.9%, less active by 26.1%, very active by
4.3% organizations and not involved at all by 8.7% respondents. This also depends
on the relationship between the NGO and respective government offices though there
are other challenges. Finally the participation of other similar NGOs is also assessed
and it indicates moderately active in 30.4% organizations, less active for 39.1% and
not involved for 30.4% of the organizations. The result implies that the relationship
and communication between NGOs hasn’t yet reached at a level where they support
each other as the involvement of other similar organizations in the area has a positive

impact on the sharing knowledge and practices which are tested and gained result.

The overall results indicate the importance given to involve stakeholders in the strategic

plan process of most of the organizations. The very active involvement of the
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management and technical staff confirmed that the major responsibility of strategic plan
to be internal (management and staff) while the board involvement ranges between very
active and moderately active in 43.5% and 47.8% of the organizations, respectively. In
respect to the participation of the beneficiaries, government and other similar NGOs there
is still much to be done. Each of these groups are very relevant for the sustainability of

the interventions the NGO’s work and for the recognition of the results.

4.7. Challenges of Strategic Plan
Strategic planning has its own challenges for NGOs and as the survey indicates, the major
challenge for the organizations’ is time which 60.9% of the respondents rank as a strong
challenge. This indicates that time is one of the crucial factors which the NGOs need to
consider while thinking of strategic planning. Internal capacity is strong challenge for 43.5%
and moderately challenge for 43.5% and for 13% of the respondents it was not a challenge.
This result shows that it is few of the organizations that plan according to their capacity and
have the preparation to take further the plan into action. Most of the organizations are facing
strong or moderately challenged by their technical capacity. The very reason for this is the
staff turnover which is seen in most organizations as most technical people are moving from
organization to organization. According to the study report of the CCRDA on organizational
change actions, staff turnover is one of big challenges which threaten local NGOs affecting

their technical capability.

The other challenging factor is finance, the survey result shows that finance was strong

challenge for 33.3% of the respondents, moderately challenging for 33.3% and less
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challenging for 19% and for 14.3% of the respondents it was not a challenge at all. This
result can be explained further according to the category of the organizations as for
international NGOs finance could be no problem as the country office is always planning
according to the resource availability. For the majority of the respondents, which are the
local organizations, it depends on the reliability of their partnership with their fund providers.
If the NGO is showing concrete result at grassroots level and fulfill its obligations by being
accountable for its engagements then the donors will most of the time stay with the
organization for longer period of time. For example; an organization called ‘Facilitator for
Change’ is one of the local NGOs that operates in two regional states and at its annual
meeting in 2013 report, the long time donors are always providing them grant according to
the organization’s program year plan, in this case for five years, and their funding situation is
so far stable. Their result is also recognized by their donor partners’ web posting the
performance of the organization as one of their partner which creates impact at grassroots
level in Ethiopia. However, these days the issue of finance for development programs is
critical as the issue of poverty and humanitarian crisis become a phenomena for the world not

only for the developing countries.

Getting the right data for the analysis is very import for the final outcome of the strategic
plan, in his regards, the survey looked into the availability of information or data during the
exercise, 33.3% of the respondents said it is strong challenge, 42.9% said moderately
challenge, 19% said less challenging and for 4.8% of the respondents it is not a challenge at
all. This result shows that the availability of information is more or less a challenge in 75%

of the organizations and this could be internal - due to the data storing method NGOs are
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using within the organization. There should be a system where the information could be
gathered and stored appropriately from field up to head office level, here the role the
monitoring and data gathering system should be improved. On the other hand it could be
external — the information sharing between organizations and access to different research
outputs on the good practices of grassroots interventions, availability of adequate information
in the resource centers, and the internet connection could be some of the points that need

attention.

In general terms, the study tried to get feedback on the practical challenges the NGOs are
facing in the strategic plan process and these challenges are further assessed in relation to the
opinions of the interviewees with regards to the challenges they observed.

4.8. Respondents’ experiences and views about SP in the NGO context:

Table 5: The advantage of SP for non-profit organizations

Strongly | Agree | Neutral | Disagree | Strongly

agree 4) (3) (2) Disagree
() 1)
The organization have | 78.3% | 13% 8.7%

comprehensive plan
Enhances understanding and sharing | 77.3% 18.6% | 9.1%
of wvision, mission, values and
strategic objectives

Enables the translation of the vision | 28.6% | 61.9% |4.8% |4.8%
into action
Enables program impacts articulation | 39.1% | 30.4% | 17.4% | 8.7% 4.3%
Helped defining the right policies | 31.8% | 27.3% | 40.9%
and procedures
Enables mobilization of adequate | 36.4% | 40.9% | 22.7%
resources
Enables timely adjustment of|39.1% |34.8% |26.1%
organizational objectives and its
projects/programs
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The above table shows most of the respondents strongly agree to the above points, which are
extracted from the literatures reviewed with regards to the benefits of strategic planning for
NGOs. This indicates that most of the NGO leaders believe on the importance of strategic
planning for their respective organization and this answer is also in conformity with the
result on the leadership commitment which is rated by all the respondents as very important
factor. However, some respondents are neutral on the advantage of strategic planning for
policy revision, resource mobilization, and timely adjustment of objectives as all these
points are tasks which need to be performed after the formulation of the strategic plan.
They are part and parcel of the implementation process and it is the responsibility of the
management to take action. This further indicates that even if they believe on the
importance of the strategic planning for the process the implementation at organizational

level is still a challenge.

Table 6: Different views of SP in the NGO Context

Strongl | Agree | Neutral | Disagree | Strongly
y agree | (4) (3) (2) Disagree
(5) 1)

SP relevant management tool for | 66.7% | 28.6% 4.8%

NGOs

Meeting diverse stakeholders | 50% 31.8% | 4.5% 13.6%

expectations is main challenge

The strategic plan is not always the | 4.5% 45.5% | 4.5% 22.7% 22.7%
basis for projects decision

SP evaluation could not generate 40.9% |18.2% | 31.8% 9.1%
concrete quantifiable results
Mobilizing adequate resource is|43.5% |43.5% |8.7% 4.3%

always the major challenge

The return from SP exercise is not | 4.5% 9.1% 18.2% | 40.9% 27.3%
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worth of the cost

Stakeholders  participation always | 17.4% | 52.2% | 4.3% 17.4% 8.7%
challenging

NGO Boards control & evaluation of 65.2% | 21.7% | 13.0%
the SP is not strong

A high staff turnover is major | 17.4% |47.8% |21.7% |8.7% 4.3%
challenge for NGOs

SP implementation requires strong | 47.6% | 38.1% 14.3
partnership, alliances and networks

In the above table the researcher has tried to look into the complementarily of some points
with what the respondents are practicing. For example, securing adequate resource
financial, human resources, etc) are rated as strong challenge by most respondents earlier
and in the above table 87% of the respondents agreed and strongly agreed that resource is
big challenge for NGOs strategic plan implementation. Meeting stakeholders’ expectation
is the other point which is discussed as a challenge for NGOs management. The book
written on ‘Issues in Voluntary and non-profit management’ explains the challenge of
management of the non-profit organizations in dealing with their diverse stakeholders as

they all have stake on the success of the organization. (Batsleer, Chris & Rob, 1991: 39)

The respondent are divided in two (50% agreed while 45.5% not agreed) on the issue of the
strategic plan not always being the base for the projects of the organization. Why the
respondents are divided is a point which need to be assessed further but the very idea of this
point is emanated from the report of strategic review of Oxfam which it is clearly discussed
the time when the NGO could go out from its focus as it target to change the life of the

target group in a holistic manner. (Wallace & Burdon,1994: page 5)
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4.9. Additional points and remarks of the respondents

4.9.1. Points from the questionnaires:
Most of the respondents wrote general remarks on the importance of SP for NGOs as it
enhances organizational learning by allowing reflection, critical thinking and rational
change, creating opportunity to listen the views of others, understanding the external
environment, creating better closeness and understanding between the staff, board,
management and other stakeholders. In addition, it is said that strategic planning is a tool
for maximum impact in swiftly changing environment. There are remarks cited as a
challenge NGOs are facing to meet diverse needs in their target area while their resources

are very limited.

These remarks are all relevant as it shows how far the respondents are practicing strategic
planning within their organization. During the interview, one person was strongly arguing
on the advantage of strategic planning as a tool for learning rather than for quantifying
further activities to meet the objective of the organization. The argument was that due to
the uncertainties of the implementation of the strategic plan, the visible advantage of the
process is the learning aspect which the organization acquires in the internal and external
analysis process. This is a new dimension of thinking but since the very purpose of the
strategic plan is to improve the performance of the organization in terms of creating
impact at the ground, it could not be seen as a tool for learning though the process is an
opportunity for learning and understanding the context. As Fowler said strategic plan is

not for shelf, it has to be implemented.
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4.9.2. Points from the face to face interview

During the face to face discussion with the consultants and people who once used to work in

the sector, the following points are given as important points for the success of strategic plan

implementation:

1.

Organizational readiness for uncertainties and readiness for changes is mandatory - as
the implementation challenge in most NGOs are related to the commitment for change
and strategic execution entails change

Planning for maximum impact in rapidly changing environment has to be one of the tasks
of the NGO managers, they have to be able to assess the environment continuously to
track the changes which will affect their operation they don’t have to wait for proper
strategic plan process

Full participation of the staff from all discipline and also internal team handling the
process is crucial for the ownership and for replaying the process and this has to be done
by empowering and motivating them to commit themselves for the cause of the NGO
Make sure that the SP fits the organization’s development commitment and responsibility
NGOs mostly plan ambitiously but they have to plan according to the organization’s

ability to perform

All these points are very relevant and one way or the other they are discussed in the

document and based on the responses most of them have good understanding on the

importance of the points but the problem is the implementation i.e. the strategic management.

‘One problem in the way NGOs are going about strategic planning is they confuse strategic

planning with strategic management.” (Fowler, 1997: 47) He further explained it that
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strategic plan could not take the organizations smoothly for the plan years, development is a

complex and open ended agenda it needs rigor of thinking and arguments.

This chapter has presented the findings of the study on the practices of strategic planning in
the NGO context. Though it is in a very crude form, the study reveals very important points
which show the commitment and preparation of the organizations’ for the exercise which is
good as it indicates that most of the respondents (who are people in the leadership position)
have the understanding on the benefit of the strategic plan. It has also shows that great effort
is exerted in most of the organizations for gathering the data and analyzing it with the support
of consultants and because of this most of the tools for gathering data and for analysis are
used. The implementation and execution phase is an area which needs improvement as most
NGOs have challenges to finance their programs and keeping their technical personnel and
unable to revisit their systems, structure and other operational guidelines. Next chapter will

try to present the concluding points and recommendations.
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CHAPTER 5
SUMMARY, CONCLUSION AND RECOMMENDATIONS

5.1. Summary and Conclusion

The main objective of the study focused on examining the practices and challenges of the NGO
in developing, implementing and controlling Strategic Planning. It was also aimed at assessing
the benefits and challenges of the strategic planning for the NGOS. With this broad objective,
the study had tried to answer the following basic research questions: (1) What is the practice of
strategic planning process among NGOs operating in Ethiopia? (2) What benefit does it have?
(3) How do NGOs formulate their strategic plan? (4) What mechanisms are applied in the
implementation of the strategic plan? (5) How do they control the implementation of their

strategic plan? (6) What main challenges are they facing while going through the process?

To accomplish the study, both primary and secondary data sources were used and the data was
gathered through questionnaire, interview and observation of the researcher as a primary data
sources. Twenty four NGOs composed of national NGOs, international NGOs, faith-based
NGOs and consortium of NGOs had responded to the questionnaire and consultants and x-
employees of NGOs had also shared their views and opinions during the face to face interview.
The information is presented in tables, figures and descriptive analysis was the main method
used in producing the findings of the study and based on the discussions as presented in chapter

four, the researcher concludes the following:

1. Strategic planning these days has become a need for most NGOs and, in most cases, they

have been self-initiated to prepare a comprehensive strategic plan rather than considering
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as an imposition of their donors.. Moreover, the benefit of using strategic plan as
management tool is recognized by most of the NGO leaders and top managers and the
great majority of the respondents have strongly agreed that strategic planning enhances
understanding on the context in which the organization operates and also enables sharing
of organizational vision, mission, values and objectives among key stakeholders. Thus,
irrespective of the concerns of its lengthiness and costliness, most organizations have
gone through it more than once and this was due to the belief that the return from the SP
exercises does worth the efforts. This could be the reason for the majority of the
organizations’ well preparation providing leadership commitment through the formation
of team to handle the task, recruitment of resource person for training the staff and
backing the technical gap on the process, availing time and finance for the process and
closely following up the process. This has further paved the way for the team to use the
required data gathering and analytical tools for developing the strategic plan document.
Therefore, the researcher concluded that most NGOs look strategic planning process as
relevant process especially to understand their position in the environment and to plan
according to their purpose and the acceptance within the sector have grown up to the
level where the organizations take it as a need or must be done endeavor.

NGOs strategic plan implementation was found to be of more challenging than the
designing process. Most respondents confirmed their capability of translating the
strategic plan into action plans. However, the major challenge seems to be availing
finance for the implementation of the programs and project. In this regard, only 34.8% of
the respondents confirmed their organizations’ strong ability to secure funding while

39.1% said moderately and the rest said their organization was not able to generate
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enough finance for its programs. This point has also been widely agreed by (87%) of the
respondents and the financial challenge can be due to the stiff competition for grant
globally compared to what it was in the earlier periods. Staff turnover is also another
major challenge for NGOs to implement whatever plan they have. Moreover, though
NGOs have believed on the importance of working in partnership, the participation of the
stakeholders’ especially external stakeholder is another challenge and above all the
beneficiaries involvement is very crucial which need to be the basic principle for the
sustenance of the programs at the grassroots level. On the other hand, some interviewed
people argued that the very purpose of going through SP process is to address the
challenges of the organizations. If due attention was given, while analyzing the critical
issues in the organization, strategic plan provide plan which can further leads to the kind
of structure, system, policies, and so on necessary to implement the plan. Therefore, they
said, the challenges the organizations have faced in the implementation phase should also
be analyzed from other perspective.

The cross-cutting issue — stakeholders’ participation in all the phases of the process is
believed as decisive factor by the NGOs though it is strongly challenging task. Since
NGOs are mostly aspiring to change some social problem, it needs other stakeholders’
hands to realize the change. Hence from the study, the researcher concludes the issue of
participation by dividing it into two categories as internal and external. Internal
stakeholders are the employees of the organization and the board — since it is their prime
responsibility- they are highly involved in all the phases of the strategic planning process.
Though, the result on the role of the board depends on the situation in the organization as

the respondents divided in equal parts. During the discussion there was strong argument
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on the role of the board in strategic leadership especially on strategic issues of the

organizations; such as, resource mobilization.

External stakeholders are those outside the organization which includes the beneficiaries,
donors, public offices, other NGOs with similar objectives, etc. The participation of the
external stakeholders’ in general needs improvement as the responses indicate it as a big
challenge. The researcher believes that this is not simple task it needs a plan and
conscious move on how and who should participate at what level and this has to be under
the strategic planning exercise and the follow up plan of action when the organization

define its system and strategies of implementation.

Benefit and challenges of strategic planning for NGOs — the benefit of strategic planning
is well understood by the respondents in terms of knowing the internal and external
operational environment, sharing vision and enhancing commitment, linking the
organization vision to action, developing comprehensive plan with clear monitoring
indications which are the basis to evaluate impact, etc. This has given them reason to
commit most of the leaders to undertake the exercise more than once. However, some
issues are seriously challenging them while trying to implement it. These serious
challenges are related to the capacity of their organization especially with regard to
funding and staffing with the necessary people which are the basis for the realization of
their plan. In this regard, Fowler said on its capacity framework, NGOs need to see their
capacity in terms of their ability to design the right system, procedures, structure, etc and

their capacity to negotiate and create real partnership with the external actors.
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The overall implication of the above points is that strategic planning process is one of the
recognized tools in the management of the non-profit organizations in Ethiopia and it is
practiced by most of the NGOs even if they are facing serious challenge in the
implementation of the plan. These challenges need to be aggressively and systematically
confronted by the NGOs in collaboration with their key partners so as to ensure the

achievements of their goals and objectives properly.

5.2. Recommendations

Based on the findings and conclusions, the following recommendations are made:

1. The world is in a continuous change and as long as NGOs are operating in this moving
environment, strategic planning is a useful tool to look and adjust their organizations in the
changing environment. In this regard, NGOs in Ethiopia are in the right track at least they
have recognized the importance of the tool and used it to set their future direction, and to link
their vision to their activities and interventions at the ground. Nevertheless, as per the
findings of this study some things need further revisiting and the researcher recommends the
following points to get attention for the effectiveness and efficiency of the strategic plan in the

NGO sector in Ethiopia.

1.1 Though most things in the preparation phase of the strategic planning seems right, the
NGO has to give due attention in defining the purpose of the exercise. Why does the
organization do the strategic planning? (To be focused, to position the organization,
for changing the vision, for improving performance, etc.) This has to be clearly
answered based on facts and with consultation with the stakeholders as this will help

the organization to get the parameters for measuring whether the organization meets
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its objective then the strategic plan has to be designed as per the needs of the
organization with serious consideration of the capability of the organization. This can

help to solve the future challenge of implementing a strategic plan.

1.2 Strategic plan should not be for shelf, it has to be implemented and for this the
NGOs has to plan according to their capacity and also plan to build the necessary
capacity too. This requires strategic management not strategic planning only. Hence,
to meet the objective of the organization by impacting the target community, the
NGO has to have leadership role of the board. In addition, it has to have a plan to
build its own capacity and in this regard it has to be innovative as partnership
building is one option, building the beneficiaries capacity (empowerment) is another
best option, etc. In general, the NGOs have to share their best experiences in the

implementation of their strategic plan.

1.3 The involvement of the stakeholders is a must for NGOs as social objectives could not
be addressed by one small organization even if it wishes there is the issue of
mandate. Therefore, as it has been said yesterday, the participation of the
beneficiaries for whom the NGO works is still relevant today. They have to take
part in the identification of the gap or need where they want support from the NGO
and the role they have to play and so on. The researcher’s general remark is the
NGOs have to work hard to change their relationship with their stakeholders in
general and with the beneficiaries in particular. They have to work together to

ensure the impact of their projects at grassroots level within the community.
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1.4 Whatever the situation, challenges are always there and that is one of the reasons for
the strategic planning process, hence the NGOs have to look into their challenges
critically and should plan for changing them into opportunities here is the very
purpose of strategic thinking and guidance of the leadership. In this regards,
thinking of management including board training is very important as most NGOs
managers are not investing on themselves which could have more value for the

organization.

2. The issue of strategic planning in the NGO context is very interesting topic as it will help
them to adopt business management tools to the challenges of managing non-profit
organizations. This research is more focus on the findings of responses of the NGO’s
executives and top managers as well as people who engage with the NGOs in strategic
planning process. The researcher believes that deeper assessment into the practices at each
organizational level (looking into reports, plans, systems, leadership etc.) might reveal
different picture. Therefore, any student researcher can take up the study further and assess
the NGOs leadership and strategic management practices as well as organizational

preparedness for implementing the strategic plan for providing wider scope on the issue.
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Appendix - 11
The Practices and Challenges of the formulation, implementation and control
of Strategic Planning in Non-Governmental Organizations

QUESTIONNAIRE - TO BE FILLED BY EXECUTIVES AND MANAGEMENT MEMBERS

Dear respondent

This questionnaire is dispatched to you in order to assess your organization’s experiences and also
your personal views and feelings on the practices and challenges of undertaking Strategic Planning
& Management process in the non-governmental organizations. Your responses to the specified
questions in this instrument shall provide the study with the chance to generate balanced and
objective findings on the subject matter. The questions are designed to assess your organization's
experiences in going through strategic intent definition, environmental analysis, identification of
the critical/strategic paths; designing needs based programs, implementation of the strategic plan
as well as the control of the SP. This questionnaire also enquires your personal views on the
importance of the strategic planning process for strategic thinking in the non-governmental and
Civil Society Sector.

The responses to this questionnaire will be used for no other purposes than those specified here
above; your anonymity shall be maintained; and that the outputs of the study will not be used for
other purpose.

Explanation (references) of Terms
e SPM stands for Strategic Plan and Management
e The SECTOR is meant to be the Civil Society Sector (CSO)
e Management represents the structure and system of EXECUTIVE LEVEL management of
the ORGANIZATION you work for
e The term STAKEHOLDERS represents the Donors, Government, and Beneficiaries and Staff
of the your organization

Instruction

The instrument is a mix of a structured, key-informant interview guide and a questionnaire. The
questions in this instrument are classified/organized in to three parts. The first part addresses your
representation in the organization and basic information about the organization. At the second
part, your organization’s practices of SPM in relations to your job environment will be inquired. The
third part is particularly represented by questions in a five-point Likert-scale where you shall
specify your views on the practices of the SPM process in the NGO context. Please put a tick (V)
mark on the answer of your choice (where choices are provided) and finally provide additional
views opinions on the overall practices and challenges.

Thank you for Your Cooperation!



Partl:

A. Personal information of the respondent

B.

Please indicate your years of service in the sector.

E Up to 1vyear E Up to 20 years
D Up to 5 years D longer than 20 years (please specify)

D Up to 10 years

Respondent’s position in the organization

[ Executive

D Department/Division Manager/Director (specify)
[ Program head/manager
E Other (specify)

Information about the Organization

Name of the organization

Year of establishment

Main services your organization provides to the community?

Part Il - SPM Practice of the organization

1. How the SPM was initially introduced in the organization?
D Based on internal needs assessment

D Based on donors' recommendations
D Based on recommendations from consultants
E Based on experiences from similar organizations

D Others (please specify)



EI do not know

2. How long has been since the organization engaged on SPM process

D Less than 5 years
E Over 5 years

D Over 10 years
E | do not know

3. How do you rate the importance of the following actions as a preparatory step of
your NGO SP exercise:

Action Most Less Not
important important important

SPM Training for the staff
Organizing planning team

Stakeholders orientation

Securing corporate (executive level
leadership) commitment

Securing resources (financial &
human)

Preparing detail plan of the process

4. How do you rate the involvement of stakeholders in the strategic planning process

Action Very Moderately Less Not
Active Active Active Involved

Executive Managers (Board)

Middle Managers

Project/Program staff

Support staff

Project Beneficiaries

Donors

Government offices

Other similar NGOs

Others, specify

5. Which tools were very relevant for gathering the information on the external and
internal environment?



Tools Very Moderately Less
relevant relevant relevant

Document review

Focus Group discussions

Key Informant interview

Brainstorming

Workshop

Questionnaire

6. Which methods were useful (important) to analyze the information?

Action Very Moderately Less
important important important

SWOT analysis
Stakeholders analysis

Critical factors analysis

Capacity analysis

Others, specify

7. Have you used expertise from outside? If yes, in what form and what was the
responsibility of the expert?

E Consultant who took the responsibility for the whole process
E Mentor who backstop the planning team established for the task
E Backstopping service form Capacity building organization

[ Other arrangements, specify

8. How do you rate the challenges in the process of developing the SP of your
organization?

Challenges Moderately Less Not at
Strong I
a

Time

Internal expertise (capacity)

Finance for the exercise

Information (data) gathering

Getting the right consultants
who knows the sector

Others, specify




9. Who defined the strategic intents and major engagements of the organization?

Strategic Intents/ Top Middle Benefi Others

engagements Founder leadership managers ciaries specify
& experts

Vision

Mission

Values

Strategic
Directions

Major program
engagements

Strategies  for
implementation

10. How do you rate the capability of the organization in the implementation of the SP?

Actions Moderate Weak Other
Strong

Translating the SP to
Plan/Program plan or
action plan

Availing financial resources

for the plan (fund raising)

Availing/enhancing
capacity of the expertise

In placing the required
organizational systems and
procedures

Establishing  partnership

with different institutions

11. Indicate the responsibilities of each body in strategy implementation, control and
strategy evaluation (write: high, medium or low)
Action Implemen Monitoring Evaluation

tation & Control

Board
Top executives

Middle managers

External Stakeholders
(donors, government,
community, etc)

All the staff from head
office up to filed workers




| Consultant |

12. What mechanism is used to follow up and control the implementation of the SP?

[1 Annual review of the implementation against the set indicator

D Continuous performance progress assessment

E Organizing internal feedback mechanism with the staff

[ Bi-annual stakehoders performance assessment meeting

[ other, specify

Partlll: Respondent’s experience, and views regarding the Strategic planning in the NGO

context

Please rate your responses based on your experiences of SPM in your non-profit organization. The highest

score is 5 points and is selected if you have the most favorable view (strongly agree) in relation to that

issue.

A. The advantage of SPM for your non-profit organization

Strongly
agree

(5)

Agree
(4)

Neutral

3)

Disagree

()

Strongly
Disagree

(1)

Though it was time taking process, the Strategic Planning
exercise has helped the organization to have comprehensive
plan which set clear future direction of the organization

SP process enhances the understanding and sharing of vision,
mission, values and strategic objectives of the NGO with its
stakeholders

SP process has helped the translation of the vision into action
through top-down and bottom-up process of discussion and
agreement with the external stakeholders

The strategic plan is not always the basis of the organization's
program and project design decisions

The strategic plan enables to clearly state the impacts of the
organization and its programs in the target area/community

SP helped defining the right policies and procedures for the
proper implementation of the SP

SP enabled mobilization of adequate resources as programs
and projects are focused with clear goals

SP facilitates timely adjustment of organizational objectives
and its projects/programs in line with changes in the internal
and external environment

B. Different views of SPM in the NGO context

Strongly
agree

(5)

Agree
(4)

Neutral

(3)

Disagree

()

Strongly
Disagree

(1)

Though SPM was originally proposed for profit making
organizations, it is equally relevant management tool for




NGOs

The main challenge for NGOs SPM process is meeting the
expectations of the diverse stakeholders

Since end results or development goals of NGOs is social
which cannot be easily quantifiable to set measurement for
evaluation, SP evaluation could not generate concrete results
as to the profit making organizations

Mobilizing adequate resource for the implement of the
strategy is always the major challenge for NGOs which most
of the time threaten the implementation of programs

The return from SPM exercise is not worth of the cost which
it takes in terms of finance and time of the NGO

Ensuring active participation of stakeholders in the SPM
process is always major challenges for the NGO

Since NGO Boards are voluntary, the interest and efficiency in
control & evaluation of the SPM is not strong to that of the
profit making organizations

A high staff turn over is one of the major challenges which
NGOs are facing in the implementation of its SPM

The success of the implementation of the SP needs strong
partnership, alliances and networks around policy, specific
issues and practices with different organizations engaged on
similar programs

C. Comment/Remark on the overall practice of Strategic planning in the NGO context.




Thank Youl!!



Appendix - 111

Interview Guiding Questions

Dear Sir/Madam.

My name is Tsehay Admassu, Master of Business Administration (MBA) student at the School
of Postgraduate Studies of Indira Ghandi National Open University. Currently, I am working on
my thesis on the topic ‘Practices and Challenges of Formulating, Implementing and
Controlling Strategic Planning in Selected NGOs’. This thesis is my final paper for
graduation. 1I’m conducting this interview to get deeper understanding on the topic. So far a
questionnaire is developed and distributed for selected NGOs which include the local,
international, faith-based and consortiums working in Ethiopia. This interview is additional
information gathering method which will help me to get different opinions and views on the
topic and you are selected as a key informant, who knows the sector well while your
involvement in the sector. Therefore, your unreserved support and honest views/opinions are
valuable for the quality of the work. The information you are providing is used only for
academic purpose hence, your anonymity shall be maintained that the output of the interview

shall be used only for this study.

Question No. 1
Would you please tell me who you are, how long have you know/involved in the NGO
sector, on what level (staff, manager, consultant, etc) and overall view about the NGOs in

Ethiopia.



Question No. 2
What is your experience on strategic planning in the NGO context? How do NGOs
organize their strategic planning exercise (responsibility, capacity, monitoring, reporting,
etc), who are involved, how do you evaluate the expertise in analyzing the information
and converting it to Strategic Plan document and implementing it?

Question No. 3
What are the benefits of strategic plan for NGOs, which one do you think is very relevant
for NGOs the NGOs in Ethiopia, how do NGOs decide for SP process, etc.

Question No. 4
What challenges NGOs are facing when they engage on strategic planning process, which
one is the most challenging factor (prioritize them) and why, how shall they overcome or
reduce these challenges, etc.

Question No. 5
Do you have any additional points, remarks, suggestions, etc on the overall use of

strategic planning by the NGOs?

Thank you very much



Appendix 1V - List of respondent Organizations
No | Name of the organization Year of Major program engagement
Establis
hment
National NGOs
1 Agri Service Ethiopia 1969 Community Empowerment
Integrated Rural Development
Integrated Food security program
Local actors draught preparedness program
2 Children Aid Ethiopia 1995 Prevention and rehabilitation program for Children
at risk
Non formal education
HIV/AIDS prevention and care
Adolescent reproductive health services
3 Cheshire service Ethiopia 1962 Rehabilitation of Children with Disability through
mobile outreach services
Rehabilitation of persons with disabilities
4 Ethiopian Rural Self Help 1997 Integrated Rural Development program (food
Association (ERSHA) security, social services, gender, natural resource
management, community capacity building, etc)
5 Facilitator for Change 1997 Women capacity enhancement through self-help
Ethiopia approach
Education and skill training
House hold food security and market promotion
6 Jerusalem Children and 1985 Access to basic services (health, education,
Community Development environmental sanitation, community based Orphan
Organization (JeCCDO) & Vulnerable Children care and support)
Climate change adaptation, disaster risk reduction
and livelihood promotion
Capacity development of community based
institutions
7 Live-Addis Ethiopian 2005 Livelihood improvement for youth through
Resident Charity vocational training
Employment creation (self-employment) scheme
8 Matiwos Wondu Ethiopia 2004 Cancer impact mitigation through awareness raising
Cancer Society program
Palliative and hospice care project with Black Lion
Hospital
9 Maedot 2000 Integrated education, care, support and
empowerment program for disadvantaged & orphan
children
Community/ family empowerment
School feeding program
10 | Oromo self help 1991 Food security and livelihood

Organization

Natural resource management
Water sanitation and hygiene




Pastoral development

11

PROGYNIST

1997

Alternative basic education

Water, hygiene and sanitation

Orphan and vulnerable Children Support program
Support program for victims of rape and domestic
violence

12

Pro Pride

1995

HIV & AiDS prevention and control

Basic education & livelihood promotion

Access for health services and rights of young people
Radio sensitization program on children

Addressing gender issues

Orphan and Vulnerable Children care and support
Transaction program

13

Redeem the Generation

2001

Women empowerment program

Orphan & vulnerable Children (OVC)

Youth empowerment program

Palliative, economic and social support program for
people living with Aids

Community mobilization program

14

SUNARMA

2000

Forest and land use management

Conservation through the market

Women sustainable agriculture and natural resource
management

Livelihood improvement

15

Talent Youth Association

2003

HIV/AIDS prevention program

Career building program for youth aged from 15-29
Awareness raising program for youth on
reproductive health

Youth empowerment program to take active role in
development

16

Organization for Women in
Self Employment (Wise )

1997

Women micro entrepreneurs economic
advancement program

17

Wabe Children’s aid and
training

1993

Non-formal basic education

Community based Orphan & Vulnerable Children
livelihood support

Family economic empowerment and vocational
training

Formal schools capacity building

International NGOs working in Ethiopia

1 Catholic Relief Service 1958 e HIV/AIDS, Community Based Health Care program
(Ethiopia) e Agriculture and natural resource management
(Represents both INGO and e Micro financing
Faith-based) e Health program for farmers, children and women

2 Plan International Ethiopia | 1995 e Child survival and development program

Quality universal learning for life program
Food and nutrition security program
Child participation and protection program




. Faith Based organizations

Forum

Ethiopian Orthodox Church | 1972 e Food security
- Development Commission e Water supply, sanitation and health education
(DICAC) e Rehabilitation
e Integrated rural development program
e  Skill training
EECMY - Ethiopian 1972 e Preventive, promotion and curative health care
Evangelical Church - Dev’t program
and social service e Community based reproductive health and family
commission planning service
e HIV/AIDS prevention, care, VCT, PMTCT & ART
e Capacity building of health facilities and health staff
e Nutrition and hygiene program
e Vocational training center
Lutheran World Federation | 1971 e Integrated community capacity development
— Ethiopia program
(Represents both INGO and e Rehabilitation program
Faith-based) e Small scale earth dam
e HIV/AIDS, Health, Clean water supply,
e Women empowerment
e Natural resource management
e Refugee work
V. Consortiums/Forums
Consortium of Christian 1973 e Dialogue, networking and partnership building
Relief and Development e Development Information communication
Association e Capacity Building
e Access facilitation to development resources
Sustainable Land Use 1995 e Capacity building, on environment protection and

database management
Sustainable land use management
Networking and information provision

Source: |, lI, Ill - CCRDA members’ profile November 2010 and for IV — website of the respective organization
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Introduction

Strategic planning was first originated in the business sector as important
management tool and style that developed in response to the unpredictable,
turbulent, and chaotic world. It is the process of determining what an
organization intends to be in the future and how it will get there. It is a tool
which helps to find the best future for the organization and the best path to
reach that destination. Strategic plan has significant aspects that
characterize strategic thinking and approach. The following are the aspects

of strategic planning: (SPM Manual — PACT)

e Future aspect — strategic plan deals with the future of current
decisions. It recognizes that the environment will change and it is
uncontrollable thus anticipating the future, it will help to shape and

modify the impact of the changes in the environment.

o External aspect - strategic planning takes into account several
components of the external environment like PEEST (Political,
Economic, Environmental, Social, and Technological) and recognized

their impact as constraint or facilitator.

e Internal aspect — strategic planning has also provide recognition to
the internal issues like stability of the staff and sustainability of the
leadership as important factor which can impact the realization of the

strategic plan.



e Dynamic aspects — giving due consideration to the dynamism of the
environment, strategic planning process is a continuous process
which is open to changing goals and activities in light of shifting
circumstances within the environment. Strategic planning is not a

one shot approach, it is on-going process.

Therefore, strategic management requires an organization to be dynamic
and flexible to plan for maximum impact in a fast changing environment.
In order to do this, the organization and its management must be able to
monitor the external environment closely, to identify events that are
relevant to their area of work, and adapt the work quickly to take account
of these external changes and also of the lessons learnt from past
experiences. Strategic planning and management requires good internal
and external monitoring systems and a work-force able to adapt and

change.

Due to its flexibility and dynamism, strategic planning process is widely
used by different organizations as a tool which can facilitate learning by
building knowledge and skill within the staff and the leadership. It can
also serves as a basis to enhance strategic leadership giving framework for

strategic thinking.

Hence, as the importance and use of strategic planning grows from time to
time, the use and application within the other sectors have also become

significant as they are also operating in the same dynamic and fast



changing global economic, political and social environment which demands

modern and professional management system.

Looking into the practice of strategic planning in the non-profit sector, we
can say that these days many of them have strategic planning which frame
their strategic intents and operations to achieve the optimum results
setting clear future direction. “Strategic planning swept into the nonprofit
sector in the mid1980s. Non-profits were becoming seriously interested in
management techniques, and strategic planning -- along with meeting
facilitation and fundraising training -- was a focal point for that interest.
Twenty years later, today no organization would dare say it doesn't have a

strategic plan.” (MASAOKA, 2011 )

1. Background of Non-profit organizations

Non-profit organizations are those organizations with the purpose of
improving and enriching society and not for profit. The non-profit
organizations are made up of different groups but since the focus of this
paper is mainly on the non-governmental organization (NGOs), it will stick
to NGOs. NGOs are a diverse group of organizations that ranges from small
informal groups to large formal agencies. NGOs play different roles and
take different shapes within and across different societies. Due to their
diversity, NGOs are best clarified under the characteristics of the third

sector which comprises of being:



e formal — means the organization institutionalized regular meetings,
office bearers and some organizational permanence

e private - it is institutionally separate from government, though it
may receive some form of supports

¢ non-profit distributing - financial surplus does not accrue to
owners or directors

o self-governing — control and manage its own affairs

¢ voluntary - existence of voluntary participation, such as voluntary

board of directors (D.Lewis, 2009)

Being member of the third sector, NGOs are key actors in development,
human rights, humanitarian actions, environment and many other areas of
public actions. Taking these characteristics, Vakil (1997:2060) draws the
structural-operational definition of NGOs as ‘self-governing, private, not-for
profit organizations that are geared to improving the quality of life for
disadvantaged people.” On the other hand, the New World Encyclopedia
defined NGOs in its general form as ‘a legally constituted, voluntary
association of individuals or groups that is neither a governmental agency
nor a for-profit enterprise, although it may and often does receive both

government and corporate funds.’



2. NGOs in Ethiopia

NGOs in Ethiopia are categorized under the formal group of Civil Society
Organizations (CSOs) and cover the highest number of the sector. The
composition of NGOs has changed, with the growth and increasing
participation of local NGOs both in emergency and development operations.
From the mid-1990’s, their number grew rapidly and reaching over half of
the total NGOs in the country; at present they constitute more than 88
percent of the total. As per the speech of the Charities and Societies
Agency Director on the 2012 Charities National Good Practice Day,
currently a total of 2,675 organizations are legally re-registered and actively
operational in the country. These organizations are both national and
international NGOs which are widely distributed and can be found in all

regions of the country.

Similar to the other countries, NGOs in Ethiopia are engaged on
humanitarian, development and advocacy activities. Currently they are
primarily engaged in addressing the root causes of poverty and
vulnerability, as well as striving to build institutions for good governance
and democracy. In rural areas, short-term relief distribution is not any
more an important part of their engagement. Instead, they are concerned
mainly with strengthening of awareness, transfer of skills and technologies,

supporting institutions and promoting linkages.



3. Statement of the Problem

NGOs are working in an increasingly demanding environment characterized
by growing competition for shrinking aid budgets. They are under pressure
to demonstrate that the resources they are given made a visible and lasting
impact. Due to the increasingly turbulent environment where resources
are becoming more unpredictable, the political and economic environments
are often changing fast and public expectations can be volatile. Hence,
strategic planning as one of important tools enables NGOs to analyze the
internal and external environment, framing their strategic intents and
defining operational framework to achieve the optimum results using the
scarce resources. In this regard, most donor organizations have played the
major role by enforcing NGOs to have strategic plan as a precondition to get

funding support for their programs.

Therefore, today irrespective of its recent phenomena in the sector, the idea
of strategic planning and management has got wide acceptance by many
NGOs to think and act like a business institutions to meet future targets.

It has also helped NGOs to focus and adapt to the environment they are
operating by involving in a continuous environment scanning and flexible
planning processes. Nevertheless, it is always a dilemma for organizations
which always operate in a very uncertain and tense environment where

resources are scarce and activities are project based, to implement the



programs planned and developed for the realization of the anticipated
vision/mission and objectives. Since NGOs management is different than
the management of profit making organizations, the assessment of the
practices and challenges of NGOs in the formulation and implementation as
well as controlling of their SP can help to adopt the tool to the purpose of
the sector. This study, therefore, is aimed at assessing the practices and
challenges of NGOs in developing and implementing strategic planning

process in selected NGOs working in Ethiopia.

3.1. Research Questions

This study tries to answer the following research questions:

1. To what extent is strategic planning process exercised in NGOs

operating in Ethiopia?

2. How do NGOs formulate their strategic plan (how/who define

the mission, vision, values, objectives, etc.)

3. What mechanisms are the NGOs using in the implementation

of the Strategic Planning?

4. How do they control i.e. monitor and evaluate the

implementation of the Strategic Planning?

5. What main challenges are the NGOs facing while going through

the Strategic Planning process?



4.2. Objectives of the Study

The general objective of this study is to examine/assess the practices
and challenges of the NGOs in developing, implementing and
controlling of Strategic Planning and provide academic and pragmatic

facts to researchers, readers and management practitioners.

More specifically, the study intends to achieve the following

objectives:

a. To examine the practices of strategic plan development in the
NGOs sector i.e. the process of defining the mission, vision,

values, objectives and programs

b. To assess the implementation mechanism of the Strategic

Planning within these organizations

c. To identify the major challenges of NGOs in the development and

implementation of Strategic Planning

d. To suggest possible points to overcome the challenges
4. Rationale for the study

As the number and roles of NGOs grow from time to time, the need for their
effectiveness and efficiency has also become significant to challenge the
environment they are facing. These days, similar to other organizations,

NGOs are operating in a competitive world where resource is becoming



scarce more than what it had been in the past. The global financial crisis
and high level of inflation has become a threat for those countries which at
one time were main sources of aid for financing humanitarian as well as
development projects of developing countries. These days, poverty is no
more third world phenomenon; it has become a global agenda which
challenges the developed nations too. In such condition, the situation for
NGOs has become more challenging than what it had been earlier.
Therefore, NGOs have to be capable enough to proactively assess and
respond to the environment so that they can keep on in the business by
enhancing their relevance. This situation needs critical thinking and a

flexible system which calls up on strategic management and leadership.

Strategic planning exercise is one of the tools which are widely used by
many organizations to facilitate the revision or formulation of organizational
mission, vision, values, objectives, goals, engagements, etc. The
researcher believes that, similar to business organizations, NGOs are
utilizing Strategic Planning as a tool for framing their operation, clarifying
what they are trying to achieve and the approach they intends to use for

achieving the intended objectives by critically assessing the environment.

6. Scope of the study

The scope of this paper is limited to assessing the process of strategic plan

formulation, implementation, control and challenges of selected NGOs both

10



national and international working in Ethiopia. It will focus on NGOs that
have been in the business for more than five years so that they have
passed enough time to implement at least one period of their strategic plan
time. In addition, NGOs operating in both rural and urban context will be
considered and as most NGOs are focusing on service delivery the majority
of them will be included in the study. Moreover, the paper will contain
theoretical and practical importance of strategic planning process. Based
on the study, the researcher will summarize findings, conclude and
recommend important points which can improve strategic planning process

of NGOs.

7. Significance of the Study

This study is believed to contribute:

To find out the practices of strategic planning exercises within the

NGO sector

e To Identify the challenges of NGOs in the formulation and
implementation of strategic planning

e Make inputs for capacity building organizations, like CCRDA, and
other donor organizations in their support for NGOs in the
development and implementation of SPM.

e To provide inputs for individuals who are interested in the subject

matter to undertake similar studies.

11



8. Limitation of the study

In conducting this research, time is the first constraint the researcher will
encounter in undertaking the study. The absence of research output on
the issues and material as well as financial constraints are the limiting

factors of the study.

A lot will depend on how the selected organization management and
employee react to the study and appreciate the work undertaken. It will be
limited by responses which will be given and efforts made to assist the

researcher to complete the work in the given time effectively and efficiently.

The study is an assessment on selected non-governmental organizations’
practices and challenges in the formulation and implementation of strategic
plan. Thus, the finding of this study cannot be taken as a generalization to

all NGOs practices.

However, the recommendations which are based on the findings can be
used as a source of information for other similar projects in analyzing the

practices of NGOs strategic operation.

9. Research Methodology

The research utilizes descriptive techniques in analyzing the issues and

research questions that have been raised in this study. The data for the

12



analysis of the findings will be generated from both primary and secondary

data sources.

Primary data will be collected through interview, observation and or
questionnaire to supplement the secondary data for the analysis of the
qualitative part of the study. NGO leaders and managers as well as staff
will be key informants who are expected to be very instrumental in
enlightening the researcher with the practice and challenges of formulating
and implementation of strategic plan in their respective organizations. In
addition, different stakeholders’ opinions will be gathered through
questionnaires on their participation and contribution to the strategic plan
formulation process. The primary information sources will be chosen on

purposive sampling method.

The secondary data will be gathered from desk reviews of the present or
past strategic planning documents, books, various write ups that treatise

strategic planning, internet and other relevant sources.

10. Sample size and sample composition

Since the focus of the study is mainly on the practices of strategic planning
process in non-governmental organizations, the research have selected
twenty eight organizations (ref. to attachment II) that engaged on diverse

development activities in urban as well as rural areas of Ethiopia for

13



gathering information. These organizations are composed of four
categories. The first group is twenty organizations representing the
national NGOs i.e. NGOs established by Ethiopian cistzens to serve

vulnerable communities in the country. The second group represents the

international NGOs i.e. foreign NGOs working in Ethiopia as a field office

keeping their head quarter at country of origin and under this category five

organizations are selected. As a pioneer in humanitarian activities in the
country, five faith based organizations will be taken as a separate group
as the third category. The last group will be national umbrella
organizations of CSOs. In addition to these groups, the researcher will
consult different experts who are actively involving in mentoring and

consulting SP processes of different organizations.

11. Data Analysis Method

The collected data will be subject to edition, classifying, coding and
encoding into a computer. The appropriate analysis will be generated in
tabular and/or graphic forms. Following the analysis and interpretation,

conclusion will be drawn and recommendations forwarded.
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12. Tentative Schedule of the study

No. Major Activities Timelines Remark
1 Literature review March 2013

2 Primary data collection April - 2013

3 Data organization and analysis | April - May,2013

4 Outlining the report May - June 2013

5 Producing draft of the report June 2013

6 Submission for comment July 2013

7 Incorporation of feedback July 2013

8 Final Submission August 2013

13. Organization of the study

As indicated above on the scope of the study, the paper will be organized
systematically making the facts clear in the most comprehensive manner.
The entire project will have five chapters:

e Chapter one will incorporate an introduction consisting of the
background, statement of the problem, objective, scope, expected
contribution and limitation of the study.

e Chapter two will contain an extensive but selected review of related

literature on the subject.
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Chapter three will explain the methodology used in conducting the
study which incorporates the type of and source of data and the
method of data analysis used in the study.

Chapter four will contain the finding or results, discussions and
analysis of the study.

Chapter five will consist of conclusion and possible recommendations

based on the findings.
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