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OPSOMMING

Sleutelterminologie Beheer, bestuur, beherende liggade-WinsgewendeOrganisasie

transisieen maatskaplike werker

Kundige bestuur i s N hedendaagse begrip wat
organisasies net funksioneer en ander uitstekend presteer. Die eis@ Wastaarders van
besighede en iB-Winsgewende @anisasies (NWOs) se bestuursmilieu gestel wiwd,

uiters hoog en vereis vaardigheid, kennis en ondervinding. Die bestuur van NWOs behoort
goed ingelig te wees ten opsigte van die bestuursvaardighede waaroor hul eweknieé in die
sakesektor beskik. Opleiding in maatskaplike werk in -Bditka is goed otwikkel en het

in die afgelope 20 jaar in verskeie spesialisvelde binne die vakgebied ontvou.
Maatskaplikeweridienslewering fasiliteer die groei en ontwikkeling van maatskaplike
werkers, watlaartoeaanleidinggeedatthl | e i n so NJ mate vorder da
in bestuursposisies bevind. NJ Wyer kenni sb
die oorgang van maatskaplike werker na bestuurder te kan maak en sodoende doeltreffend as
bestuurder te kan funksieer. Bestuursopleiding deur maatskaplikewerk
opleidingsinstansies in SuMfrika bied nie tans spesifieke bestuursopleiding in die NWO
konteks aan nie. Ondersoek is deur hierdie

bogenoemde aan te spreek.

Hoofstuk 1 fokus op die formulering van die navorsingsonderwerp en gee die sentrale
strategiese agument en doel met doelwlteofstuk 2 beskryf die navorsingsmetodologie

wat gebruik is in die studie.



Hoofstuk 3ver vat NJ |l iteratuurstudie wat handel 0 C
SuidAf ri ka. Daar word gefokus op die bestuurs
sosiale, politieke en ekonomiese faktore wat die funksionering van NWOs beinvloed,
bestuusmodelle enteorieé, leierskap en die oorgang van maatskaplike werker na-NWO
maatskaplikewerkbestuurder. Hierdie inligting bied die agtergrond waarteen die
funksionering van NWe&bestuurders in Mpumalanga, Gauteng, Vrystaat en NKasp

gekontekstualised@an word.

In Hoofstuk 4 word die data wat vanuit disituasie analisenet die NWQbestuurders in
Mpumal anga terugontvang i s, verwerk en ger a
van die NWOs in Mpumalanga asook die bestuursrolspelefg@sessevat geimplementeer

is. Daarna word die profiel van NWkestuurders in Mpumalanga voorgehou met spesifieke

fokus op bestuurskennis eivaardighede van NWd®estuurders in Mpumalanga. Die
opleidingsbehoeftes van NWhRestuurders word opgesom en geprioritise®ie
beskikbaarheid van bestuursopleidimggrammesin SuidAfrikaanse maatskaplikewerk

opleidingsinstansies word daarna weergegee.

Hoofstuk 5gee NJ oor si g van di eAfrikaanse NN\VOB daruit datat u a s i
wat verkry is uit fokusgroepbpsekings met maatskaplike werkers wat as NW&3tuurders

in Gauteng, Vrystaat en die Noekaap werk. Klem word gelé op die fokusgroeplede se
persoonlike ervarings van hul oorgang van maatskaplike werker na-b&sQurder binne

die huidige funksionering veNWOs. Die spesifieke bestuursprosesse en rolspelers in NWOs
betrokke by die fasilitering van die oorgang, soos deur NWg€uurders geidentifiseer,

word uitgelig.
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In hoofstuk 6wor d o6n model Vir die fasilitering

voorgestel en met die geidentifiseerde opleidingsbehoeftes geintegreer.

Hoofstuk 7 bestaan uit die gevolgtrekkings en samevattings wat gemaak is uit die studie. Ten
slotte word aanbevelings rakende die fasilitering van die oorgangsproses van maatskaplik

werkers na bestuurders van NWOs gemaak.
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SUMMARY

Key terms: Governance, managemeggverning boardNon-Profit Organisation; transition

andsocial worker

Expert management is a presdaly concept which is viewed as the reason why some
organisationsnerely function while others excel. The demandsmanagers of businesses

and NonProfit Organizations (NPOs) in the current management milieu are very high and
require knowledge, skills and experience. The management structure of NPOs should be well
informed of the management skills possessed by their counterparts in the business sector.
Social work training in South Africa has come a long way and has, in the past 20 years,
developed into various specialities within the field. Social work service delfaeijtates

the growth and development of social workers to the extent that their rapid progress places
them in the spotlight for managerial positions. A broader knowledge base regarding the
dynamics of management is required for a smooth transition $oamal worker to efficient
manager. Social work training institutions that offer management training in South Africa do

not currently provide this training with particular reference to the NPO context.

Chapter 1 focuses on the formulation of the resdatopic and the research design that was
implemented in this study. The central strategic argumesw®ll as the goals and objectives
of the study are presented to the readdrapter 2 describes the research methodology

utilised in this study.

Chapter 3 is composed of a literature study regarding the current functioning of NPOs in
South Africa. The focus is on management and governance processes and role players within

NPOs, the social, political and economic factors influencing the functioning @sNP
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management models and theories, leadership, and the transition from social worker to social
work manager. This information provides a background against which the functioning of

NPOs in Mpumalanga, Gauteng, Free State and the Northern Cape can kieialised.

In Chapter 4 the data received from thsituational analysisvith NPO managers in
Mpumalanga is processed and reported. An overview is presented regarding NPOs in
Mpumalanga, including the management processes anglegylers. Thereafter a giile of

NPO managers in Mpumalanga is presented with specific focus on the management
knowledge and skills of these officials. The training needs of NPO managers are is@thmar
and prioritised. Lastlythe availability of management trainipgogrammesn social work

training institutions in South Africa is presented.

Chapter 5 describes the current situation within South African NPOs as per data received
from focus group discussions with social workers functioning as managers of NPOs in
Gauteng, FreeState and Northern Cape provinces. Emphasis is placed on the personal
experiences participants underwent during their transition from social worker to NPO
manager. The specific management processes and role players indicated by participants as

involved infacilitating the transition from social worker to NP@nageare emphasised.

In Chapter 6 a model is presented to potentially facilitate the process of transition for

managers. Specific training needs are also incorporated into this model.

Chapter 7 consists of the conclusions and summary of this study. Recommendations are

finally made regarding the facilitation of the transition from social worker to NPO manager.
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CHAPTER 1
INTRODUCTION, PROBLEM FORMULATION AND OBJECTIVES

1. BACKGROUND TO THE STUDY

When the researcher was appointed as director of aprudit organisation (NPO) in
Mpumalanga after a number of years in generic social workipeagarious challenges were
posed in terms of managing an NPO. During this time, the researcher came to the realization
that she was not properly prepared for taking on this new venture and started to consult with
colleagues in the Mpumalanga Welfarerdtn. It became evident that other social workers
experienced similar realizations. This resulted insituational analysislaunched in
Mpumalanga with the purpose of doing a skills audit and needs assessment among social
workers managing NPOs. The studsas later broadened to include the provinces of
Gauteng, the Free State and the Northern Cape. Against this background the study strived to
explore the realities, challenges, opportunities and weaknesses associated with an NPO
manager; the aim would be suggest a model that could facilitate the transition from generic

social worker to social work manager of an NPO.

This chapter serves as introduction to the study by focusing on the problem statement; the
research questions; the goal and objectivehefstudy; the definition of relevant terms; a
short overview of the research methodology, and a short description of the specific chapters

of the research report.

2. PROBLEM STATEMENT
NPOs in South Africa are civil society organisations delivering, antatbgsrs, community
based social services to people in South Africa orotafor profit bass - Department of

Social Developmen(DSD, 2009:5).
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South Africa, as a developing country, is experiencing a growth in the number of new NPOs
established in antate mpt t o deal w i -ecbnontichdevelapmantnand thed s s C
effect of the HIV and AIDS pandemic (Patel, 2005:11@®). According to the Department

of Social DevelopmentOSD, 2010:3), a total of 1809 new NPOs were registered with the

NPO Directoate during 2002010, leaving the NPO sector with an annual growth of about

15%. The Department of Social Development serves as the custodian of tierdfion
Organisationg(71/1997) and ish é mandated to encourage NPOs
standards o over nance, t ranspar elhecDgparanant isuedctltieo u nt at
Code of Good PracticeCGP) in 2001(DSD, 2009:7)to assist noprofit organisations to

maintain such standards. In spite of the CGP, managing an NPO in a corgdtanting

sociey remains a challenge for both the state and the NPO sector.

The managers of NPOs interact with the changing landscape in communities in South Africa
on a daily bas. According to Devenish (209, the NPO sector has experienced dynamic
change and del@pment since the first democratic electiond@94.Against the background

of democratic transformation in South Africa, a number of BRAas had to redefine its role

as activist to that of role player in development and working in collaboration with
government services (DevenisB0091). The researcher is of the opinion that it was a
challenge to NPOs to start providing services to all populations in the country, particularly in

rural areas with limited infrastructure and restricted resources.

Devenish (20091) and Rapoo (2010:1) confirm that NPOs have become an integral part of
t he ¢ oun tmaking end geovicdelivgry landscape and are faced with challenges
like the loss of qualified, experienced staff to the government sector, a lackdoiguand

poor staff salaries.
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Cooperation between the NPO and government sectors is of the utmost importance. Rapoo
(2010:3) for instance points out that government cannot possibly meet all the needs of the
poor, and therefore needs civil society (\p@ assist in this process. Patel (1998:113)

further elaborates that there is no doubt that the NPO sector is an extremely significant
resource in providing social and economic development in South Africa, but points out that
fi eENGOs are under thredor a variety of reasons such as the funding crisis; loss of staff to
government and industry; lack of an enabling environment for NGOs, including difficulties in
accessing services provided by government. Other problems are related to the efficient

funcioning of NGOs themselues

With reference to the efficient functioning within NPOs, Coulshed and Mullender (28D6:7
point out that NPO management needs to be flexible in terms of adapting to change in
organisational structures, leaving a lot of scbpethe creativity and people skills in which
social work has always excelled. It is clear that the social work manager in an NPO is faced

with unique challenges and opportunities which require specific knowledge and skills.

The social work professioils based on clear guidelines in terms of the required knowledge,
skills and attitudes in delivering comprehensive social work services. With reference to
management, social workers are generally well prepared for practice management and social
work adminigration during graduate trainingdowever, the social worker managing an NPO
needs specific skills, knowledge and competencies to be able to expand the work focus to

managing social work service delivery, funding and finances.
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In line with the guidane provided, NPO management should ideally be structured according
to the Codes of Good Practi@@SD, 2009: 7)and executed within the applicable legislation,
often in close cooperation with volunteers and with shared management responsibilities
within therealm of board governance. Weinbach (2003:11) emphasizes that all of these often
happen in a work environment characterized by limited resources and both internal and
external pressures such as paying the bills and showing compassion for clientsfaridistaf

clear that becoming an NPO manager holds a number of challenges for the social worker.

One of the challenges faced by social work managers of NPOs internationally is making the
transition from generic social worker to NPO manager, often withpatific training or
orientation in this regard, as explored by Coulshed and Mullender (2006:13) and Lawler and
Hearn (1997:198.96). The need to understand the transition of social workers into managers

was explored by Lawler and Hearn (1997:195), wiatestthafi ét her e s very |
about who exactly social work managers are, what kind of people occupies these jobs or how
their background relates to their present responsibilities The transition pr
described by Coulshed and Nerder (2006:13), but no focused research on the transition
process could be located. It has been the experience of the researcher, as social work manager
of an NPO, that there are various training opportunities available with regard to management
skills, but very limited content regarding the application of managnt within the NPO

context. Coulshed and Mullender (2006:14) identified an overlap of skills when a social
worker becomes a manager, as particular skills from practice methodsoaietsof socid

work can be transferred to management. This confirms that a social worker could be a
successful NPO manager, but needs assistance in toning the skills transferred from generic

social work into the NPO managerial context.
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Well-integrated management kmledge and skills will directly influence service delivery

and sstainable development of NPOdMenefee and Thompson (1994:22) emphasise that

Afié the need to develop a body of knowledge r
of analysis is criticako both practice and social work education. Without such knowledge

base, social work management will remain more of an impressionistic art form than an

applied sciencé.

Upgrading the basic social work managerial skills of social workers promoted &gemaent
positions is <critical to the success of t h
Mullender (2006:19) are of the opinion that the specific tasks of management and broader
perspective that is required for social work management are notopart ever yonea
equipment. According to Menefee and Thompson (1994:1), the social work manager is
described asii é a generalist performing a wide r
interpersonal skillé . Focused managerial skills and the structured procesmmditioning

from social worker to manager are in many instances a dire need during the developmental
process of social workers. This is confirmed by Coulshed and Mullender (2006:17) in the
foll owi ng Itsouldfaidyrbe pointed odit that beirey manager consists of more

than undertaking managerially dictated duties; there are specific tasks involved, not least

enabling others to get work done and carrying forward the overall aims of the organdzation

The researcher would have to agree with &ea and Thompson (1994:22) tliiat . . over t h
last decade, substantive changes have taken place in the competencies and skills performed

by social work manageos. This is confirmed by Coul shed
they state thafi é t y p i c aphthweays feadamany social workers out of direct practice

and 6in at the deep endd ofb.supervising othe
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A broader knowledge base is needed to be effective as a manager of af hd#?©needs to

be some kind of orientation processagsist social workers to make the transition to become
manager of an NPO. The inclusion of aspects like changes, growth opportunities, and the
expectations of the social worker, the NPO sector and current South African legislation into
this orientationprogrammesshould be explored. When moving into the role of NPO
manager, the social worker has to focus on governance and strategic management,
communication and information sharing in the organisation, managing external relationships
as well as the finanse material resources and the workload of the organisation, without

losing the staff doing the work in the process (Adirondack, 2006:3).

The reality is that social work in NPO management faces challenges requiring that social
work management becomes a&sialized field of service. Menefee and Thompson (1994:1)
mention thath é var i ous schools have argued that ma
require distinctively different skills and competencies than ethies private forprofit

setting®. According toLewis, Packard and Lewis (2007:xi)é ef f ecti ve manag
what makes it possible for organizations to transform their broad, humane vision into-day

day r eRrdm litenatare and practice experience it is clear that social workers are not
necesarily trained during their basic graduate years to cope with specialized management
tasks and responsibilities that come with being the manager of an NPO. Still it is expected of
these organisations and their management and leadership, to deliver spraiitgs despite

the lack of focused research and training available within the South African context that

focuses on integrating management of an NPO with social work.
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A recent study by th®SD on the development of good governance practices witlan th
South African NPO sectorDSD, 20097) could be seen as a valuable starting point in
revising and developing the management of NPOs in South Africa. One of the conclusions
from this study was that South Africa will have to follow the global move towards
professionalising the NPO sector. To achieve this, the above mentioned DSD study
suggested that accredited training in good governance should be introduced; that the
leadership capacity of NPOs should be built through proper needs assessments and skills
audits; that the capacity of provincial officials in the NPO sector should be built, and that
monitoring praedures should be improved (DSR009:1720). Various aspects of these
recommendations are reflected in the proposed model to facilitate theidrafreim social

worker to NPO manager in Chapter 6 of this study.

One of the options that could contribute towards some of the aforementioned
recommendations is a specific orientatiprogrammesfor newly appointed social work
managers in NPOs. A clearientation process is required to ensure that managers are able
to integrate into the organisational culture, and have the capacity to effectively manage an
NPO. Lussier (2003:246) indicates that employees tend to stay on the job longer and have
improvedat t i t udes and performances when they go
opinion that this can be applied to the appointment of new social work managers in NPOs,
even if the person is promoted from a subordinate position to manager in the NO.
orientation of newlappointed managers may contribute towards a positive attitude,
improved performance, and reduced turnov@wanepoel, Erasmud Schenk (2008:298)

are of the opinion that it is essential for nevajypointed staff members to loeientated

towards the organisation, fellow employees, and their particular job description.
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Such orientation allows them to settle down in becoming a productive part of the
organisation. This, however, gives rise to the questions of what should béeohch an
orientationprogrammesdacilitating the transition from social worker to manager of an NPO,
and how such an orientatipnogrammeshould be implemented in the NPO sector.

In response to the aforementioned research problem, this study attetopa@swer the

following research questions:

1 What do NPO governance and management entail for a social worker making the
transition from generic social worker to NPO manager in South Africa?

1 What are the profiles of NPOs and social work NPO managers ummidlanga with
regard to management knowledge and skills in relation to current available training for
social work NPO managers in SA?

1 What does the process of transition entail for social workers to become social work NPO
managers in Gauteng, the Free &ttd Northern Cape?

1 What should be included in an orientation model that could assist social workers to make

the transition to NPO managers?

3. RESEARCH GOALS AND OBJECTIVES
The goal of this study was to explore and describe the transibondocial woker to NPO

manager in order tdevelop an orientation model facilitate this transition.

The specific objectives towards achieving this aim included:

1 Objective 1:To conduct a literature study to contextualize social work management and
NPO governancwith reference to the transition from social worker to NPO manager.
1 Objective 2: To conduct an assessment of training needs amdR@stmanagers in

Mpumalanga
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1 Objective 3: To conduct an assessment of NPO manageragmhbg currently available
from socialwork training institutions in South Africa.

1 Objective 4:To explore the transition from social worker to social work manager within
the NPO context in Gauteng, Free State and Northern Cape provinces in South Africa.

1 Objective 5:To develop an orientatiomodel that could assist social workers to make the

transition to NPO managers.

4, CENTRAL THEORETICAL ARGUMENT
The transition of social workers to NPO managers should be sufficiently supported by proper

orientation and training in terms of NFSpecific maagement and governance.

5. DESCRIPTION OF CONCEPTS

The following definitions of key concepts guided this study:

1 Governance

Aéconcerns such issues as the organtanmti ons
performance; the conversion and expamsiof institutional assets; the process used to

identify, discuss and decide matters of strategic or symbolic signifiiandeCa may, 2005
According toDSD (2009:42), governance entails a group of people (likgtverning board

of an NPO) that overss the organisation; making sure it fulfils its mission, lives up to its

values, and, ultimately, that it is able to sustain itself in the long run. This is achieved by
setting up a variety of systems to control and monitor the activities of the organesad by

providing an enabling environment through clear, executive decision making.

THE TRANSITION FROM SOCIAL WORKER TO NPO MANAGER: ACHALLENGE TO GROW- Benita Nel.
Chapterl: Introduction, problem formulation and objectives



10

For purposes of this study, governance is therefore defined as a process of monitoring and
gui dance that focuses on the managoeenk nt of
mission and vision, and the use and development of various assets of the NPO with the aim to
identify and decide on the strategic footprint of the NPO to reach the goals and objectives of

the NPO.

1 Governing board

A éis responsible for ensuring gdointernal governance within an NPO. It sets policy
direction and is the final decision maker in an organization. The board is the legal link
between the organization and soceety ( Camay, 2005: 1), and

fiThe groups of NPOs constituency representatives wielected or invited to voluntary
serve as the constituted leadership of an NPO.gbverning boarctan be giverhe title of,
amongst others: boardjoverning board Trustees, Council or Steering CommifteB$D,

2001:9)

In conclusion, the governingoard is a group of individuals elected from the community
served by the NPO, who voluntarily avail themselves to cooperate with the appointed NPO

manager in the strategic management of the NPO.

1 Model
De Vos and Strydom (2011:36) states thdit.a s gotenca model is one that consists
mainly of words, a description of a social phenomenon, abstracting the main features of the

phenomenon without an attempt to explain it or predict anything from the desaription
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Bless HighsonSmithandKagee(2006:5) mean thatinamoddl,. . . cert ai n prope
object have been singled out, represented in their pure, simplified form and studied in the
absence of the actual objéct K¢hne (2005:2) describes a p
a model and #n focusing on the pragmatic use of the model where the model is about
information on something (content and meaning), created by someone (sender), for

somebody (receiver) for some purpose (usage context).

In this study the social phenomenon or objecsadial work management in NPOs, will be
described by the researcher, according to its main featufesussing on the transition
process from social worker to NPO manager, to present a model of this transition process to
social work managers and NPOs wititle aim of positively influencing this transition process

in future.

1 Non-Profit Organisation (NPO)

fiThis is a collection of people who come together for common purpose, and agree to
formalize aprogrammesto fulfil this purpose. They conduct their adies towards this

pur pose, and should there be excess i ncome

available to the benefit of the purpas®$D, 2001:9.

Camay and Gordon (1997:1) define NPOsfiaé N ePnofit, privately run organizations

which operate independently of governrment. | n many <cases, NPO act
volunteer efforts and they depend on voluntary contributions in terms of labour and materials

as well as financial assistance. NPOs usually include a wide range of gsoaputifferent

sizes, working in a variety of service fields.
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1 Orientation

Orientationish € t he process of introducing new emp
jobs. It is learning the ropes and rules of the game( Lussi er , 2003: 246) .
Swanepoelet d. (2008:289) an orientatioprogrammesis a formal attempt aimed at

changing a potential threat into an opportunity for better human resource utilisation.

It implies that the orientation process is aimed at influencing the new social worlargae r 6 s
performance by empowering the newly appointed person with information regarding the

NPO.

1 Social work management

fi écan be defined rather simply as the process of (1) making a plan to achieve some end, (2)
organizing the people and resources neetleccarry out the plan, (3) encouraging the
helping workers who will be asked to perform the component tasks, (4) evaluating the results,

and then (5) revising plans based on this evaluatibe{vis et al, 2007:3).

Management furthefi € c o n c e r n s tern hdispossidm cofprogrammes products,
services, and deployment of human, financial and physical resources. The management issues
are the responsibility primarily of the executive director and the staff. The executive director
and staff are however, esuntable to the board for all actionstaken ( Camay, 2005: 1.
and

A écertain functions performed by social workers at all administrative levels within human
service organizations which are designed to facilitate the accomplishment of organizational

goasb ( Wei nbach, 2003:5).
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For purposes of this study, social work management refers to the process where a social
worker, in collaboration with other individuals, teams, gmverning boardtakes on the
responsibility of ensuring that the vision and missminthe NPO are served, that the
organisational goals are accomplished, and that the available resources are utilized in the best

interest of the community it serves.

I Transition

A...change, alteration, conver sitonmg pointdevel o
up h e a v(a@hesawus.com2010. Within the context of a social worker transitioning

towards becoming an NPO manager, it could be viewed as the process of moving towards or
developing into a new role. Harmse (1999:91) refers to transiiaiange that is somewhat
threatening, occurs over a period of time, and requires abandoning the present ways of

operating and introducing new ways.

The term transition therefore refers to a process of change where there is a definite move

from one rolego another through a specific process over a period of time.

6. METHOD OF INVESTIGATION
To achieve the objectives of this study, a combination of qualitative and quantitative methods

were used for data gathering.

6.1  Analysis of literature
ltisthereear cher s opinion that research does nol
study was conducted, aimed at contributing towards a better understanding of the nature and

meaning of the problem that is being researcked¢heandDe Vos, 2011:89).
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Through the process of studying alreaysting information on social work management

and NPO functioning, a substantially better insight was gained into the dimensions and
complexity of combining NPOs, social work, and management. The following neameth

were explored through the study of applicable text books, journals, and completed research
projects:

1 Relevant legislation and the governance of NPOs

1 Social service functioning, funding, and the diverse needs of people in South Africa

1 Knowledge and sks needed in NPO management

1 The value of proper orientation of newly appointed staff, including managers.

To ensure a focused investigation of data, EBSCO Host, Academic Search Premier, ERIC,
PsychINFO, Social Sciences Index and SA Media were utilizatiohal and international
literature in the form of books, scientific journals, theses and research encompassing the
broader concept of NPO management (consisting of various service fields) were consulted,
and sources focussing on social work as servaedd fn NPOs and the management thereof

were subsequently incorporated to further clarify the research topic.

6.2  Empirical investigation

To achieve the aims of this study, the research was condércleda mixedmethods
approach leuman 2006:13,151). This study involved a survey and focus groups, applying
both the descriptive and exploratory research designs (AtstdiBowles, 2003:333; De
Vaus, 2001:2) with the purpose of describing, exploring, familiarising with and
investigating the transitiolf social workers towards becoming NPO managers in South

Africa (Babbie, 2004:8-B8).
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The empirical investigation for this study was divided into four phases. The aim of the first
phase of this study was to do a literature study to contextualize tHeofiesocial work
management in relation to NPOs, with reference to the transition from social worker to NPO
manager. This was followed by a second phase which includetliaional analysis
consisting of a managemestdtraining needs assessment ofial work managers in NPOs

in Mpumalanga, as well as the exploration of social work management training available in
South African tertiary institutions. The aim of thikuational analysisvas to determine the

relevance and feasibility of this study.

Thirdly, the study attempted to explore how social workers from the Gauteng, Free State and
Northern Cape provinces in South Africa experienced their transitions from generic social
workers to NPO managers. These provinces were selected purposivebyetsene social
workers with different levels of access to training facilities, as Gauteng has access to four
South African tertiary intuitions in the province, Free State has access to one South African
tertiary intuition in the province and Northern Cdpes no access to South African tertiary

intuitions in the province.

In the fourth phase, an orientation model was proposed to support the transition of a social

worker entering the position of NPO manager.

6.2.1 Research Design
Following the aim and obftives of this study, a combination of the descriptive and
exploratory research designs was followed to structure this study (AlstbBowles, 2003:

34-35; De Vaus, 2001:B).
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These designs allowed a description of NPO management in the South Afntaxt and an
exploration of how social workers experienced the transition from generic social worker to

NPO manager.

6.2.2 Participants

The study was conducted with three groups of participants. Firstly, the managers of NPOs in
Mpumalanga were involvetb collect data for theituational analysis Secondly, as part of

the situational analysijsthe social work training institutions in South Africa were invited to
participate in a survey on available social work management training opportunities and,
thirdly, social workers managing NPOs in Gauteng, Free State and Northern Cape were
included to complete an email questionnaire as well as participate in focus group discussions.
Participants from all the above mentioned groups were selected by meawailalbility
sampling Strydom 2011b:232; Bless and Higso#®mith 2006:10bfrom the database of the

South African Council for Social Service Professions (SACSSP).

6.2.3 Data collection instruments

Quantitative data was collected by means of a survey ¢mgsisf three sefadministered

email questionnairesAfldenduns 4, 6 and 8). These questionnaires were developed in
collaboration with the Statistical Consultation Services of the Naidist University,
Potchefstroom Campus. Delport and Roestenburg (28&):are of the opinion that a
guestionnaire is used to obtain facts and opinions concerning a phenomenon from people who

are informed on the particular issue.
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The questionnaires were further refined through a study of the literature on social work and
management and the consultation with experts in the field of NPO management to cover the
following aspects:

1 Biographic information

1 Overview of NPOs

1 Governance processes

1 The responsibilities, functions and knowledge of an NPO manager

1 Overviewof NPOmaager s6 qualifications and skill
1 Orientation and training needs.

Measuring instruments (Addendumadhd 6) were utilised during thesituational analysis

which allowed the researcher to orientate herself to the research topic and the feasibility of
the study The qualitative data was collected by means of focus gndeviews (Addendum

9, 10, 1112 and 13 with social workers managing NPOs in the Gauteng, Northern Cape and

Free State provinces of South Africa.

6.2.4 Ethical aspects

Permission fortie implementation of this study was obtained from the Ethical Committee of
the NorthWest University, Potchefstroom Campus and ethical approval number-NWU
0005307-S1 Addendum ) was allocated to this study. The principle of written, informed
consent (Bynard and Hanekom, 2006:86Monette et al, 2002:55) was applied. The
respondents participated on a voluntary basis in both the survey and the focus groups
(Babbie, 2004:28). There was no harm to participants as confidentiality was maintained
throughout e study and no information provided by any participant that could be linked
back to that specific person was diised (Babbie, 2004:29; Monetet al, 2002:60;
Strydom, 201&:115121).
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After data was received, it was handed to the Statistical Consnlt&érvices of the North

West University, Potchefstroom Campus, where data was collated and the researcher assisted
with analysis and interpretation. Data was not changed or altered (Bamakknekom,
2006:85; Monette et al, 2002:65) and the raw dataas filed and will be stored by the

researcher for 5 years.

6.2.5 Data analysis

Data collected from the survey as well as the focus groups were interpreted and presented in
applicable format in this study. All quantitative data from the survey wassathlyy the
Statistical Consultation Services of the Newlest University (Potchefstroom Campus)
using the SAS system (SAS Institute, 2005). Qualitative data was analysed and coded to

form descriptions and broad t hle20@237239).01 | owi n

7. RESEARCH LIMITATIONS

The following research limitations were identified after completing the study:

1 Using thesame questionnaire for social work and nossocial work managersin the
situational analysislid not indicate a variance in &ills or knowledge levelsbetween
the two types of NPO managers. Most of the-soaial work managers preferred not to
participate as it was perceived as a social work study; they indicated that they did not feel
equipped to complete some of the sectionhe questionnaire, since they were not social
workers. The researcher should have indicated clearly when questions were only relevant
to social workers and could be left open by +sogial work managers. This would have
allowed the researcher to betteclude norsocial workers in the study. Unfortunately,

the data was influenced by the reluctance ofsarial work managers to participate.
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1 Usingquestionnaires as measuring instrument was frustrating and slowas feedback
was very limited and severallfow-ups were made to receive back completed
guestionnaires.

1 Theextremely low responsdrom social workers in Gauteng, Free State and Northern
Capeon the emailed selfadministered questionnaire (Addendum 8) could not be
foreseen, or controlled by thesearcher. Limited data from this survey was included in
the final report.

91 Data obtained from this study is very specific to social work tertiary training
institutions. The inclusion of information from business management training bodies
would have providd a more holistic overview of management training available for
social workers. This information could indicate where training partnerships /
collaboration could facilitate the transition from social worker to NPO manager.

1 Response by the social work terary institutions to complete and return the email
guestionnaire (Addendum @)as poor. An additional study of the websites of institutions
whose questionnaires were not received back was conducted in order to access more
information on available trainingput proved to be a challenge as there is no uniformity or
standard on information available on websites, and data was open to the interpretation of
the researcher.

1 Volunteerism was not an element of the study, but plays an integral role in various
NPOs. It is recommended that the role of volunteers should also form part of NPO
manager 6s training, as the governing board
community, and volunteerism in the South African Labour legislation could also

influence manageent.
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1 Therole of the governing board was a theme that came up repeatedly terms of the
transition from social worker to NPO manager. This group masincluded in the
research, and there was no input from governing board members about the proposed

transition model.

8. FORMAT OF THE RESEARCH REPORT

This research report is the final feedback based on research conducted in this study (Babbie
2004:485). The goal of this study was to explore and describe information regarding the
transition from social wdker to NPO manager. An attempt was then made to assist the

development of an orientation model that would facilitate this transition.

The report consists of seven chapters to cover the following content:

1 The orientation towards this study is presentedCimapter 1 with focus on the
overarching aims, methods of investigation, literature analysis and empirical
investigation. The chapter concludes with limitations experienced during the study.

1 Chapter 2 provides information with regards to the research oddlogy that was
followed during this study. The research design and procedures which guided the study
are highlighted.

1 In Chapter 3 the focus is on identifying and outlining management, governance and
challenges of NPOs in South Africa. This chaptersiia mainly of a comprehensive
literature study and the contextualization of social work management.

1 Chapter 4 reports on thesituational analysisvhich explored the management profile of
NPOs in Mpumalanga and the availability of social work managetnaning within

social work training institutions in South Africa.
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1 Chapter 5 consists of the results from a survey among and focus group discussions with
social workers managing NPOs in Gauteng, the Free State and Northern Cape Province.

1 In Chapter 6 the researcheproposes an orientation and transition model through which
social workers could be assisted toward becoming NPO managers.

1 Chapter 7 completes this study and consists of a summary, conclusions and

recommendations.
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CHAPTER 2
RESEARCH METHODOLOGY

1. INTRODUCTION

The purpose of this chapter is to describe the research methodology that was followed in this
study. This study was conducted from a qualitative as well as quantitative approach and was
both explorative and descriptive in natupdston and Bowles2003:35 De Vaus, 2001:B).

Johnson, Onwuegbuzignd Turner (2007:3) referto this combinabn as a mixed method
approacho é an approach to knowledge (theory and
multiple viewpoints, perspectives, positiormd standpoints (always including the
standpoints of qualitative and quantitative reseatch) The overarching air
to exploreand describe information regarding the transition from social worker to NPO
manager Furthermore, an attempt wanade to develop a suggested model to facilitate this

transition.

The study consisted of four phases. The first phase included a literature study where the roles
and tasks expected from a social work manager within the NPO milieu were contextualised.
The second phase explored the feasibility of this study by meansitoiadional analysis
Mpumalanga, as well as a survey on available social work management tpaogngmmes

offered by tertiary institutions in South Africa. Thirdly, a combinationqoélitative and
guantitative methods were used to gather data from social work NPO managers in three
provinces in South Africa (Gauteng, Free State and Northern Cape) to determine their
experiences and needs regarding their transition from social workéi#® managerlin the

fourth phase, the collected data was summarized to develop and design an orientation and
training model to facilitate the transformation of social workers to NPO man&gguse 1

summarizes the process that was followed in thigystu
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FIGURE 1
THE RESEARCH PROCESS FOLLOWED IN THIS STUDY

PHASE 1:Selection and formulation of the research problem

Literature study

7

PHASE 2: Development of research methodology

Exploration of available

Situational analysis social work management
Mpumalanga training offered by tertiary
NPO managers institutions

in South Africa

V4

PHASE 3:Data collection \

:

PHASE 4 Analysis of data, interpretation of results, conclusion, recommendations
and writing the research report

2. THE RESEARCH DESIGN
Selecting an appropriate research design is essential for any study as it provides the map as
well as different pdis to follow during theresearch (Creswell, 2005:281Both the

exploratory and the descriptive research designs were used in this study.
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Blesset al. (2006:47) are of the opinion that the purpose of exploratory research is to gain a
broad understandingf @ situation, phenomenon, community or person. In an attempt to
understand the transition from social worker to social work manager, the researcher had to
explore this theme to understand the seefdsocial workers in tens of orientation and
training. The exploratory research design provided the platform from which to gather
gualitative information regarding the transition from social worker to NPO manager through

facilitating focus group discussions.

Limited information on social work management witran NPO milieu was available in

literature. Information from a business management context was applied for this study to
enable an exploration of how it could be applied to the theme of social work management in

an NPO context. This included the explora@n of the applicable legislation on welfare
organi sations and the NPO background in Sout
and experiences in terms of managing an NPEaucheand De Vos (2011:95) refer to

Neuman who points out that exploratoresearch may be the first stage in a sequence of
studies. In this study the exploration of the milieu in which social workers become NPO
managers was completed as the first sequence of the study, to be followed by the exploration

of the transitional reds of social work managers and the aspects to be included in an

orientation model for NPO managers.

Descriptive research was used in combination with the exploratory design to complement the
process by describing the results of the study as gathesed different sources. The

combined use of the exploratory and descriptive research designs was very useful. The
designs complimented each other, and focused the data collection in terms of exploring and

describing the transition from social worker to NR@nager.
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Foucheand De Vos (2011:96) indicate that descriptive research can have a basic or applied
goal that could be qualitative or quantitative in nature. In this study the descriptive research
design wasapplied in a quantitative wayNeuman(2003:3(Q describes descriptive research

as presenting a picture of the specific details of a situation, social setting, or relationship. The
details as described in this study focus on the setting within an NPO where social workers
become the NPO managers, andvltibe transition from social worker to NPO manager can

be facilitatedThe goals of exploratory and descriptive research are summarised in Table 1.

TABLE 1
COMPARISON BETWEEN THE GOALS OF EXPLORATORY AND DESCRIPTIVE RESEARCH

EXPLORATORY RESEARCH GOALS DESCRIPTIVE RESEARCH GOALS

1 Become familiar with the basic fact § Provide a detailed, highly accurg

settings and concerns about NI picture with regard to the transition fro
management within the social wo social worker to NPO manager
context 1 Locate new data regarding social wg
1 Create a general mental picture of management and contradict / supplem
situation when a social worker past data
appointed as NPO manag 1 Create a set of categories or classify ty,
1 Formulate and focus questions | i understandig what social work
research regarding orientation of sod transition to NPO manager entails
work managers in NPOs 1 Clarify a sequences of steps or stage
1 Generate new ideas, conjectures the research process by: developing
hypotheses with regard to a possi collection tools, identifying possibl
model to facilitate the transformatic respondents to the study, implement
from social worker to NPO manager the study, collating and analysing t

1 Determinethe feasibility of conducting collected data and writing a report on {
research on social work managem findings from the study
within the NPO sector

1 Develop seHadministered ema
questionnaires and a guideline
facilitate focus group discussion f
measuring and locating data regard
social work NPO management

Source: Neuman2003:29)
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Although explanatory and descriptive research differs in many respects, both rely on
particular forms of data collection the case study and trmurvey, as pointedut by

Blesset al.(2006:47).

3. SITUATIONAL ANALYSIS

The situational analysisvas used tcexplore thecontext of theresearch topic and lay a
foundation for thefurther development of thestudy, (Weyers, 2001:69) Through the
situational analysig systematic collection and evaluation ddita, aimed atentification of
internal and external forces that may influenceshe c i a | mamagekenpedodmance
and choice of strategiesand the assessmenbf avenues to influence management
developmentn N P, @éresconductedFor purposes of this study, tlsguational analysis
was conducted through sefiministered questionnaires (Addendum 4) distributed to NPO
managers in the Mpnalanga Province to establiginat the perceived challenges regarding
the process of transformation from social worker to NPO managez This information
would contribute to the understanding of transition and to inform the development of a model

to facilitate the transition from social worker to NPO manager.

Accordingto theWorld Health Organization (2009:11) the following descripgsplains the
conceptsituation analysis: The study of a situation which may require improverhdritis
begins with a definition of the problem and an assessment or measurement oérits ext
severity, causes, and impact upon the commufiitythis case social workers and the

transition to NPO managers)

Jason, Keys, Suardxalcazar, Taylor and Davis (2004:41) define this situation anatgsisi

g 0 a | to determine the specific comnity's holistic phenomena and the impact theveof
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Smart (2003:54) suggests that the results of this situation analysis will contribute to
community mobilisationlt is envisioned that social workers will therefore use results of this

studyto mobilise the transition from social worker to NPO managers in future.

As described in Chapter 4, theuational analysisvas implemented amongst social work and
non social work NPO managers. Information received indicated that the focus should be

social work spcific and applied to the NPO milieu.

4, DATA COLLECTION

A combination of qualitative and quantitative methods of data accumulation was followed
during this study. According to Creswell (200520) a researcher could use quantitative
research methodgjualitative research methods and a mixed method research approach.
This complies witiNeuman(2003:310) who has the opinion that descriptive researchers use
most dategathering techniques (surveys, field research, content analysis, and historical
compaative studies). This study was conducted through a mmxetthod sapproach.
Empirical data was gathered by use of-selininistered email questionnaires as well as focus

group discussions (Creswell, 2005:R&Buman 2006:13,151).

4.1  Literature study and knowledge of experts
A comprehensive literature study was conducted regarding social work, management and

nonprofit organisations (see Chapter 3).

The following experts in both the NPO and management fields were consulted to explore the

need for a trasition process when a social worker is appointed as NPO manager:
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1 Prof Rachel van Biljon (retired lecturer in Social Work with over 25 years involvement in
management training for®3and 4" year level students as well asa s t degreéesocial
work studats at UNISA. She also trained in management at UNISA Management
School)i interviewed telephonically on 12 May 2008;

1 Mrs Sarie Brummer (Acting Director Restorative Services, Mpumalanga Department of
Social Development and manager of all NPO support ahdidies for the province;
qualified social worker in the field since 1984)personal interview on 16 September
2009; and

1 Mrs Joan van Niekerk (qualified social worker with over e ar s 0 easperi er
provincial and national NPO manager, currently stagpplown as Director and CEO of
Childline SA and in the process of succession planning with the aim of retiring)
personal interview on 19 November 2010.

These interviews were transcribed and referred to during the study.

Overviews regardingprogrammespresented at other academic institutions like the Gibbs
University, the Foundation for People Development, and various Business Schools were done
to understand the available training for management candidates in the business sector in order

to apply it to he NPO sector.

4.2  Selfadministered email questionnaires
This research study continued by using methods with clesddd measures (self

administered questionnaires) and ojeled observations (focus group discussions).

Selfadministered email queshnaires, according to Creswell (2005:361), are a form of

electronic questionnaire increasingly used due to accessibility through the internet.
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This datacollection method was selected for this study as the contact information of
members of the chosen mdation was readily available from the database of the South
African Council for Social Service Professions (SACSSP), and access to the internet was
established through respondents having individual email addresses in their profile with the

SACSSP (Addengm 7).

Information regarding the available management training at social work training institutions
was collected via selidministered email questionnaires sent to tertiary institutions registered
with the Associationfor South African Social Work Edation Institutions (ASASWEI) (see
Addendum 5 for a list oASASWEI members, and Addendumf@ the selfadministered

email questionnaire).

The researcher worked from the understanding that the same principles can be used to
construct various forms of quemnaires. The followingprinciples of good question
writing , as specified bjNeuman(2003:268272), and Delport and Roestenburg (2011:192)
were identified and applied to this research process:

1 Awvoid jargon, slang, and abbreviations: sentences shouldribé dnd clear in the
vocabulary and styleinderstandable to responder®cus on management language
familiar to the social work sector, and basic management and NPO terms that are
generally known.

1 Avoid emotional language and prestige bias: questioogldlbe clear and not reflect the
bias of the researcher. Focus on the functions of management throughout the
guestionnaire without involving feelings about this position.

T Avoid asking questions that are beyond th

should not take for granted that the respondent will have knowledge about the subject.
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Do not include technical and very specific management content questions as not all
respondents may have the same background in this field.

1 Avoid false premises, or ldad questions that suggest a certain response: do not assume
all social workers view specific management training in the field as important or needed.

1 Avoid asking about future intentions: focus on the current experience as manager, as the
research is usdd find ways of making recommendations for the future.

1 Avoid overlapping or unbalanced response categories, make it easy to remember and see
that it offer a real range of alternatives: create a scale that makes sense and allows the
respondent to rate thiesponse as it is perceived at the time.

1 Sequence in which the questions are presented should aim to present general, non
threatening questions first and more sévsit personal questions lateGtart with
guestions on general education and experiencalemmove on to views and opinions
regarding social work management.

1 Carefully consider the length of questions, giving preference to shorter questions: do not
confuse / tire respondents with questions that are too long and have too many concepts
regardirg management to integrate at once.

Thetypes of questionaused in this questionnaire were selected to generate specific data that

would contribute to the development of the orientation and training model designed to

facilitate the transition from social wcer to NPO manager.

The following types of questions, as referred to by Delport and Roestenburg (20201)96
were included and used in the construction of this questionnaire:
1 Open questions: allowed the respondent to write any comments regarténgesits and

a final recommendation regarding NPO management as they perceive it in the open space.
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91 Dichotomous questions: these questions had only two responses, yes or no, and were
used to establish if there was any current orientation regarding mamege e
respondent s NPO.

1 Closed questions: allowed the respondent to select one or more of the answers provided
for the question on the various methods used to orientate / train a social worker into NPO
management.

1 Multiple-choice questions: these gtiens offered three or more answer options to the
respondent, wusually including fAnot applical
gualification and period of experience of respondents.

1 Scaled questions: this type of multiple choice questiondreefjthe respondent to mark
a point on a scale in an attempt to quantify-esact and more subjective aspects such as,
in this instance, the ranking of leadership skills.

1 Statements: data of a subjective nature was mainly obtained through these types of
guestions, where a variety of statements regarding NPO management was presented and
responses were scaled.

1 Follow-up questions: more information was obtained regarding management orientation

model in NPOs.

The type of questions included into the reseajuobstionnaires as described above, were
influenced bythe feedback from the questionnaire used instheational analysis Answers

received in thesituational analysisndicated the necessity for mattiype questions to be

scaled down. Openended qudsns were reduced to one only and statements regarding
management were used to determine responden

worker to managder.
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The results of thaeituational analysisire discussed in Chapter 4. Feedback from this study
was incorporated into the designed selinistered questionnaire and a final questionnaire
(Addendum 8) was developed and used for the data collection in Gauteng, Free State and
Northern Cape Provinces. The second method of data collection used wasgfoop

discussions. The process and method used to facilitate focus groups will be highlighted next.

43  Focus group discussions

A focus group is a special qualitative research technique where respondents are informally
interviewed in a group settingNéuman 2003:396). Data collection in this study was
complemented with three focus group discussions: one each in Gauteng, in the Free State,

and in the Northern Cape.

NPOs, with social workers as managers, were identified in each province and a tetal of
participants per province were invited toeetfocus group discussioridddendum 9). The
participants represented various sectors in
was obtained for voice recordings to be made of the sessions, atmifoopinions to be
reflected in reports on the focus groups (Addendum O®ntact information was requested
from each participant in order for feedback to be provided to them at the end of the study
(Addendum 11). The process of the focus groups &gdained and participation was
voluntary and all participants agreed to treat thaxess confidential (Addendum)10

Greeff (2011360) states that focus groups are fundamentally set up to listen to people and
learn from them, thus creating a thigertprocess of communication:

1 The researcher decides wisabuld behead from the respondents;

1 The focus group creates conversation among respondents around these topics;

1 The researcher summarises what was learned from the respondents.
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Krueger and Casey (2024-25) discuss a range of outcomes ideally suited to focus group

discussions. This study resounded with the following:

1 When looking for a range of ideas or feelings that people have about the process of
transition that takes place when a social worlemoimes an NPO manager;

1 When trying to understand differences between groups and categories of people such as
the difference in the skills knowledge and experience of a generic social worker versus
that of an NPO manager;

1 To uncover factors that influencgiaions, behaviours or motivations, such as the factors
that influence the transition from social worker to NPO manager and the opinions,
behaviours and motivations of participants in the focus groups regarding this process;

1 To have new ideas emerge frometgroup that could lead to the development of an
orientation model that will facilitate the transition from social worker to NPO manager;

1 To pilot test ideas, material, plans or policies found in literature on the orientation and
transition of a social wéer to NPO manager, with participants of the focus groups;

1 To help collect information that will shed light on quantitative data already collected on

this transition process.

Preconstructed empirical questions, based on four themes, were dskag tkese group
sessions. Groups consisted adbout10 social work respondents ea@hGauteng; 10 Free
State; 5 Northern Capegll of whom were specifically employed in a marnégecapacity in

the NPO sector The focus group setting allowed some interactetween the researcher
and respondents, but was concluded in a-dgicgctive manner and facilitated free, open
discussion by all group membersNeuman (2003:296) compares the advantages and

limitations of focugyroups as summarised in Table 2.
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TABLE 2

ADVANTAGES AND LIMITATIONS OF FOCUS GROUPS

Advantages Limitations

91 Natural setting allows peopletoexpres{yY A fipol ari zation ef
opinions/ideas freely. become more extreme after group

discussions).

1 Open expresen amongst members of | 1 Only one or a few topics can be discuss
marginalized social groups is encourag in a focus group session.

1 People tend to feel empowered, 1 A moderator may unknowingly limit
especially in actiomrientated research open, fee expression of group member
projects.

1 Survey researchers provide a window ¢ J Focus group respondents produce fewsg
how people talk about topics. ideas than in individual interviews.

1 The interpretation of quality survey 1 Focus group studs rarely report all the
results is facilitated. details of a study design / procedure.

1 Respondents may query one another a § Researchers cannot reconcile the
explain their answers to each other. differences that arise between individue

and focus group regarding context
respmses.

Source: Neuman(2003:296)

The abovementioned advantages and limitations prdvegieexcellent guideline when the
focus group was planned, to assure that pitfadse avoided and specific dateascollected

during this processThe researcher agre with Cresswell (2006:215) that focus groups can

be used to collect shared understandings from several randomly selected individuals as well
as to get the understanding and interpretation of a specific topic from specifically identified
people. In thiscase the aim was to collect tbpinionsof specifically identified people

social workers, who are involved in managing NPOs, on the process of transition required to

become a manager.

5. IDENTI FICATION OF RESPONDENTS AND THE SAMPLING PLAN
As discussegreviously, the following groups of respondents were included in this study:
1 Forty NPO managers in Mpumalanga were included as respondents by completing the

seltfadministered questionnaire used in siteational analysiéAddendum 4).
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1 The social workersegistered with the SACSSP in Gauteng, Free State and Northern
Cape Provinces were subsequently contacted to respond by completing- a self
administered email questionnaire (Addendum 8) regarding social work NPO
management.

1 Tertiary social work training ingtitions were asked to complete a sadiministerede-
mail questionnaire (Addendum 6) on available social work managgmagrtammes

1 Focus groups consisting of NPO managers who are also qualified social workers were

facilitated in Gauteng, the Free Statad Northern Cape.

To understand the concept of transition from social worker to NPO manager, the availability
of managerial training for social workers in South Africa was explored. The total number of
South African Tertiary Institutions providing satiwork training was identifiedhrough
ASASWEI. This dad was used to conduct a samplethe total population. Creswell
(2003: 359) Iasagplé is thehgtowp oftrds@omdents in a study selected from the

target population from which the reseher generalizes to the target population

According to the database (Adakm 5) of the ASASWE(2010:14) there are seventeen
South African training institutions registered with this association. In addition to these, the

SACSSP and Botswana Univitgysare also registered as affiliates.

Using the availability of social work training institutionggistered with ASASWEIper
province in South Africa, the following summafVable 3)provided a frameworkf three

groupings of provincegom which toselect a representative sample:
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TABLE 3
SOCIAL WORK TRAINING INSTITUTIONS IN SOUTH AFRICA

Province Social Work Training institutions

Group One: 3- 4 Institutions

Western Cape Province UCT - Cape town

4 Institutions HuguenotCollegei Wellington
Stellenbosch University Stellenbosch

University of Western CapeCape Town

Gauteng Province University of Pretoria
UNISA - Pretoria

University of Witwatersrand Johannesburg

4 |nstitutions

University of Johannesburg

5. NorthWestUniversity, Vaal Triangle Campus

Eastern Cape Province Walter Sisulu University- Umtata

3 Institutions Fort Hare University- Alice

B o R A ol T o

Nelson Mandela Metropolitan UniversityPort
Elisabeth

Group Two: 171 2 Institutions

KwaZulu -Natal 1. University of KwaZuluNatali Durban

2 Institutions 2. University of Zululand Kwadlengezwa
Limpopo Province 1. University of Limpopad Polokwane

2 Institutions 2. University of Vendd Thohoyandou

North West Province 1. North-West Universityi Potchefstroom and
1 Institution Mafikeng Campuses

Free State Province 1. University of the Free StaieBloemfontein
1 Institution

Group Three: No Institutions

Northern Cape Province

No Institutions

Mpumalanga Province

No Institutions

17 Institutions in total
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There seems to be a et distribution of social work training institutions in South Africa.

As illustrated in Table 3, the first group (Western Cape, Gauteng and Eastern Cape
Provinces) has-8 social work training institutions available in the geographical area; the
second goup (KwaZuluNatal, Limpopo, NortHVest and Free State Provinces) ha2 1
social work training institutions available; and the third group (Northern Cape and
Mpumalanga Provinces) has no training institutions available at all. All seventeen (17)
tertiary institutions were included in the survey regarding available management training for
social workers in South AfricaSeven (7) completed emailed questionnaires (Addendum 6)

were received back from tertiary institutions offering social work training.

To ensure representation of all the identified groups in the data collection process, one
province per identified group in Table 3 was selected to be included in a survey of emailed
guestionnaires and focus group discussions: Gauteng Province, Free StateePaovd
Northern Cape Provincé.t was the researcherods opinion

provide a collective representation of social work managers in South Africa.

All social workers registered with the SACSSP in these provinces were inclieded a
individual respondents from the selected provinces. The SACSSP was contacted to provide
the researcher with a database of all social workers registered with the SACSSP in Gauteng,
the Free State and the Northern Cape (Addendum 7). The response fr@AGBSP
included email addresses for the following number of social workers as registered with the
SACSSP at the time of the study:

1 Free State = 174 social workers

1 Northern Cape = 56 social workers,

1 Gauteng = 879 social workers.
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This came to a total df109 possible respondents registered as social workerdias email
addressesSeltadministered email questionnairegre sentto these 1109 respondents by

email

Thirty (30) selfadministered questionnaires (Addendum 8) were completed and returned to
the researcher.
Respondents from the focus group discussions were selected and included as follows:
1 Ten NPOmanaging social workers from each of the three identified provinces were
invited to voluntarily participate in focus group discussions. Invitatieae baed upon
an availability sample;
1 Respondents had to be qualified social workers;

1 Respondents ranged from middle to top management in an NPO.

Focus groups were facilitated in:

1 Gauteng on 21 April 2011, with seven respondents;

1 Free State on 19il 2011, with ten respondentand

1 Northern Cape on 20 April 2011 with five respondents.

The processing, analysis and interpretation of data will be described subsequently.

6. DATA PROCESSING, ANALYSIS AND INTERPRETATION OF RESULTS
Data gathered throughe various planned research activities was processed, analysed and an

interpretation of the data was presented.
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6.1 Data from the situational analysis

1 Selfadministered email questionnaires were sent to NPO managers in Mpumalanga
(Addendum 4).

During the situational analysis40 questionnaires were completed and returned to the

researcher.

The data from completed questionnaires was capturedaaatisedby the Statistical

Consultation Services of the No#klest University, Potchefstroom Campus. tptetation

and findings were done using the SAS System (SAS Institute Inc., 2003; SAS Institute Inc.,

2005).

1 Selfadministered email questionnaires to seventeen (17) social work training
institutions in South Africa (Addendum 6)

The questionnaire was iméed to provide an overview of current training available in

respect of social work management. Questions included an assessment of available

undergraduate and postgraduate courses. The content of management training and methods

of training were also asssed. Seven (7) questionnaires were received back. Data was

grouped according to methods used in training and the content of each training course.

6.2 Data from questionnaires in the research process

Seltadministered email questionnaires (Addendum 8)ewsent to 1109egistered social
workersin Gauteng, the Free State, and Northern Cape Provisggssult ofthis part of the
study thirty (30) questionnaire@gerecompleted and returned to the researcher. Data was once

again capturetiut due to the My response rate it was not reported on in the study
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6.3  Data from focus group discussions
Three focus groups were facilitated and a total of 22 respondents participated. To
complement notes taken during these sessions, responses during focus gresgiodisc

were recorded via data voice recorder.

Data was interpreted and analysed by a thematic analytical process @ra@larke,
2006:79). Creswell (2005:237) describes the coding of data as a process of segmentation and
labelling text form descripins and broad themes in the dafdthough there are usually no

set guidelines for coding, Creswell (2005:238 9 ) refers to Teschos
describes a number of steps in the process for narrowing data into broad théess steps

were combined with thesix phases of data analysis according to themes as described by

Braun and Clarke (2006:87Analysed and coded data was included in the report.

The phasesised to code data, as applied in this study, are summarized in Tabdedbak

on this process and its results is discussed in the report in Chapter 5.

TABLE 4
PHASESFOLLOWED IN THE CODING OF DATA

Steps in coding data

1 Phasel: Being familiarised with the data Get a sense of the whole. Read
collecied data as collected in the focus groups and make notes as it comes to m

1 Phase2: Generating initial codes Choose one document (script / field note): cho
the most interesting, shortest or just the one on top of the pile, read through it,
what it is all about. Make a note on the side with a box around it.

1 Phase3: Searching for themes Begin coding, identify text segments and assig
code word/phrase to it that best describes the content. Codes can addreg

different topics. Do notaxe every sentence, but look for general, overall meanil

phrases.
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Steps in coding data

1 Phase4: Review and refinement of themesAfter coding an entire text, make a |
of code words. Group similar codes together. Identify redundant code
eliminate. Try to make thiest of codes smaller (280 codes).

q Phase5: Defining and naming themes Review data with this list and see if ne
codes emerge.

1 Phase6: Production of the report. Reduce the list to-3 codes / themes that be
describe the content of the data. Than be done by looking at themes m
commonly discussed by respondents, most surprising themes, most evide

support a theme, or themes most generally correlating with literature.

The codes/data from this process enabled the writing of a quaitafpert providing detaile
information on specific themes rather than general information on many themes:

instance the themes were managemBiROs and social work.

Source: Braun and larke (2006:87)

Findings from the focus group discussionsr&vcrosschecked and compared by triangulating
the information from the selidministered questionnaires and focus group discussions; and
information gleaned from consultation with experts with the literature that was studied in the
initial phase of the stly. Creswell (2005:252) explains that triangulation is the process of
corroborating evidence from different types of data sources in a qualitative study. According
to Delport and Fouche (2011:442), when using a combination of research procedures, a
reseacher can more easily crosscheck and validagirigs by using triangulatiofigure 2

illustrates the process of data triangulation.
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FIGURE 2
ILLUSTRATION : TRIANGULATION OF DATA
LITERATURE STUDY
SITUATIONAL ANALYSIS
CONSULTATION WITH
EXPERTS
QUALITATIVE QUANTITATIVE
DATA DATA
COLLECTION MIXED COLLECTION
(Focus groups) “{'ETHODOLOGT (Survey)

Source Dr AG Herbsti NWU

As is depictedn Figure 2, the literature studgjtuational analysisnd consultation with
experts lead to the collection of quantitative and qualitative data. The data that wasdgathere
as result of the research in thqg@vinces was reflected against the literatsixedy data as
well as with data received from experts. There was a continuous process of checking and
crosschecking data to identify where information was confirmed and where there were

differences in information gathered.

Jicks, as referred to by Johnset al.(2007:5), mentions the following advantages of
triangulation of data:

1 It allows the researcher to be more confiderthefesults;

1 It stimulates the development of creative ways of collecting data;

1 It can lead to thicker, richer data;

1 It can leado the synthesis or integration of theories;

1 It can uncover contradictions;

1 By virtue of its comprehensiveness, it may serve as the litmus test for competing theories.

In this study the process of triangulation resulted in data that enabled the dodftng

proposed model for orientating new social workers to the transition into NPO managers.
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1. PUBLIC DISSEMINATION OF RESULTS
Potential journals for publication:
1 An article will be written on the management of NPOs by social workers and submitted to

Socid Work / Maatskaplike Werk

1 An article on guidelines for the transition from social worker to NPO manager will be

written and submitted tdhe Social Work Practitioner Researcher / Maatskaplike Werk

Navorser Praktisyn.

8. CONCLUSION

This study is exploraty and descriptive in nature and strives to place key issues regarding
social work and NPO management in perspective. Information regarding the transition from
social worker to NPO manager was explored and described in order to assess the

development of anrientation model that would facilitate this transformation process.

A situational analysisin Mpumalanga conducted among NPO managers guided the
development of a seddministered questionnaire for social work NPO managers in Gauteng,
the Free Statenal Northern Cape. The availability of management training in tertiary social
work training institutions was explored. Focus group discussions with social work managers
of NPOs from Gauteng, the Free State, and Northern Cape were conducted to supplement

data from the seladministered questionnaires.

The next chapter will focus on feedback from the literature study and how this information

further guided the process of research for this study.
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CHAPTER 3
A LITERATURE OVERVIEW OF NON -PROFIT ORGANISATION
MANAGEMENT IN SOUTH AFRICA

1. INTRODUCTION

This chapter provides a literature overview on the management of NPOs with specific
reference to applicable management theories, policies and legislation as well as the
governance structure of NPOs; the leadershilts of social work managers as a background

for discussing the transition from generic social worker to social work manager.

Management in social work is not a new concept. In as early as the 1920s Mary Parker
Follett, a settlement house social wodnd management theorist, gained international
recognition for her teachings in this field (Sell@erd Austin 1997:1). The field of social

wor k management has a rich and strong histol

in 1896 (SelbeandAustin, 1997:34) that confirms its place in social work as a profession.

When social workers in NPOs in South Africa are promoted to become managers of NPOs,
they have to face the vast and ewareasing challenges facing NPOAs Patel (1998:112)
emphasies, NPOs continue to play a significant role in poverty alleviation, in service
delivery through developmeptogrammes, and in building a democratic culturelealy and

Pine (2007:81) warn that the increasing complexity of management and leadership roles
means that social work managers often face competing obligations, and must be able to
weigh multiple options when making moral choices. In addition, a manager has to create a
climate for ethical decisiemaking to ensure that the NPO values are aligned satial

work professional ethics.
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The researcher is of the opinion that itighallengdor social work managers of NPOs, to
make the transition from generic social worker to NPO manager. Therefore, thieoéxien
challenges faced by a social workkeecoming a manager ah NPO will be focused on next

by focusing on an overview of NPOs in South Africa and the characteristics and legislation

related to NPO management

2. OVERVIEW OF NPOs IN SOUTH AFRICA

Since the South African colonial period, cisdciety has organized itself into different forms

of communitybased organisations (CBOs) in an attempt to address the social needs of
communities where social needs were very higB§, 2005:7; NGO Handbook 2009:1).
According to theDSD (200%:7), NPOsplayed a significant role in challenging the injustices

of apartheid and addressing theede of vulnerable communitiesThe NonrProfit
Organisations Act (71997) was enacted by the South African Government to help create an
enabling administrative aneégulatory environment for the ngomofit sector to function in.

The NonProfit Organisations Adf71/1997), came into operation on 1 September, 1998. This

legislation provided for the voluntary registration of fgofit organisations (NPOS).

In a studyconducted on the assessment of the NPO B&D 200%:21) it is stated that

NPOs and communitpased organisations (CBOs) are viewed to be strategically located in
communities and to have greater access to communities. Government, donors and the
communiy at large expect NPOs to have the credibility to fulfil the needs of their
communities. NPOs are often religiously or culturally biased and in the past, this could have

resulted in the exclusion of certain groups from service delivery (NGO Handbook3R009:
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Civil society, through the services of NPOs and CBOs, have an important role to play in
filling the gaps in social services left by government, as they have the flexibility and capacity

to identify developmental alternatives.

This ability makesthe t he mi ssing | ink in many of the
(DSD, 200%:21). The World Association of NeBovernmental Organisations (WANGO

(2009) states that the legislation introduced created a policy framework and institutional
environment wiiin which services could be rendered through the work of NPOs in various
communities in South AfricaAlthough the activities of NPOs are focused on various areas

of perceived needs where a social response from the community is needed (from global
warmingto dealing with the nutrition and emotional needs of mankind), for purposes of this

study, the management of NPOs working within the social service field will be examined.

3. THE GOVERNANCE OF AN NPO

Various actions and activities exist in communitidsere people come together and form an
organised group based on shared religion, community interest, culture and various other
reasons to address an identified need or gdal. NPO however develops when a more
formal process takes place through the follaysteps: the appointment of a controlling body
(governing boarjj the writing of a constitution, the opening of a bank account, voluntary
registration under the Nelrofit Organisations Act71/1997) and optionally registering as a
Section 21, Neofor-gan Company under the Companies Act. Although most newly
appointed social work managers would not be part of the process of opening an NPO, it is
important to understand these underlying dynamics for when the manager does form part of

thegoverning board

THE TRANSITION FROM SOCIAL WORKER TO NPO MANAGER: A CHALLENGE TO GROWBenita Nel.
Chapter 3: Aliterature overview of na-profit organisation management in South Africa

Idan}



47

According to the Commonwealth Foundation (1995:23), an organisation may be correctly

labelled as an NPO if it complies with the four characteristics summarized in Figure 3.

FIGURE 3
CHARACTERISTICS OF AN NPO

~

Not for private or personal \
gain or profit

May engage in revenue
generating activities to support
its actions

Have paid staff to implement
its progranmesmes

Board members may be
refunded for expenses but are

not paid j

Formed voluntaty
El ements of ci
participation

I Time given by volunteers

=a =4

Not for
Profit

Voluntary

\ Independent Not self
serving
/ in aims \
o and
1 Independent within th ralatad

laws of society
I Controlled by elected or
appointed boards
I Legal status is based on
freedom of association

I Aims to improve the

/ circumstances or prospects of
people

1 Act on concerns re well being,
circumstances or prospects of
people or societgs a whole

\_ /

(Developed from infanation of the Commonwealth Foundati@895)

The basic characteristics of an NPO includecording to Figure ,3a voluntary action
between citizens, that is taking place without making any profit and is functioning
independent (under guidance of a eldcg@verning boari for the benefit of identified

groups of peopleor the society as a whole.

A governing boards responsible for ensuring good internal governance within an NPO. It
sets policy direction and is the final decision maker in the orgammsalihegoverning board

is the link between the organisation and the society.
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This body consists of a group of people who have been appointed or elected by the

organisation and community in which it functions (Dane, 20-2):1

The responsibilities ain NPOgoverning boara@re defined by Camay (200553 as

1 Keepngthef ocus on the organisationds mission,

1 Selecing the key executive personnel

1 Supporing and revieving of decisions and actions of the key managers

91 Doing organisatioal planning

1 Overseing financial and human resources, do adequate budgeting, ineceagular
reports and monitarg progress oprogrammesfacilitaing an annual audit

1 Monitoringt h e o r g grogranmesindserices

1 Building the image of the org@sation

1 Being the final decision maker regarding policy and all technical, financial and policy
matters

1 Assessigand evaluating he boar dés performance.

The governing boardhas to appoint a Chief Executive Officer (CEO) (often a social worker

in the empbyment of the NPO) who is responsible for appointingpatigrammeselated

staff and running the dagp-day activities of the organisation.

The CEO is expected to provide regular reports tgtwerning boardegarding the progress

of the organisatiomctivities, fundraising attempts, administrative and financial management
processes, and future planning regarginggrammesmplementation. The CEO represents

the organisation in all its networking and interaction, and takes responsibility for the human
resource management of the organisation. He/she needs the moral and concrete support and

advice of thegoverning boardDSD, 2001:15).
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|t i's the researcher 6s o-foundged celationshipaahd good e r e
communication between the CE@nd the governing board to ensure the effective

functioning of the NPO.

4, POLICIES AND LEGISLATION RELATED TO NPO MANAGEMENT IN

SOUTH AFRICA
Al t hough NPOs stem from a communityds respon
is important for its effds to be regulated. Funds to support the activities of the NPO are
raised through public donations, and this function must be regulated and managed through
legislation and regulatory policies. NPO services rendered to specific target groups, for
example bildren, people with disabilities and the aged, must be in line with the policy and
implementation plan of the government: this is to ensure that the NPO contributes to the
collective national objectives of services in public, and also to ensure théfy tuakceive

funding from government or international funders.

A social worker in process of becoming a manager maijl {ieformed regarding the legal
processes within an NPO. The NPO sector in South Africa has been regulated by various
new legislav e documents since the dawn of the cou
brief overview of legislation, as outlined by Wyngaard (2007:2) summarizes the different
legislative documentation that a social work manager needs to become acquainted with when

managing an NPO. Table 5 provides a summary of this legislation.
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OVERVIEW OF NON-PROFIT SECTOR LEGISLATION

AREA COVERED

APPLICABLE LEGISLATION

Entity/ Establishment / Registration

= —A

Non-Profit Organisations Act, No. 7df 1997
Communal Property Associations Act, No. !
of 1996

The Coeoperatives Act, No 14 of 2005
Labour Relations Act, No 66 of 1995
Electoral Commissions Act, No 51 of 1996

Funding / Cooperation for NPOs

ENE_ |

E |

Development Bank of Southern Africa Act,
No. 13 0f1997

Lotteries Act, No. 57 of 1997

National Research Foundation Act, No. 23
1998

National Development Agency Act, No. 108
of 1998

South African Social Security Agency Act,
No. 9 of 2004

Taxation Laws

Income Tax Act, no. 58 of 1962
Value Added Tax ActiNo. 89 of 1991
Transfer Duty Act, no. 9 of 1949
Local Government: Municipal Property Raté
Act, No. 6 of 2004

Legislation promoting Dialogue and
Interaction

National Economic Development and Labo
Council Act, No. 35 of 1994

Advisory board on Social Delgpment Act,
no. 3 of 2001

Local Government: Municipal Systems Act,
No. 55 of 1997

National Advisory Council on Innovation Ac
No. 55 of 1997

General Compliance

Promotion of Access to Information Act, No
2 of 2000

Promotion of Equality and Prevention of
Unfair Discrimination Act, No. 4 of 2000
Financial Inelegance centre Act, No. 38 of
2001

Prevention of Organized Crime Act, No. 12
of 1998

Prevention and combating of Corrupt
Activities Act, No. 12 of 2004

Local Government Management Finance A
No. 560f 2003
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AREA COVERED APPLICABLE LEGISLATION

NPOs as Employers Income Tax Act, No. 58 of 1962

Labour Relations Act, No. 66 of 1995

Basic Conditions of Employment Act, No. 7
of 1997

1 Compensation for Occupational Injuries an(
Diseases Act, No. 130 of 1993
Employment Equity Act, No. 58 of 1998
Skills Development Levy Act, No. 0 of 1999
Skills Development Act, No. 97 of 1998
Employment insurance Contribution Act, N¢
4 of 2002

E R ]

E R

Legislation Prior to 1990 National Welfare Act, No. 100 of 1978
Trust Property Control Act, No, 57 of 1988
Companies Ag No. 61 of 1973

Heraldry Act, No. 18 of 1962

Friendly Societies Act, No. 25 of 1956

E R

Source: Wyngaard2Q07)

The list in Table 5 gives a comprehensive layout of all legislation related to NPOs and will
have to form part of ntatien. The famewbrk facaseskon tinea n a g e
governance of an NPO and does not include sespeeific legislation, for instance the

Soci al Service Professions Act, Chil drenos
NPOs in mind, it is important to talkedeeper look into the social, political and economical

aspects of NPO management.

5. SOCIAL POLITICAL AND ECONOMIC CHALLENGES OF NPO
MANAGEMENT

Rippon (2002:6) make a very controversial statement that in South Africa, managing an NPO

in a businesslike anner can optimise the results of the organisatidRPOs are in essence

not a profit driven business but rather del]

the social, political and economic challenges faced by social work managers in dlR@Ds c

be better addressed by following a businesslike managerial approach that is integrated into

the essence of the NPO without altering the core business of the NPO.
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According to Dane (2010:1), the three top challenges facingprafit organisations ra
funding, resources and qualified staff. The primary focus will next be on these three

challenges.

51 Funding (Securing funds necessary to fulf
The ability to produce reports to funding agencies is a challenge to the NPO (ahavsdcia
manager), as smaller NPOs often do not have the capacity to capture data for comprehensive
report writing. N P O go-daarye stuhlrevn vfad roc eedk i isrttea ¢
many financial crises in the process, according to Ryke and J42008:164). The
importance of financial management as well as fundraising abilities of the social work

manager is therefore critical to the existence of the NPO.

Fundraising ensures the sustainability of this newbated service in the community.
However, fundraising alone is not enough and NPOs require access to more structured
funding opportunities.The access to structured funding (like international and government
funding) is only possible by achieving credibility, which is acquired by develapiimgmal
institution such an NPOThe NGO Handbook (2009:1) adds to this that many NPOs were
formed as part of the state/civil society relationship that developed in the 1980s when
political liberalization took place, and, as part of this process, déhtegal and financial
environment developed towards NGOAs a result, there has been a rise in informal CBOs

attempting to meet the needs of marginalized populations.

Terblanche (1999:388) mentions that the number of NPOs is on the rise dueforsees
newer phenomena like HIV and Aids, and therefore need to market them more aggressively

to obtain funding for their activities.
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|t iI's the researcherdés opinion that I n t hi s
community to address socialeeds, there is a disparity regarding developmental levels

amongst NPOs, and it impacts negatively on the standard of service delivery.

Some communities respond to needs for care without having any formal training (like home
based care groups), whilstrival social work (like therapy, rehabilitation, family care,
etcetera) is also provided in the same community by trained professi@umdsgroups often
compete for the same funding opportunities. This implied that NPOs had to plan strategic
changes inheir servicédelivery in order to include previously disadvantaged areas. Without
these changes, there was always the possibility of funding being altered or even revoked.
The implementation of the NPO A¢71/1997) was an attempt to create an enabling
ernvironment for NPOs to assist the government in delivering services to South Africa in a

better ceordinated, more responsible way.

5.2 Resources (Raising public awareness regarding the mission and work of the
organisation).

NPOs often originate from amdividual or group that identifies a need in that community,

and does something to address this needften as a voluntary group in an informal,

unstructured way.As t he voluntary groupds actions be

develops.In its annal general reports various NPOs providing services to civil society state

that these difficulties are caused by their functioning on shoestring budgets and not being able

to retain staff due to the financial inability to offer competitive remuneratioragask
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The DSD (2001:11) confirm the above with the view that the -poofit sector suffers from

global isolation, restrictions, limited resources, and unsatisfactory relationships with other
sectors.

South Africa, as a developing country, is experiegcan increase in the number of new

NP Os whi ch ar e founded I n an at te@momit t o
development and the HIV and Aids pandemic (Patel, 20051008. After the democratic
liberalization of South Africa, NPOs faced a procesgansition to respond to the changing
community in which they operated. The NGO Handbook (2009:1) mentions that the political
transition in South Africa has led to economic liberalizatiobenefiting the upper classes

throughout society but devastatimgny more poor families.

Dealing with the plight of vulnerable groups in communities in South Africa cannot be done
by government in isolationTo ensure collaboration in this field, the NPO functioning and
operations are guided in accordance with lagen set out to ensure quality functioning and
services to communities served’he DSD (2005:30) indicates two central themes from
previous studies on NPOs in South Africa: a clear divide (as discussed above) between the
better resourced and developBPOs and poor communityased organisations (CBOS),
deprived of resources and usually less formally structured; and that all formal processes of
registration are likely to benefit the waltganized structures rather théoe more informal

structures.

The attempts by government to create an enabling environment for all NPOs (formal and

informal) in South Africa, pose specific management challenges.
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The researcher maintains that a response to the needs of the community within the framework
of human rigls in South Africa should be from an empowering perspective, asking the more
richly-resourced NPOs to support and develop the poor, «#rdeurced NPOs. Rankin
(1997:186187) discusses the redevelopment of the welfare system from the position of
focusingon being a welfaréocused service to becoming a developrrfentised service.
Government will have to support the efforts made to upgrade the structuresadvelsped

NPOs to ensure a more equal distribution of service delivery.

The situation menticed above poses to be one of the dilemmas facing NPOs in South Africa.
There also seems to have been a brain drain during-119®8, during which many NPO
leaders left the sector to take up positions in the new government and private sector. The new
dispenation caused many government professionals to work abroad, since a total of 853
social workers left South Africa between 2000 and 20D&péartment of Home Affairs
2009:1). The high staff turnover and demand for development put stress on NPO
management. iBiultaneously, there was an increase in the demands of these NPOs to adjust
fundraising skills and financial management. Jacobs (2001:130) comes to the conclusion that
it is basically impossible to do effective fundraising without a process of managdraent t

includes strategic planning with a focus on fundraising.

Kruger and Schreuder (1999:333) confirm that government considers volunteers as a
significant human resource and instituted a Human Resource Developnogrammess
response to retaining thisal uabl e resource. I n the resear
development provided to volunteers often impact positively on unemployment, as trained
volunteers have a better chance to find employment within government and the business

sector.
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There will thus always be some form of training function within NPOs to build capacity for

volunteer services. The researcher agrees with Lombard and Modise (2002:12) that
volunteers, when managed properly, can contribute a great deal towards nation building.
Socid work managers need the necessary knowledge of volunteerism within an NPO to

manage volunteers effectively.

In order to be able to guide and steer the organisation managed, a strategic business plan must
be developed. This plan should focus on theuoiggation, its key mission and strategies, and

the unique services that are provided and could result in the organisation meeting its goals.
According to Van Breda (2000:3), the business plan should identify and highlight an
organi sati on 0 s The lousiress plannspoald kenlacaed within the welfare

strategy of the field or region targeted by this organisation.

Van Breda (2000:13) suggests that social workers who are familiar with and seek to execute
the organi sati on 0 sangshave anbre engrqgy arel mptioagion fohveoik,r | o
feel more committed to work and perceive clients to be more satisfied with their services.

The researcher holds an opinion that this suggestion includes the social work manager who

has to manage an NPO. Thecwl work manager must be able to take all the above
mentioned social, political, and other challenges into consideration when doing strategic
planning and writing business plans. However, he/she should still focus on the ability of the
NPOO6s st estfofbe invelvadie this process and stay motivated and loyal to the core

goals of the NPO, despite challenges and obstacles.
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5.3 Qualified staff (Motivating directors to do the work of the organisation and
recruiting volunteers to accept the responsibity as governing board for the
leadership in the organisation).

It is indeed true that volunteers are the cornerstones in the development of welfare services

(LombardandModise, 2002:1).Working with volunteers often forms a part of the challenge

faced ly social work managers, as NPOs often lack funding for salaries and utilize volunteers

from the community to assist in service delivery.

According to Lombard and Modise (2002:4) clear guidelines and job descriptions for

volunteers do not always exist NPOs, and this may create unhappiness in the relationship

between paid staff and volunteers in the NPO. Di&D (2001:10), stipulates that three
distinct groups of organisations have an important impact on community life in the South

African democracy.

These groups include (1) the State or Governniewhich creates a way for society to
express its political life, is voted into power, performs services in the community and is
funded by taxes; (2) Private Enterprise or Business Seetbich provides goaslor services
directed at the needs of the community at a price (which is voluntarily paid by the community
upon delivery) and in the process, this group makes a profit; and (3P Mdibh Organisation
Sectori which is made up of organisations that aralesshed when community members
agree to act together for a common purpose; these NPOs receive financial support from
funders and donors, and use volunteers to support service delivery. Due to the voluntary
nature of the No#Profit Sector, creating a foraly structured system within which to
function could have an impact on the efficient functioning of NPOs. The researcher holds the
view that the management training, or lack thereof, in the NPO management structure could

also be a threat to the qualitys®rvice delivery in this sector.
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With the aforementioned social, political and economic challenges of NPO management in
mind, it is necessary to explore the different schools of management which can assist social

work managers in dealing with thedealenges

6. SCHOOLS OF THOUGHT (THEORIES) ON MANAGEMENT

Since the late 19 century, different managers have developed different theoretical
frameworks to explain management principles.

These principles were part of creating a managerial framework ifatcharies and focused

on production and processedt was, however, the start of formalised management and
provided the background for the management theories known and implemented today also in

the NPO sector.

For purposes of this study, the focuslvi on five major perspectives on management that
have evolved over the years: (1) thkssical perspective (1875), (2) thbehavioural
perspective (1925), (3) thquantitative perspective (1950), (4) thgystemsperspective

(1960) (5) thecontingencyperspective (1975). The researcher included (6) the empowerment
model for social work management as management model to be noted in NPO management.
Each perspective is based on different assumptions regarding organisational objectives and
human behaviour (@dman, Fandt, Michlitscland Lewis, 2007:29). This implies that
management knowledge and skills are required to steer NPO services effectively to where the

need is highest. These theories are summarized in Table 6.
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SCHOOLS OF MANAGEMENT THOUGHT - SUMMARY

Perspective Short summery
(1) Classical This perspective comprises three main approaches:
perspective:

Classical Administrative Management,evolving from writings oHenry
Fayol (18411925). Fayol developed fourteen mgament principles and
believed that good management could be taught. He also listed five
managerial functions that are still included in current literature (plannin
organizing, commanding, coordinating and controlling) and seen as an
important contributin to management theory. He observed that
management could not be confined to the workplace and forms a part
through all human activities. Some criticism against Fayol is that his
principles are too rigid (CoulsheshdMullender, 2006:245; Goodma et
al., 2007: 32; Knightaind/Villmott, 2007:202;Lewis et al, 2007:71; Smit
andCronje, 1996:17; Weinbach, 2003:51).

Scientific management was developed by F.W. Tayl¢il856i 1915) as
an analytic approach to problems of organisations emphasizing the
codification of routine tasks. Taylor believed that managers must take
responsibility for planning, organizing and supervising work, based on
reduction of peopledbs tasks int
job, broke it into componesiand designed the quickest and best way tg
the job. Through this he managed to determine the expected outcome
productivity from employees with the equipment they have (Coulahdd
Mullender, 2006:245; Goodmaret al, 2007:30; Hannagan, 2005:569;
KnightsandWillmott, 2007: 203Lewis et al, 2007:71; SmiandCronje,
1996:17; Weinbach, 2003:50).

Bureaucratic management as described by Max Webd18641920).
This theory focuses on the organisational system and is based on firm
policiesand procedures; a fixed hierarchy and a clear division of labou
The bureaucratic system defined roles and authority in an impersonal
rational way. The formal rules, structure and written records will allow
organisation to operate as it has ia gast and any future employees of t
organisation to function within these rules (CoulshedMullender,
2006:29; Goodmaat al,, 2007:33; Hannagan, 2005:6&Ewis et al,
2007:71; Weinbach, 2003:55).

(2) Behavioural
Perspective

In this perspective thienportance of human behaviour patterns were
highlighted in shaping the managerial styles in organisations. Importar
contributors to the approach were:
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Perspective

Short summery

The Human Relations Approach explained by Elton Mayo (1920s), as
understanding how the norms and valoéa group can exert a stronger
influence on workersd identity
imposed by managers was proposed by this approach. There is a nee
training managers in interpersonal and leadership skills to enable then
deal with the complexity of the workplace. If the complex and diverse
character, interest and motivations of workers are recognized and met
workers feel more appreciated, grow in confidence aneesedem and
become more cooperative and productive (CadsimdMullender,
2006:37; Goodmaat al, 2007:3536; Hannagan, 2005:662; Knigtsted
Willmott, 2007:273,Lewis et al, 2007:73; SmiandCronje, 1996:18).

Mary Parker Follett (1868-1933)i Focused on human problems and
working them out wasbased on conbutions of observations of manage
in their job performance and highlighted the importance of coordinatior
be a successful manager. Follett developed four principles of coordina
to promote effective work: Coordination requires people to be irectd
contact with each other; coordination is essential during the initial stag
any endeavour; coordination must address all factors and phases of al
endeavours and coordination is a continuous and ongoing p{Goetshed
andMullender, 2006:36; Godmaret al, 2007:35;Lewis et al, 2007:74).

Theory X and Theory Y (McGregor 1960) proposed that there are two
opposed views or theories of hu
work. According to Theory X, managers can have a set of negative
assmpti ons about employeesd attiHt
and need to be persuaded, rewarded, punished and controlled if they :
focus their effort to the goals and objectives of the organisation. Acco
to Theory Y, management haset of positive assumptions about
employees.

People are cooperative, able to take responsibility and set their own g
managers provide the conditions in the workplace to do this (Cousiteo
Mullender, 2006:39; Goodmaat al, 2007:36; HannaganPQ5:57;Lewis
et al, 2007:75% Roberts, 2007:448;).

(3) Quantitative
Perspective

The Quantitative Perspectivehas its initial beginnings in the scientific
management approaches and is characterized by its use of mathemat
statistics and quantitative tatiques for management decision making a
problem solving. This is often referred to as operations research. It has
basic characteristics: Decision making focygimary focus on some
problem or situation that requires direct action and or dedigion
management; Measurable criteiridecision making requires alternative
courses of action in the process of decision making; Quantitative iinode
assessing the possible impact of each alternative requires the establis
of a quantitative model; Comparsi to prevent time consuming manual
processes, computers are used in problem solving.
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Perspective

Short summery

The contribution of the perspective is mainly the development of mode
manage complex processes and to develop statistical systems that co
influence planningri management (Goodmanal, 2007:38; Smiand
Cronje, 1996:19).

(4) Systems
Perspective

The Systems Perspectivevas developed in the 1950s. The systems
perspective focuses on analyzing the system and breaking it up into
constituent elements, namely inputgnsition and outputs. Since any
system is a collection of interrelated parts, the nature and interrelation
between parts can be identified and help to simplify understanding of t
system. There could be a closed system or an open system. The syne
which the whole is greater than the sum of each part is central to the
approach. It allows management to maintain a balance between the v
components of the enterprise as well as between the enterprise and its
environment (Goodmaet al., 2007:3-40; Lewis et al, 2007:78; Smiand
Cronje, 1996:19).

(5) Contingency
Perspective

The Contingency Perspectiveproposes that there is no best approach t
management. Different management styles vary according to the situ:
Managers need to assess whitdnagement approach will be best suited
and most effective in a given situation. This requires, firstly, identifying
contingencies or variables, in the given organisational situation. The
contingency perspective proposes that managerial stylessagasit
specific.Joan Woodward, who was a pioneer in the development of thi
perspective in the 1960s, described three different types of technology
could guide the choice of management style according to the activities
the organisation: small bdit¢echnology, masproduction technology and
continuous process technology. The functioning and operation of thess
technologies pose different management challenges to managers that
influence the management style in the situation. Important fattatraitso
influence the situation that should be included are environment,
organisational size and organisational culture, when implementing a
management style

(Goodmaret al, 2007:4641; Lewis et al, 2007:87; SmiandCronje,
1996:19).

(6) Empowerment
Model for social
work
management

Within the current NPO sector in South Africa, Cronje (1998:104) desc
the Empowerment Model for social work management, and indicates t
the two most important components of social work intervention within
welfare ageoies and noigovernmental agencies are empowerment and
capacity building. This model describes a process by means of which
power of the organisation is transferred to the workforce. The workers
should be managed to use their own judgment rathetbtivaty follow
instructions, and thus accept a higher degree of responsibility for their
actions, and also for helping t
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Perspective Short summery

Management of the NPO (in this instance the social work manager) hg
special responsibilityo encourage and promote staff development, but
includes the client base to be involved in decision making regarding se
delivery and planning. The effective management of the organisation i
current climate of limited resources in South &dris of utmost importanc
to ensure that the most needy and underprivilég®ur communities are
served(Cronjg 1998:104-107).

(Sumnary from various sources by researcher)

The underlying management perspective of a manager will determine the wénycinan
organisation is managed. Weinbach (2003:47) concludes that earlier conceptualisations of
social work and of the role of managers continue to have an unmistakable imprint on the way
managers of human service organisations are conducting themsklease being aware of

the underlying management theories influencing the behaviour of managers is very important.
Coulshed and Mullender (2006:22@1) point out that the business world strongly influences
management and brings a strong sense of congmetind profit values with it. There is,
however, a choice of which managerial styles to adopt. Coulshed and Mullender (2006:221)
clearly state that management theory and social work practice need not be in opposition, but

should be informed by a commonderstanding of individual and group behaviour.

Mary Parker Follettknown for her pioneering work on managemeabked to approach
organizations as group networks rather than as hierarchical structures, and attended to the
influence of human relations ithin the group. In terms of current debates around
management such a perspective is hardly revolutiondmyt then its radicalism and 'soft’
orientation stood well outside mainstreant i s t he researcherds opi
of collaborationand shared power, will work more effectively as business strategy within the

NPO milieu.
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There is no best way to manage, but the challenge to learn and become the best manager will
always be there. Weinbach (2003:315) concludes that the best manadéstoarelearners.

When managing a social work service to the community, the person in charge of this service
must be aware of the challenges and skills required for this management process. There must
be an underlying understanding of the impact anecefif management styles on the process

of service delivery within a social work context.

It is important for social work managers to be well acquainted with the needs of the
organisation, clients and community in which a service is provided, to ethsurthe most

appropriate management style is applied in each situation of service delivery.

In this case, the researcher is of the opinion that the empowerment management model would
be most applicable in the NP€bntext. New knowledge and skills willconstantly be
required of the manager, and the author is of opinion that this fact makes taking leadership in

NPOs as a social work manager an exciting prospect.

7. LEADERSHIP IN NPO MANAGEMENT
Motivating a diverse team (often consisting of professionat$ volunteers) to collaborate
and to perform seems to be another challenge for a social worker transitioning to NPO

manager.

7.1  Whatis leadership
Management and leadership are often used interchangeably and their meanings change in

accordance with otumstances and fashion.
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In a study conducted amongstufio African NPOs in 2009, DSI[P2009:11) found that
leadership in an NPO is no less challenging than leading a corporate or government agency.
The researcher strongly agrees that leadership in titextoof limited resources, uncertain
revenue demanding stakeholders and public interest obligations requires extraordinary
leadership, DSD (2009:11). Leadershiprolves taking the lead to bridge the disparity
between formulating plans and reaching otyes. Smit and Cronje (1996:333) view
leadership as a somewhat elusive concept that is difficult to define, but concludes that
leadership is the activity that infuses energy into the enterprise to activate its members and

resources to get things movingdakeep them moving.

7.2  Leadership skills

Understanding that leadership skills need to be strongly developed when appointing a social
worker as NPO manager, is one of the transitional aspects faced by the NPO and its
managementLawler and Bilson (2010:§9state that managers have the role of providing

strategic |l eadership to articulate the organ

Management can be seen as a discipline of modern society, an organisational function and in
some situations aa privileged social group, whereas leadership is either seen as an
individual attribute or as a style appropriate to particular contingencies or contexts. The
alleged difference between a manager and a leader is that managers develop action plans and
leades inspire vision (Brattorand Gold, 2003:60). Leadership is not a position, title or
privilege; it is a responsibility and a process. It is an observable, understandable, learnable set
of skills and practices available to everyone, anywhere in the segem (Goodmaret al,

2007:275).Lewis et al.(2007:247) describebe aforementioned as the skills approach.
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Managers differ and have different leadership skills. Rank and Hutchison (20@@@p5
conducted a study into the analysis of leadershithensocial work profession and identified

the following essential leadership skills for 21st century social work.

FIGURE 4
SOCIAL WORK LEADERSHIP SKILLS

(Diagram deeloped from information bigankand Hutchison, 2000)

Figure 4projects the leadership skills social work identified as being essential fameRtury

social work leadersThe social work manager leading an NPO in South Africa could find it
useful to include these leadership skills to broaden their managerial sidlile@adership.

The way an NPO is managed by the social work manager will be affected by the leadership

skills used by the manager.
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The manager needs to have clarity about the leadership style he/she functions in most
comfortably, as well as the impadtwill have on staff and colleagues to ensure that the

objectives of the organisation are reached.

Key features attributed to leadership, according to Knights and Willmott (2007:281), include

a clear and compelling sense of vision, admiration and/oecespm followers, ability to
communicate and persuade, capacity to provide and stimulate creativity and innovations,
clear linking of strategies to vision, and engendering of confidence and optimi$ma.
conclusion is that the function of leadership etter undertaken individually or collectively,
involves not only the achievement of tasks but also the maintenance of group processes. The
challenges put to the manager of an NPO include the achievement of goals but, in the
process, the NPO needs to beinteined and sustained to ensure service delivery, often
under trying circumstances. This could be a challenging prospect to achieve for any social

work manager and will need some process of skill enhancement or transition.

7.3  Perspectives on leadership

Different perspectives on leadership exist that require further discussion.

Firstly, the classical approaches perceive leadership to be an attribute of the individual (a
trait) based on the assumption that some people are born with certain physaetecistics,
aspects of personality and attitudes that allow them to be leaderspnyng the people they

lead to achieve the common goals they have.

The second perspective on leadership focuses on behaviour and it examiiki¢nee a

| e ad ehavibs hab @n followers.
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The third perspective f marsha busnanpoimornatiomal of e ader
material resources to achieve the set goals (Couksh@blullender, 2006:99.00; Goodman

et al, 2007:291] ewis et al, 2007:247).

It is important to distinguish between transformational and transactional leadership.
Transformational leadership imply leaders who stimulate and inspire others to achieve
extraordinary outcomes through empowering them and allowing them to grow through
aligning t heir skills with the organisationds ne
leadership through social exchangeelationship between leader and followers e.g. offer
financial rewards for performance or withhold rewards for lack of performgBessand

Riggio, 2006:3). Both forms of leadership are relevant for social workers managing an NPO,
but the researcher is of the opinion that transformational leadership will be the best approach
in the NPO milieu. The service range of an organisatiandcbe focused on one specific
target group, for example youth care, but five diffegogrammegpresented to youth would

be implemented to reach different objectives. The NPO manager would have to be able to
accommodate all the combined and personandgs, thegoverning board staff and
volunteers for these services to manage the overall process, and achieve the planned

objectives.

7.4  Integrating leadership into social work NPO management

It is important for all managers to understand their imib@geas leaders on the tea@ocial

work managers who manage an NPO also need to develop leadership skills and acquire
knowledge to make an impact on the environment they manage. Gosling and Mintzberg

(2003:17) identify five mind-setsof a manager necesgao improve his/her leadership.
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The researcher applies thesend-sets as summarized in Table 7, to the social worker

managing an NPO.

TABLE 7
MINDSETS OF MANAGERS i INFLUENCING LEADERSHIP

Mind -set Application to social work management in NPOs
Managing self: the reflective 1 The social work manager in the NPO has insight int
mind-set his/her personal skills and knowledge concerning th

requirements of leading the organisation.

1 There must be a transition from being a socialkeo
to NPO manager and a process of growth towards
stronger managerial skills and knowledge.

Managing organisations: the 1 The social work manager analyses and think
analyticmind-set strategically about the services of the NPO, the
financial and human resrrces needed by the
organisation to deliver the service, the needs of the
clients base, and limited resources available to be
utilized creatively to provide the service.

Managing context: the worldly |  The social work manager is knowledgeable alboe

mind-set trends, services and most recent tendencies in the
national and international areas of service delivery.

1 Knowledge concerning the availability of funding on
local, national and international levels to fund servid
of the NPO is extremely iportant.

Managing relationships: the 1 The social work manager have the skills and ability
collaborativemind-set identify, network and form partnerships with various
role-players in the field of service delivery to ensure
effective service delivery tdvé community served an
also the future existence of the organisation.

Managing change: the action |  The social work manager is able to facilitate the
mind-set evaluation, planning and actions to promote and
advocate for changeespecially in South Africavhere
there are still many people living without basic
services.

(Developed from information in Gosling and Mintzberg, 2003)

The mind-sets summarisedin Table 7 cover a wide spectrum of processes in personal
development and growth that takes place withisocial worker becoming a NPO manager.
The identification of the skills and abilities needed to fill expectations as discussed in each
mind-set provides a guideline to social workers to identify areas of personal growth and
development to work on in ¢ir transition process, and add value to the final process

outcome.
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The following conceptual framework from Lewes al. (2007:281) was adapted to illustrate

the soci al

FIGURE 5
HUMAN SERVICE MANAGEMENT
GOVERNING BOARD

wor k

manager 0s |

eadership

wi t h

T INTERACTION BETWEEN MANAGEMENT AND THE

Planning
Strategic planning is needed to guide t
planning of organisational activities.
Both the board and social work manage
have a very important role in this
planning process to ensure resources apd
capacty will address the identified needs

/\

]

[}

Monitoring and

evaluation
Social work managers monitor and§
evaluate service quality, quantity ang

Implementation
It implies the process and interactibetween
staff and managemetd steer and implemen
the activities of the orgasation.

standards on a daily practical level
where theboard will evaluate on an
overall level and often only to ensur
compliance with budgeting

D

Leadership

Designing
When the organisation is clear on th
services they want to deliver, the soci

work manager plays a key role i

identifying  staff component an
infrastructure needed, and also faalies

the designing of services. Proposals a|
presented to the board that will includ
changes in the Organisational Chart an
budget as motivated by identified needs.|

0]

&Ry

Supervising
Supervision of social work, staff an'z
volunteers of the organisation needs
include delivery of service, but als
training needs and debriefing of tlees

%)

Governance
It implies the process and in&etion between
management and the boatd govern and
steer the functioning dhe organgation.

\

staff members. The board will play a le
active role in this management function.

Staffing
The appointment of staff is normally
function of the social work manager by
salary scales are approved by the boar
Appointing a new manager of the NPO
a function of the board.

— D

\/

Budgeting

Budgeting must

approved. The NPO will almys be vulnerable
due to this reality. The social work manager
needs to prioritise financial needs and th|s
projection then needs to be ratified by the
board. The monitoring of expenditure againpt

the budgeting takes place at an implementatipn

level by thesocial work manager and at a
overall monitoring level by the board.

ensur|e
reach the targets set. Often budgeting relips
heavily on expected income that is not yet

t he NP OOb6 s abilit

(Figure adapted fronhewiset al. 007:28) to include a description of each function and include governance and implementation)

Figure 5emphasize that leadership in NPOs is shared betweegalerning boarénd the

social work manager.

Interactive functions that comprise the role of leadership include

planning, designing, staffing, budgeting, supervising, monitoring and evaluating. These

functions cannot be executed independently and need to interact with each other and

influence each other.
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Parallel with this is the realization that NPO management happens at two ievels
governanceby thegoverning boar@éndimplementation by the social work mnager. Both

parties need to utilize a process of consultation and negotiation that strategically evaluates
and monitors the functioning and financial expenditure of the organisation according to

strategic objectives and budgets.

Four models of governaaavere identified in the literature. These models highlight various
common approaches to governance in NPOs, and they are used in South Africa for the
governance of both national npnofit bodies and national networking organisatiddSD,

2010: 67):

1 Thepolicy governance model proposea separation of powers and functions between

the board and the staff of NPOs.

1 In the constituent/representative board model the board normally acts for the
constituencies or communities that the members represent, rajl@onstituents to take

part in governance.

1 Theentrepreneurial board model has a strong focus on entrepreneurship and market
orientation and allows for the organisat.i

market, relying more heavily on the sale of g@and services than on donations.

1 The emergent cellular (networking) model typically emerges when a number of
organisations come together to pursue a shared purpose in a combination of
independence and interdependence.

The important influence of govemee in the management of an NPO can never be

underestimated and should be well understood by social workers when becoming NPO

managers.
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8. THE TRANSITION FROM GENERIC SOCIAL WORKER TO NPO
MANAGER

8.1  Description of the transition process

The transition ofsocial workers into NPO managers must be respected as a process during

which the required business management skills are mastered by the social worker on route to

becoming a manager. The process does not happen suddenly when a social worker is

promoted. twever, it is necessary for the social worker to make the choice to transform

into a manager and to realize the need for acquiring new knowledge and skills.

The transition from social worker to NPO manager, as outlined by Van Biljon (1999:358)
needs margers to prove more than ever that their organisations can help their clients
significantly. Knowledge, competence and skills required of managers are different from
those required of social workers who deliver direct social work services, and their @aucati
and training should also be different (Van Biljon, 1999:358)ere must be a new process of
thought concentrated on the expectations and responsibilities the new management position

requires.

The professional must move from the position of beingjondgmental with clients to one of
being an evaluator of workers; from playing a motivational role for clients taking
responsibility for their own lives to being a motivator, urging fellow service providers to take

responsibility for mutually accepted gealnd objectives (Lewist al, 2007:149).

8.2  The stages of the transition process
According to Hannagan (2005:653), management careers tend to evolve through a series of

stages. These stages are summarized in Table 8 and are applied to the NB@. situati
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STAGES OF THE TRANSITIONAL PROCESS OF CAREER PROGRESSION

Stage Description Application in NPO
1. Exploration Beginning of the career, This may be when a person stat
stage characterized by se#dnalysis and| working at an NPO asocial

exploration of different types of
available jols. Late teens early
20s.

worker.

2. Establishment
stage

Career path is established. Midg
20si middle 30s. Jobs establish
pattern where experiences from
stage one are put into practice g
ead job is seen to be a
progression of the previous job.
Promotion is sought in the same
company or can be in different
companies. A pattern is being
established.

Thesocial workeiin an NPO may
become a supervisor and turns
expert in a field of serviceush
as child and family care.

3. Maintenance
and growth
stage

The established career pattern i
maintained and nurtured. The
manager 6s car e¢
even stagnate. Mid 30s to 40s
onward. Career may reach a
plateau where there is little
further devebpment. Possible
sense of fulfilment.

Social workers in NPOs may in
this stage be appointed as
managers and often are in this
position for the rest of their
careers.

4. Decline stage

This stage usually occurs near

retirement’ from the 60s onward
Due toage or loss of interest in

the job, managers may not be a
to maintain performance levels.
Retirement and reflection on the
career takes place.

Social workers lack knowledge (
the latest trends in the field and
feel that they are ready to retire
mowve on. Succession planning i
necessary to e
future functioning.

Adapted from Hannagaf2005:653)

Table 8 describes the processcafeertransition through usinépur identified stages. The

initial stage describes the exploration of therent and preferred future state, contributing to
insights of the social worker. The process then moves on to the second stage focussing on

establishment. The social worker identifeeprofessiongbassion in terms of career exposure

is and how to develogs professional person.

This process is then maintained and growth added to the professional development of the

individual, untilreachinga stabilised career, and new skills are developed as needed.
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The finalstage describe®tirement and the end dine NPO managés career. This process
allows reflecting on positive and negative experiences and adding these to a process of
succession planning that wi || contribute to

feedback regarding lessons learned.

8.3 Implications of the transition process for the social work manager

Social workers who perform well in their generic workload are recognised in their field, and
in time find themselves being promoted to supervisors and often into social work
managementgsitions. This might be middle or senior management positikasushinand
Harkness(2002297) states that the demands on social work supervisors (and managers)
differ from those of a social worker. It demands the mobilization of a set of skills not so

directly required for generic social work service delivery. This implies a transition process.

Coulshed and Mullender (2006:13) state that, in the transition from social worker to manager,
the person may be faced with mixed feelifigshile looking forwad to the new skills and
knowledge/challenges of management, there may also be a fear of losing touch with direct

practice, and maybe even of becoming deskilled in doing clinical social work.

According to Kadushin (1992:29297) the social worker who bames a supervisor needs to

be aware of his/her motive for change, focus on the preparation for change, and change
within themselves and their professional identity to facilitate the transition process.
According to the researcher, this is also applicalilerwthere is promotion to a managerial

position.
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The researcher further holds the view that any social worker who is appointed in or promoted
to a managerial position must be aware of the new boundaries he/she will be required to
functionin. Lewiset al (2007:149150) identify three focus areas in this transition process:
(1) assuming greater authority and responsibility for policy formation within the organisation,
(2) implementing administrative tasks, and (3) moving away from direct therapeutic

intervention.

The NPO manager needs to understand the conflict and complementing relationship between
continuing to do generic social work and focusing on management as appdihtednight

not always be possible in the South African context, as socialerseie a scarce resource,

and the case loads of many NPOs require the manager to continue doing some direct social
work practice work as well as to manag€&he researcher holds the view that a manager,
when managing, needs to bear in mind a bigger @atéithe organisation as a whole. This
could form part of the transition in the attitude of the neappointed manager. The service
delivery of all theprogrammesnd projects of the organisation will be his/her responsibility,
along with the financial ahhuman relations management. The skills of the social worker
who becomes a manager need to grow and develop into specific managerial skills and

knowledge.

There must be strategic thought regarding the best interest of all groups involved in the
organiséion. The transfer of management skills will empower social work managers to think

more strategically about the services their organisation (NPO) delivers.
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9. CONCLUSION AND RECOMMENDATIONS

Social work as a profession will be a dynamic and -elangng discipline as long as it

involves service to people with diverse needs. This service can be direct or indirect, as in the

case of an NPO manager whose establishment serves the needs of people by means of proper

management. This chapter explored andcdlesd the NPO environment by means of a

comprehensive literature studyhe unique demands, challenges and opportunities that could

be included in developing an orientatiprogrammedor newly-appointed NPO managers
were highlighted. Incorporating thelfowing aspects as highlighted through the literature
study, into an orientation model will facilitate the transition from social worker to NPO
manager:

1 The historic background of the development of NPOs in South Africa that has created a
specific dynamic environment in which an imbalance in service delivery often
complicated the NPOs functioning. Specific knowledge and skills are needed to plan and
implement service delivery as NPO managers within this environment.

1 Management processes in NPOs in SoutticAfare mostly based on governanthis
process describdsow responsibility for the management of the NPO is shared between
the electedjoverning boar@nd the appointed manager of the NPO.

1 Specific policies and legislation exist within the South Afmiczontext to guide and
regulate the development and management of NPOs. It is imperative that the NPO
manager takes note of these to be able to take the lead in the NPO.

1 NPOs in South Africa are facing specific social, political and economic factorsubat p
pressure on the NPO and, in the process, the manager of the NPO.

1 Specific management schools of thought and theories are available to guide the

management of NPOs and allow managers to develop a own personal management style.
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1 Facilitation of the develapent of strong leadership skills is needed to enable dealing
with the challenges specific to the NPO milieu.

1 The challenges and priorities of service delivery within an NPO framework require social
workers who are entering the field of NPO management teradaransition to become
NPO managers. An orientation process, that should form part of governance of an NPO,

should equip the new manager with specific skills and knowledge.

It is therefore recommended that the specific management training and des@lo@®ds of

NPO managers be explored and reported, to enable the development of an orientation model
that would assist social workers to make the transition from social worker to NPO manager.
This would empower the new manager with knowledge and shélsviill enable him/her to

lead the NPO within the framework described in gty

Chapter 4 will describe thgtuational analysisf NPOs in Mpumalanga being investigated in
terms of their structure and general management.sitoigtional analysigsvas dondo gather
information on NPO management and transition in ordérfloencethe development of the

final research process.
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CHAPTER 4
RESULTS FROM THE SITUATIONAL ANALYSIS

1. INTRODUCTION

This chapter reports the findings of thieuational aalysis which exploredthe feasibility of
conducting a skills and knowledge assessment among social workers asmciabnworkers
who manage NPOs. The purpose of these evaluations vim®nm the development of a

model that would facilitate the tratish from social worker to NPO manager.

2. BACKGROUND AND APPROACH TO THE SITUATIONAL ANALYSIS
The situational analysifollowed a dual approach in order to gather as much information as

possible to guide the research process.

The first approach focusexh the inclusion oflaNPO managers in Mpumalandaoth social
workers and noisocial workers. Both groups in Mpumalanga were requested to participate in

thesituational analysiby completing the selidministered questionnaire.

The second approach dased on current management training available in tertiary
institutions that offer social work training, and its relevance to this study. This was done via
an emailed questionnaire sent to all the heads of social work departments at tertiary

institutions n South Africa.

2.1  NPO managers in Mpumalanga
The researcher is a member of the Mpumalanga Welfare Forum and obtained permission to

use the members of the forum for datdlection purposes during tisguational analysis
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2.1.1 Methodology

The Managemnt Committee of the Mpumalanga Welfare Forum provincial body
(MANCO), which represents 8 municipal sgloups, was requested to allow their district

and regional offices to participate in this studyANCO represents a large number of NPOs

in the provine at various levels (rural, urban, local, and provincial).

The Mpumalanga Welfare Forum provided the researcher with a list of 43 names of
organisational representatives, and they were included in the studyad8eifstered
guestionnaires (@dendum % were forwarded to them. The provincial NPO offices were
telephonically requested to forward the questionnaire to the regional offices. Questionnaires
were distributed to participants via emails and faxes as far as podsias found that not

all small, rural areas had access to landline telephones, internet or fax facilities, and thus
these offices could not be reached to be included in the stddgt of the norsocial work
managers preferred not to participate indheational analysjsas it was prceived as a social

work study and they did not feel equipped to complete some of the sections in the
guestionnaire. This feedback was significant for aligning the final research process and
influenced the development of the study to only include mandigarsvere qualified social
workers in the main study. The feasibility of the main study was strengthened by this

feedback.

A literature study was conducted at the beginning of this project to understand the
functioning of NPOs in South Africa. Areas wmiterest reviewed in the literature study
included the following: the governance structure of NPOs, policies and legislation related to
NPO management, social, political and economic factors that influence NPOs, management

theories, leadership, and the nisdgion of social workers to social work managers.
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This literature study served as a background for interpreting the functioning of social work
managers of NPOs in Mpumalanga. The literature study provided an overview of the current
situation of the NPGsector in South Africa, and information from the literature study was
incorporated into developing a questionnaire to condwgituational analysigsmong social

workers employed by NPOs in Mpumalanga.

The experiences of experts of NPO management werbegrthrough interviews with
various individuals in this field. The feedback and guidance provided was included in the

main study.

2.1.2 Sampling

Participants were selected by means of a purposive sample (Strydonb:2Z32)1 The

inclusion criteria wer¢he following:

1 NPOs who are members of the Management Committee (MANCO) of the Mpumalanga
Welfare Forum

1 Suboffices of MANCO NPOs who volunteered to participate in the study (limited
snowball sampling effect)

As not all NPO managers are qualified socialkers and the objective was to find as much

as possible information to guide the main study, this sampling frame was very suitable to the

situational analysisThe targeted population in Mpumalanga province thus included all NPO

managers. As this study waonducted from a social work perspective, the expected non

response rate/percentage was high.
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The feedbacks from thgituational analysidead the main study to focus on social workers
managing larger offices on provincial level. Social workers mawgagec al | ed @A one
of ficesd would therefore not be able to par

for the questionnaire on their observation of senior management at provincial level.

2.1.3 Instruments

Selfadministered questionnaires (Addem 4 were developed in collaboration with the
Statistical Consultation Service of the NeWfest University, Potchefstroom Campus. Using
the same questionnaire for social work and-social work managers did not indicate a
variance in level of skillsrad knowledge between social work and ssatial work NPO

managers, asnly 20% of norsocial work managergarticipatel in this survey

Two small group discussions were facilitated as part osifuational analysi$ one with a

group of social work maagers in Nelspruit and the other with a group of directors from a
national NPO: this served as a supplementary source of data regarding the construction of
the focus group guideline. Information from these two groups was incorporated into the

design andtructure of the focus group guideline.

This process allowed the initial testing and adaptation oinieemation needed through the
measuring instrument (questionnaire). It also indicated that a questionnaire combined with
focus group discussions wesglitable procedures of data collection for this process. All
research procedures were facilitated by the researcher and there was no training of field

workers.
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2.1.4 Analysis

During thesituational analysis total of fifty questionnaires were completaad received

back from respondents in Mpumalanga (66% response rate). Ten (10) questionnaires were
incomplete where 5 or more questions weffe blank. These incomplete data sheets could

not be included in the results of thikuational analysisA totd of forty questionnaires (53%)

were completed in full by managers and were used to provide guidance as part of the
situational analysisAll the respondents who participated in this study were managers of
NPOs from different fields of social service in Mpalanga. Many of the members of the
Mpumalanga Welfare Forum had no social workers in their NPOs, for examplelased

care groups and early childhood development centres. These members requested feedback
training after completion of the study to infio them about possible future management
training for their managers. This was meani:r

of management knowledge and skills.

Data collected via the questionnaires was captured by the Statistical Consultatioa 8k

the NorthWest University, Potchefstroom Campus. Interpretation and analysis was done
using the SAS System sustainability of interview schedule or questionnaire (SAS Institute
Inc., 2005). The number of codes per question and captured parscipantr e sponses

determined through this process.

3. DATA FROM THE SITUATIONAL ANALYSIS

3.1  Profile of NPOs in Mpumalanga

NPOs have been role players in addressing the requirements of vulnerable communities since
civil society began responding to thesds through various religious, cultural, and welfare

communitybased groups during the colonial period (NGO Handbook, 2009:1).
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In recognising the role of NPOs in service delivery, the South African Govermmaated

the NonProfit Organisations Act/(L/1997) as an initiative to create an enabling environment

for the nonprofit sector PSD, 2001:7). This processntailed the creation of administrative

and regulatory frameworks in which NPOs can function.

The situational analysisesults indicated that 4@spondents completed the questionnaire, of
whom 32 were social workers and 8 were+sougial workers. Data analysis did not indicate a

significant difference between the responses from these two groups. More details on the

profile of the respondents asammarized in Tabl®.

TABLE 9

PROFILE OF RESPONDENTS

Area Profile

1 The Among respondents the job title of NPO managers seems to be m
ma n a g e r | directors (33%) and office managers (23%). The rest of the job titlg
job title range from CEO to project manager.

1 Thenumber of | 60% of participating NPOs indicated the staff component as being
employees between 6 and 15 staff members, while 18% has a stafbgfebple
managed and 22% has more than 15 staff members.

1 Yearsin According to indications by participants, 48% of the NPOs had beg
operation existence between 1 and 50 years and 38% of them between 50 a

years. 14% did not indicate how long their organisation had been i
existence.

1 NPOs 95 % indicated voluntary registration as NPO with the NPO directo|

organisational
registration

and 15% were also registered as Section 21 organisations with the
registrar of companies.

1 Fields of Service delivery within participating NPOs was indicated to be eve
service distributed across all the fields of human services (the aged, family
care, child protection, women and victim empowerment, disabilitieg
substance abuse, youth development, créches, and HIV and Aids)
1 Keyrole Role players identifié as most involved in the governance of NPOs
playersin were boards of directors and management of the NPO directors.
NPO
management
1 Management | Processes followed to manage NPOs mostly included board meeti
processes overseeing organisational functioning and directors taking

responsibility for dayto-day management of the office.
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Area Profile

1 Training 32 respondents (80%) were social workers. 5 respondents (12.5%
indicated training in teaching, nursing, MBA, and clinical psycholog
and 3 respondents (7.5%) refrained from indicating tpealification.

1 Years of Experience as managers were evenly distributed: 50%-th8d/gars of
experience experience as managers and 50% had 11 years and more. Of the
group, 43% had more than 16 years of experience.

1 Management o Management by objective was identified as the main managel

knowledge theory underlying management style

and skills of 0 Monitoring, evaluation, and liaising between staff and board
respondents members were identified as the main responsibilities of
indicated management

o Planning, organisation and leadership were identified as main
management functions

0 Achieving the objectives of the organisation, budgeting for ant
expense, effective use of time, evaluation, and planning were
management skills participants rated leigih

Judging by theresponses summarized in Table NMPOs in Mpumalanga have a definite
management structure, but no uniformity in terms of job titles for manadws.all NPO

managers are social workers, since respondents trained in other servgbadisddalso been

appointed as NPO managefBhe appointed managers seemed to have different management
experience: 50% had more than 10 years and 50% had less tlyae 80r s 6 eg per i e
managers. The main role players in the NPOs are the Board aftdd&eand directors

(employed manager).

Services provided in NPOs in Mpumalanga are mostly registered with the Directorate for
NPO registration and some also registered as Section 21 companies and cover the spectrum
of the human services fields. 38 %respondents indicated that some of these services had
been provided for approximately 100 years, indicating a rich history of service to the

communities.
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However, 48% of NPOs are younger than 50 years and are also providing services in their
communities The size of NPOs vary: 60% have betwedrb &taff members, 18% have less

than 5 staff members, while 22% have more than 15 staff members.

The management of different size NPOs is influenced by the management style, which was
primarily indicated asmanagemenby objective This is supplemented by the skills and
knowledge of managers, which the data showed to be important. Based on participant
responses, managers seemed to be generally aware of manageecdit skills and
knowledge. This profile W, however, be supplemented with the specific requirement for

management training as indicated in the data below.

3.2 Training needs of NPO managers in Mpumalanga

Payne (2002: 223)..Wwhaiwe mean ih managéenent, whahitanteansito be
a manager in social work and what it means to incorporate a concern for management within
social work raise complex issues Pitse and Taute (2005:17) state that one of the most
significant resources in management is training, and that training is amgrgocess that

enables managers to understand, develop, maintain and upgrade human resources.

The researcher holds the opinion that understanding the training needs and existing
knowledge and skills of NPO managers will add to the orientation proegssed to ensure
that social workers make the transition to NPO manageewler and Hearn (1997:195)
conclude that very little is known about who exactly social work managers are, what kind of

people occupy these jobs, and how their backgrounds teltteir present responsibilities.
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To contextualise these complex issues, the preparation, previous training, challenges, and
desire for training and preferred methods of social work training were investigated in NPOs

in Mpumalanga.

3.2.1 Preparation ard training managers had before taking on the responsibilities of
managing an NPO
There must be a process of transformation in the functioning of social work managers which
requires substantive changes in the scope, complexity and priority of their coonxeetamd
required skills (Preston, 2004:84). This implies that social workers are forced to move their
focus from the psychosocial functioning of clients to the external and internal environment of
the organisation they have been appointed to manage. fideesp of orientation or
preparation for the management position appointed for was probed through a@ndpdn
guestion. Respondents provided feedbaadéndum 4 question 5.1) on the orientation that
helpedto prepare them for the appointment as marseagdre responsesere processed into

the following themess structured in Table 10

TABLE 10
PREPARATION AND TRAINING OF MANAGERS

Identified theme Responses relating to the theme

Orientation at NPO Orientation on appointment reglimg job description and organisational structu
and working under the guidance of a social worker manager

Courses attended Various courses were attended, including:

Business Management

Financial accounting and financial management
Evaluation

Conflict management

Human resource management

Project management

Disciplinary action and labour relations management
Fleet management

Intercultural management

Facilitation

Leadership

=A =4 =4 =4 4 -4 -4 -4 -4 -8
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Identified theme Responses relating to the theme

Informal training In-service training, peer group consultation at local, @&l and national levels
consultation and guidance from the board of directors, practical experience,
observation, seléempowerment through reading, and implementing new

knowledge.
Social work supervision | Attendance of various supervision wehiops and training courses
training
Social work training Management module included in social work graduate training and managen

modules included ipost graduaté&aining

Management experience| Respondents whwere not social workers had experience in the commercial
(mostly answered by | business sector, teaching, community volunteer work and in the government
non-social work sector.
managers)

From the total of 40 respondents, 4 respondents did not complete this question. The 36
respondents who completéite question consisted 00 380%) social workers an@ (20%)

non-social workers.

The abovementioned data clearly indicates various sources respondents identified as having
supplied them with preparation and/or training for their role as NGO managinsnah
support and advice from peers as well as the board of directors seems to be a very valuable

support structure for managers.

Only one respondent indicated orientation as part of the preparation to be the manager of an
NPO. No respondents report@dspecific preparation or trainiqgyogrammeo prepare them

for management responsibilitiesThis correlates with a finding by Van Biljon (1999:352)
which reports that social workers receive absolute minimal training to prepare them for the
managerial wk ahead.1 t i s t he researcherds view that

limited and fragmented preparation for taking on the responsibilities of NGO management.
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Limited management training and preparation could be due to a lack of relevamgtrain
opportunities for NPO managers, lack of funding to support the preparation and development
of an NPO manager, lack of time due to high workloads, or else lack of insight into the

necessity for management training, and no motivation to attend avarkahiag.

3.2.2 The need for additional training
A literature review revealed that even though there is information on the perceptions and
knowledge surrounding management as a specific skill in social work, limited information is
available that pertag specifically to social work knowledge of NPO management in the
South African context. As part of the survey conducted, respondents were shown a set of
statements to rate on a feawint scale (where 1 = not at all; and 4 = to a large extent)
according ¢ its perceived relevance to NPO management (Questionnaire 1 quesiidde®.2
Addendum 4. There were 5 respondents (12%) who did not complete this question
indicating that they were not qualified social workers and the statements were social work
spedfic. Thirty five respondents (88%) completed the question.

The interpreted data

procured from the rated statements are providdable 11

TABLE 11
SOCIAL WORK MANAGEMENT CHALLENGES AND EXPECTATIONS i RATING OF
STATEMENTS
STATEMENT 1 2 3 4
Not at all Toasmall | Moderately | To alarge
extent extent
Social work experience in case managemen| 20.6% 38.2% 26.5% 14.7%
prepares someone sufficiently to manage an
organisation
With the current shortage of social workets, | 27.3% 36.4% 21.2% 15.1%
is more effective to employ businesained
managers to run NPOs and allow the social
worker to function in the social work field of
service
Social workers should stick to doing what thg 59.4% 15.6% 15.6% 9.4%
do and not be managing organisations
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The data received indicated that respondents gave varying ratings in response to the statement
fiSocial work experience in case management prepares one sufficiently to manage an
organisatod0 wher e the majority of respondents (&
work case management has a limited impact to prepare them as managers, but there was a
significant number (14.7%) of respondents who indicated that casework managensent doe

empower them to become managers.

The data projected thdt7 . 3% of respondents tot aWiththe di sag
current shortage of social workers, it is more effective to employ budiagssd managers

to run NPOs and allow the soclor ker t o function i n .tThee soci

rest of the respondents indicated their agreement at various leVdls could be an

indication of the frustration NPO social work managers experience in relation to their own

skills and knowddge of managemeni he r eact i on Socdal wotkers skouldh t e me n
stick to doing what they do hoavevdr, indicated thae ma n
social workers are resistant to being restricted to only social work, since more thartialf of

respondents (59.4%) did by no means agree with the statement.

This creates the impression that social work managers would be able to manage NPOs if
equipped with the necessary management trainfing. responses mentioned above leads one

to conclue that social workers are currently becoming managers of NPOs without proper
training, and the use of specialist managers without social work backgrounds is not seen as a

solution to the managerial shortage in NPOs.
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3.2.3 Training needs and priorities bNPO managers

For NPO managers to improve their knowledge and skills, to equip themselves to work more
effectively, and to further improve their employment situation, NPO management training
should to be in accordance with the educational requiremetih® ohanagers. A collection

of training needs and challenges was identified in literatud@¢ndack, 2000Coulshed and
Mullender, 2006 Lewis et al, 2007; and Weinbach, 2008 and, in consultation with

managers, compiled into a list.

Respondents wemequested to rate their training needs on a-fmint scale ranging from 1

(not important at all) to 4 (important to a large extemAgdendum 4 question 5.5).

Interpreted data was produced by scoring each statement with a mean rating out of four.
Respodents were provided with an option to name other training needs to which one
respondent added Acrisis management o and an:

regarding childreno. Responses to6the 1|ist
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FIGURE 6
TRAINING NEEDS AND PRIORITIES IN NPO MANAGEMENT

Working with volunteers

Working with the govemance of a board of directa

Strategy development according to organisational mand
Programme manageme

Fund raising
Financial manageme

Marketing of services

Maintain relationshipwith national & intemational fundel
NPO Legislatio

Labour Law

Human resource manageme

Staff performance

Training needs

305 31 315 32 325 33 335 34 345 35 355
Mean response out of 4

It is noted that all the needs was rated above 3 out of 4, thus at least moderately important.

From these results four areas of training needs could be prioritised:

1 Staff performance (rated 3.5 out of 4), labour law (rated 3.4 out of 4), and human resource
management (rated 3.4 out of 4) were combined to form the primary field of training
needs and challenges (focus on staff management).

1 NPO legislation (rated 3.4 bwf 4), including marketing (rated 3.4 out of 4), and
maintaining relationships with international and national funders (rated 3.4 out of 4)
could be combined as the second area prioritised for training needs and challenges (with
the focus falling on NP&@pecific aspects, including marketing and funding).

1 Programmemanagement (rated 3.3 out of 4), fundraising (rated 3.3 out of 4), and
financial management (rated 3.3 out of 4) could be combined as the third area of training
needs and challenges (focusing thie implementation oprogramme} prioritised by

respondents.
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1 Developing programmesstrategy within the company mandate (rated 3.2 out of 4),
working with volunteers (rated 3.2 out of 4), and cooperating with the governance of the
board of directors(rated 3.2 out of 4) could be combined as the final area of training

needs and challenges (focusing on the volunteering aspect of the NPO).

Data portrayed in Fige 6 indicates that respondents viead training on management
relationships between managemant staff within the as priority training nedPO (staff
performance was clearly the highest rankddgsponses suggested that participants felt
sufficiently knowledgeable about working with volunteers and developing a strategy for the
organisation, ashese were ranked lowest in terms of learning requirements. The training of
managers should complement existing knowledge of direct social work services to ensure

effective management of NPOs.

3.2.4 Suggested methods to be used in management trainingpobsworkers

In the questionnaireAddendum 4 question 5.3) respondents rated methods of training
(where 1 = not important at all and 4 = important to a large extent) they considered most
suitable to prepare managers for the role of supervising an NR® data analysis and
interpretation yielded a mean rating out of four that was allocated to each stat€heent.

results are presented in Table 4.
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TABLE 12
SUGGESTEDTRAINING METHODS
Not Important Moderately | Important Average
important to a small important To alarge | rating out
atall =1 extent =2 =3 extent =4 of 4
Short course in management 0 3% 15.2% 81.8% 3.8
Workshop on management 0 6% 12.1% 81.8% 3.8
Corference on management 0 12.9% 35.9% 51.6% 3.3
One year management qualification 5.9% 23.5% 17.7% 52.9% 3.2
No additional training needed 48.3% 0 10.3% 41.4% 2.6
Ma s t degrée $n management 21.4% 32.1% 17.9% 28.6% 2.5

There seems to be a preference for the shorter methods of training such as a short course or a
workshop on management (81.8% of respondergfeped these methods). This might be

due to the limited time social workers in management positions have. They would thus have
to attend training while trying to be an effective manager at the same time. A conference on
management (which 51.6% of resgents rated as important to a large extent) and a one
year qualification in management (which 52.9% of respondents rated as important to a large
extent) also appeared to be the preference of respondents. Previous findings by Van Biljon
(1999:365) were cdimmed by the indications above, as it also stated that there seems to be a

need for a ongear certificatgorogrammesn management training.

3.2.5 Possible training providers for social work management training

The training offered to managers of NP€d®uld be of a high standard and in accordance to
acceptable academic standards. The NPO environment is unique and puts forward its own
demands to the managdratel (1998:116) states that NPOs and social workers must undergo
drastic changes to accommaglfiansformation, and university curricula should be adapted to

meet this challenge. The questionnaire Addendum 4 question 5.4) explores the
respondentsdé views on possible training pro

work managersThis information is refined in Figure 7.
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FIGURE 7
POSSIBLE SERVICE PROVIDERS FOR SOCIAL WORK MANAGEMENT TRAINING

University Social Work Departmen— 3.2

Peer group (fellow managers)[NNERE 322
Business school[ I 32
Mentoring by senior social worke i 31
Consultants [N 2.7

Mentoring by Board _ 2.7

There seems to be a necessity for a combination of academic and experienced peer group
training providers among nesndents. Respondents indicated a preference for university
social work departments (rated 3.2 out of 4) as well as peer groups (fellow social work
managers) (rated 3.2 out of 4) as training providers for NPO managésscould be a result

of the specit want for focused social work management training. The inclusion of business
schools (rated 3.1 out of 4) and mentoring by seniors (rated 3.1 out of 4) confirmed the
abovementioned pattern of response concentrated on academic and peer group training
standards. The responses pertaining to the use of consultants (rated 2.7 out of 4) and
mentoring by the governing board (rated 2.7 out of 4) are on the same Regbondents

clearly valued the established resource of knowledge and experience on oftersbitants

and governing boards can offer NPO managers in terms of training and mentoring.
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This is in line with the corporate learning approach described by tinetdity of Cape
Town Graduate School of BusineddCT GSB,2009:2), which indicates thadult learning
is a social activity, and new knowledge cannot be assimilated without a structure already
developed from previous knowledge and experience. Values and the relevance of learning

must be explicit as managers pursue what they value and eoraielvant.

3.2.6 Support structures needed by social work managers

Managerssho aim to move up in an organisationos
their role, the organisation and the woldlQT GSB 2009:1).Thi s i mpl i es t he i
ofol d ways to make way for new thoughts and |
knowledge and experience to enable managers to function on a managerial performance
curve. Fulfilling the requirement for management training must be supplemented with
support and guidance accessible to social work managers. According to theGBBT

(2009:3), management development is an active process and takes place in a real
management context. The same source adds that adults learn by doing; learning is obtained

through experience.

The researcher is of the opinion that training a social work manager without providing any
support structures for the individual to consult and benchmark with, is an academically
focused process that would fail to stimulate practical agarial development. Support
structures often provide an environment where the néwaiged manager can practically
apply the skills acquired during management training. In this context, support structures fulfil
the role of peer counselling and mentgrilimong other challenges, social work managers
are responsible for establishing, maintaining and managing an organisation tasked with

providing quality services to a varied clientele within an unstable financial environment.
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This often goes along with genciling potentially conflicting family and employment
responsibilities. Time management can be a major stressor to social work managers
(Narayan, 2005:3). The researcher holds the opinion that this is especially applicable to the
NPO context. The surviVaof the NPO often depends on the ability to provide quality
services that are financially supported by the community serviced as well as the ability to
respond timeously to any funding opportunity nationally and internationally. The manager
has to attendo these matters while managing the organisation, ensuring service delivery,
consulting with the community serviced, reporting on services, and ensuring that services are

in line with the specifications set by the government.

Social work managers reqaisupport structures and strategies to ensure that the organisation
continues delivering services of a high standard despite challenges that might occur from

time to time. The themesimmarised in Table MBer e i dent i f i efeddackom r e s
on an @enended questionAddendum 4 question 5.7) regarding the support structures

necessary for social work managers to perform their duties

TABLE 13
SUPPORT STRUCTURES NEEDED BY SOCIAL WORK MANAGERS
Support structure Activities of support
Board of Directors {1 Support and guidance from board of directors
1 Responsible, reliable members that participate in organisationg
governance
1 Respect and recognition from board of directors
1 Mentoring from board members
9 Openness to needs and challes of the manager
9 Debriefing and improved remuneration packages for managers
Networking with other |  Mentoringprogrammes hr ough manager 6s
NPO managers provincial and national levels
1 Internship with established manager
9 Peer supervisiorhiannual meetings to share experiences,
networking inside and outside the organisation.
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Support structure Activities of support
Organisational Reliable structures inside the organisation in the following areas:
infrastructure 9 Governance structure

i Marketing strategy and team

i Financial and budgetary system and implementation team
(including fundraising)

 Human Resource Management policy and administrative syste
Employers Assistangarogrammes

9 Consultation on all legislative aspects with regard to NPO and
services of the NPO

1 Extended, sufficient staff to reach organisational objectives

=

Training i Biannual courses in management training

9 Courses in planning, leading, organisational skills, financial
management, strategic thinking, policy development

Clear boundaries 1 Clear job description and key performance areas as per
management position

1 Clear communication channels including decision making,

constitution, policies, job descriptions of staff, performance

appraisals and feedback

Mentorship and embracing ersan learning

Personal attributes Management style

Teamwork / team spirit
Family and marriage support
Balanced lifestyle

= =4 =4 -4 A

This study did not probe the availability of support structures for the social work manager,
but merely inquired about the prefaetreupport structures of the respondents. There seems to
be a fair distribution of expected support from boards of directors, peer groups, office
infrastructure, training, and then more personal areas of support. Although mentoring by
senior social workerwas not rated very highly as method of training, respondents in this
study indicated mentoring as an important support structure. Narayan (2005:11) indicates
that social work managers in her study reported very limited support structures. This is very
concerning, since social work managers could experience burnout and this will have a direct
effect on tle services they manage. TablecbBitains areas social work managers could use

as strategic information when positioning themselves as managers te #mesusupport.
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3.3 FEEDBACK REGARDING MANAGEMENT TRAINING AVAILABLE IN
SOUTH AFRICAN SOCIAL WORK TRAINING INSTITUTIONS

3.3.1 Profile of respondents

To assess current training institutions gndgrammesvailable for social work managers in

South Africa a questionnaireAddendum6) was developed. This instrument was aimed at

gathering comprehensive information ab@ubgrammesoffered from the target group

social work training institutions in South Africa. According to the database of the ASASWEI,

there are 17 South African social work training institutions. Three (3) respondents (18%) on

the ASASWEI database could not be reached and were not included in this research.

Fourteen (14) training institutions were included in this study. Seven (50%¢ oémaining
respondents completed the questionnakeldendum 6, questions 1.1- 1.3), and the
remaining 7(seven)respondents (50%) were contacted telephonically but did not provide
information according to the questionnaire and could not be includée ifeedback. Data

from seven 7) (50%) respondents who completed the questionnaire are provided below,
yielding a response of 50% for this research. The data presented indicate a call for
management training amongst NPO managers. These same rescétteititht the inclusion

of management training in graduate courses may be sufficient for implementation in generic
social work, but not for social workers who are appointed as NPO managers. Hence the
inclusion of management training at graduate and pedigite level was further examined in

this study.

3.3.2 Graduate training provided by social work training institutions
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Management training seems to form part of social work training from graduate level, and
there are indications of available postgradueteirses in social work focusing more

speifically on management.

Table 14reflects data of graduate training available at social work training institutions in

South Africa with regard to management. (Beeendum6, Question 1.3.)

TABLE 14
MANAGEMENT TRAINING AT GRADUATE LEVEL IN SOCIAL WORK TRAINING
INSTITUTIONS
Institution Management training at graduate level
University A One module with théllowing topics

1 Understanding theoretical underpinnings of management

1 Managemenand supervision

1 Knowledge and skills for managers and an appreciation for the
roles and functions of managers

Leadership strengths

Coping strategies to deal with stress and burnout

= =

University B One of 4 modules at finglear level:

Rationale of supervish in social work
Functions of supervision

Phases of supervision

Social work management and administration
Social work management functions
Management styles in social work practice

I Strategic management process

=A =4 =4 -4 4 -4

University C Does not offer management astpa graduatdevel training

University D One module with following exitevel outcomes:

1 Theoretical perspectives underpinning modern management
principles and characteristics of management and administrati

9 Skills and roles of managers

I  Writing businesplans

University E Upon completion of the module included in training, the student shoulg
able to manage work and a caseload in a professional and accountabl
manner

University F One module at2year level

1 To understand the basic functions, pritespand characteristics of
management and administration

1 Social service delivery with respect to planning, organizing, leadin
controlling and budgeting development of human resources
(Understanding of interdependence between these)
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Institution Management training at graduate level

University G Module o management in"4year

1 Comprehend and describe different theoretical perspectives
underpinning modern management

1 Understand and describe principles and characteristics of manage
and administration

1 Identify and understand various tasks and functiansés of
management and administration

1 Understand and describe skills and roles of social work manager &
administrator

1 Comprehend the role of office bearers and meeting procedures

Theoretical perspectives underpinning modern management

Critical thinkingskills within the context of management in social

work

Formulating a business plan to fund social services

Ethical and professional behaviour in the management context

Respect for social justice and diversity

Non-judgmental behaviour in this context

= =

= =4 =4 =4

Six respondents indicated that they provide management training as part of social work
programmesat graduate level. One respondent indicated that management training is
currently provided by the Economic and Management Sciences Department of the particular
institution. The majority of respondents have modules on management in their graduate
courses. Management training is included in most of the graduate courses, but is limited to
one module in most cases. This leads to questions about the level of detgjemant topics

include. It also does not seem to include the specific place of management in an NPO milieu.

Legislation stipulates that the scope of training in the graduate courses must be generic, and
both students and lecturers must comply with tnginpriorities as prescribed by the
curriculum. The social work qualification is developed by the Standards Generating Body
(SGB) for Social Work, which is a division of the South African Qualifications Authority
(SAQA). According to SAQA (2003:1)he qudification is registered as NSB 09, Health

Sciences and Social Services in @@vernment Notice nd91 (Government Gazette, 2003).
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This document formulates a number of dgitel outcomes which can be directly linked to

social work management and adrmstnation at graduate level. These outcomes include the

following:

1 Demonstrate an understanding of the roles, functions, knowledge and skills required for
effective social work supervision and consultation

1 Demonstrate an understanding of roles, functigm&ciples and characteristics of
management and administration within social service delizerg

1 Formulate a business plan for the funding of social services

The inclusion of management modules built around these outcomes provides a standardized
attenpt to address the call for management training in social wéitcording to the data

received from social work training institutions, this is currently the case regarding the
inclusion of management training at graduate levdbwever, as Skidmore (19%&2-34)

states, most social work graduate schools include classes or units on administration
(management) in their curricula; this ensures that all students acquire fundamental concepts,
principles and skills related to management and leadershighe rs e ar cher 6 s expe

becoming an NPO manager requires additional specialized training in management.

3.3.3 Postgraduate training provided by social work training institutions
Questions 2.1 2.4 (seeAddendum6) explored the availability of postgraduateinagement
training in South African social work training institutions. A summary of postgraduate

training offered by social work training institutions is supg@lin Table 15
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MANAGEMENT TRAINING AT POSTGRADUATE LEVEL IN SOCIAL WORK TRAINING

INSTITUTIONS

Institution

Management training at postgraduate level

University A

il

No postgraduate training regarding social work management

University B

Two SAQA-accredited short courses on social work management offer

il

Supervisio in helping professioris 20 hours including -hour exam
focusing on definition of supervision, methods of supervision,
functions of supervision, facilitating supervision sessions to reach
formulated objectives.

Management and Administration in social\dee profession$ 20
hours, including zhour written exam focusing on effective
supervision, staff management according to task readiness, writin
analysis report effectively and managing finances according to bas
principles relevant to financial magement.

University C

No postgraduate training on social work management

University D

Masters degree in welfagrogrammesnanagement with the main
outcome to equip students to act effectively as managers and
supervisors

University E

SAQA-accredited saal work management and administration short
coursei 40 hours of contact training and 40 hours of assignments
focusing on describing and discussing the nature of social work
management in terms of applicable theories, management concep
organisationkclimate and culture, implementing basic managemen
functions and practising, management skills and strategies to faci
achievement of the goals of the organisation

MA Social Work Degreé genericprogrammesvith one module on
social work managemerihtegrating management and social work
theory, practice methods and professional skills as they relate to
management in welfare organisations. Theories for social work
management and functions and skills required for competent
management of social workiwices are applied in the South African
context. Management of change and diversity, leadership, mentor
and supervision is also included in training.

University F

Postgraduate module on management and administration of humg
service organisations fasing on theoretical knowledge regarding
planning, organizing, directing, leading, decision making, controllir]
and evaluation, budgeting and development of both physical and
human resources with the view
objectives in an emomic manner within the context of a dynamic
environment.

University G

No postgraduate training on social work management

The findings portrayed in Table 10 confirm that, as training subject, social work management
tends to be integrated with other fgyaduate courses on offer. This is alarming, since social

workers promoted to managers have limited opportunities to empower themselves and

develop new knowledge and skills through additional specialist training.
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Three (3) respondents indicated that thdig not offer any postgraduate training in
management. The response indicated that two (2) institutions offer short courses in
management; one institution offers an accredited short course consisting of 40 hours of
contact training and 40 hours of praatiavork, and another institution offees training
programmedf more than 20 hours including eh®dur exam. Both these courses are accredited

with SAQA. Three (3) respondents indicated in question®22.3Addendum6) that it

offered other postgraduateining in social work management (modulernanagement and
administration in Human Service Organisatior

a module on management; and a postgraduate module on vpetigrammesnanagement).

Van Biljon (1999:3%9) and Kasiram (2000:263) confirm the availability of various courses in

social work at postgraduate level that includes management as a module at South African
tertiary institutions. It seems that training dedicated to social work management is limited,

but t hat modul es on soci al wor k management
programmes Patti (2003:6) strongly emphasizestha¢ s oci al wor k educator
credibility in providing training for managers until there is a demonstration thay know

how that knowledge significantly builds on the already available information from the

traditional management sourceo

When social workers with postgraduate degrees in social work are promoted within the
organisation, they have the structunel dupport in the organisation to guide them. However,
training is still essential for facilitating the transformation from social worker to social work
manager (Austin, 1989:56). This statement is confirmed by Menefee and Thomson (1994:14)

and Preston (4:84).
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These authors maintain that the transformation of a social worker into a manager requires
substantive changes in the scope, complexity, and priority of the competencies and skills
necessitated to become a manager. Hence it is necessary tatstitha development of
specialist management trainingrogrammeswithin social work training institutions to
include specific management modules and also to focus on the unique environment of

managing an NPO in South Africa.

3.3.5 Topics of importancedr social work management training

When developing a social work management trainomggrammes including the most
applicable topics is a major challeng€arious literature sources cite different content areas
to be included in such programmegAdirondack, 2000 Coulshedand Mullender, 2006;
Lewis et al, 2007 andWeinbach, 2003).A list of the most common topics in management
training was compiled in question 2.8ddendum6). A total of 7 respondents completed
this question by selecting predetenel topics from a list. This list included:

1 Time management

1 What is management

i Transition from social worker to manager

1 Supervising

1 Programmeslesign

1 Planning

91 Design of an organisation

1 Monitoring and evaluatign

1 Information management systems

1 Managment ethics

1 Leading and leadership
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1 Human resource / staff management
1 Financial management
1 Context of human services managemeantd

1 Management theories and styles

The majority of the topics included (excluding time management) were marked as ithporta

in management training by all seven the respondents. There was only one respondent who
added additional information indicating that quality management should be included in
training programmesThe statement by Lewist al. (2007:292) that manageriakaellence

requires not only technical mastery of the management functions but also the ability to
address social, cultural and political dimensions, illustrates that no curriculum for managers
could ever be complete: the environment with its beliefs,cgthralues, tradition and
customs wil|l never be complete and wil/l al
actions. Curricula regarding management training will therefore always be open and lenient

to allow effective and relevant training of managaran era of welfare services.

3.3.6 Rating of methods to enhance training of social work managers in NPOs

The methods used to train managers could differ from one institution to another. The
inclusion of management training in social work trainprggranmesshould be based on a
design that aims to provide necessary advanced expertise, knowledge and skills in social
work to the newlytrained manager. The methods that would optimise social work
management training, was rated by respondents ospa@nd scée (1 = not effective in
facilitating learning on this subject at all, and 4 = highly effective in facilitating learning on
this subject) Addendum6, question 2.6). Results from this part of the study are illustrated in
Figure8.
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FIGURE 8
METHODS TO ENHANCE TRAINING OF SOCIAL WORK MANAGERS

Masters Degree in managemen— 3.7

Postgraduate Diploma in manageme_ 35
Short cource on managemen_ 35

Workshop on Social Work manageme

w
(N

Conference in Social Work manageme 2.3

l

There seems to be an emphasis on a mastero

management (rated 3.7 out of 4). Training managers through a postgraduate diploma in
management (rated 3dat of 4) and short courses on social work management (rated 3.5 out
of 4) were all rated higher by respondent$ie training methodmdicated in Table 12re all
academically based and fit in with the academic environment of training institutions.
Workshops on social work management (rated 3.2 out of 4) seem to be accepted by training
institutions as facilitating management training, but was not rated high, and conferences in

social work management (rated 2.3 out of 4) was the lowest rated trainimgomet

This data seems to differ from the assessment done with NPO managers in Mpumalanga
regarding the preferred methods of training for managedsiéndum 4 question 5.3). The
respondents were requested to rate the methods of training on@oious@le and a mean

rating out of four was provided. These now compared in Table.16
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TABLE 16
COMPARISON IN RATING OF MANAGEMENT TRAINING METHODS BY NPO MANAGERS
AND TRAINING INSTITUTIONS

Method of training Mean rating by Mean rating by

socialwork training
managers institutions

Short courses on social work management 3.8 3.5

Workshops on social work management 3.8 3.2

Conferences on social work management 3.3 2.3

Postgraduate diploma in social work 3.2 3.5

management

Masterodos degree i n s 2.5 3.7

There is a varied response between training institutions and NPO managers about the
preferred method for training managerbraining institutions rated ma st er 6 §3.7degr e e
out of 4) highest asrpferred method of management training while NPO managers rated it
lowest (rated 2.5 out of 4). Training institutions indicated shatt courseson management

(rated 3.5 out of 4) are also preferred in training social work managers, while it was rated
highest (3.8 out of 4) by social work managef$ie short courses seem to fit both groups of
respondents, since training institutions maintain academic integrity for the training through
standardized SAQA accreditation and social work managers have td epgna short

period of time away from the office to be better qualified in management.

A postgraduate diplomain management as training method (rated 3.5 out of 4 by training
institutions) was not rated high by social work managers (3.2 out of 4)vorkshop on

social work management was the preferred training method of social work managers (rated
3.8 out of 4), while training institutions gave this method a rating of 3.2 out dhé.two
responding groups indicated opposite responses to a conferesoeial work management:
social workers rated iwvith 3.3 out of 4 and training institutions gave it a rating of

2.3 out of 4.
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The data indicates a preference for training methods occupying a shorter time frame among
social work managersThis couldbe because of time constraints, since all of the respondents
are currently employed managers and would have limited time available to attend an
extended management trainipgbgrammes It could also be interpreted that management is
never a saturated tmpand managers should always upgrade their skills and knowledge, and

a shorter type of training method would be sufficient to achieve this.

When the methods of training rated highest by both groups of respondents, namely short
courses, workshops, anghastgraduate diploma in social work management (all rated 3.8 out
of 4) are critically viewed it seems that shtatm, structured, academicalbased training

methods are favoured.

4. Training towards a speciality

The South African Council for Social S&e Professions provides for the establishment of
speciality fields in social work in South Africa. However, the social work management and
administration domain is currently not registered as a speciality @A, 2008: 4).
There is also no indicain of processes in progress of registering management as speciality in
social work. Registration as speciality field requires a particular field of practicecrals

work (e.g. management) whespecific activities take place for which additional knaige,

skills, and expertise are requiredombard (1999: 98) states that the transition of social work
training should be contextualised in order to understand specific meaning in social work
training. When contemplating training in social work manageniteisttherefore necessary to
contextualise management within social work, and for this study, within the framework of

NPOs.
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In order to establish a speciality field in social work, four criteria of SAQA, (26PBrhust

be complied with. These are:

1 It should be a specific, identifiable and definable professional field of practice

1 It should not be regarded as a mode of intervention

1 The professional field of practice should be the domain of social work, distinct to the
social work profession and not forpart of the service field of other professions, which
may be the case with the different modes of interventiad

1 Additional knowledge, skills and expertise are required over and above the general
knowledge and skills obtained to practice general baek.

Upon evaluation of the abovementioned criteria, the researcher concluded that social work

management complies with the first two requirements stipulated above. Although

management as a professional field of practice is part of the domain ofvgodialt is not

distinct to the social work profession. Nevertheless, additional knowledge, skills and

expertise are necessary over and above general knowledge and skills obtained in generic

social work practice.

It seems therefore that management agegiality in social work only qualifies for three of

the abovementioned four criteria as it is not specific to the social work doiMawever, the
outcomes as stated above could be placed within two overlapping fields in social work
management, namebgocial serviceand management and administration which contains

the supplementary skill of writing a business plam.addition, the researcher would suggest

the inclusion of demonstrating and understanding the roles, functions, knowledge and skills
of a manager within the NPO sector as part of the registration as specialised management

training.
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The inclusion of social work management as speciality in social work will establish the basis
for managers of social work/welfare/rprofit organisations to delop knowledge skills,
values and ethics that will empower them as managers and provide sciertiticefd

practices in which management in the social welfare sector could be implemented.

In addition, the researcher suggests the inclusion of demtimgtiend understanding the
roles, functions, knowledge and skills of a manager within the NPO sector as part of the
registration as management speciality training. The inclusion of social work management as
speciality in social work will establish the Imdor managers of social work/welfare/non
profit organisations to develop knowledge skills, values and ethics that will empower them as
managers and provide scientificabbpsed practices in which management in the social

welfare sector could be implemeqt

5. CONCLUSION AND RECOMMENDATIONS

This situational analysiswas done in an attempt to understand the NPO sector in
Mpumalanga in terms of its structure, governance and manager profile including the level of
management knowledge and skills. The tragnneeds of NPO managers as well as the

availability of social work management training in South Africa were also investigated.

Participation in this study was very difficult to obtain. Social work managers who formed
part of bigger, weldeveloped NPOs &re the primary participants in this study. The
researcher made a commitment to return findings from this study to and share management

knowledge with the Welfare Forum of Mpumalanga.
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With regards to the feasibility of the study, it was clear that sem@akers could do with an
orientation/trainingprogrammesto facilitate the transition from social worker to NPO
manager. The structure, content and method of this transition process was explored in the
main study undertaken in Gauteng, Free State anch&ariCape, which focused on social

work participants only.

The planned use of seddministered questionnaires and focus group discussions seemed to

be in line with the data that the researcher had aimed to gather through this research.

The feedback fromthe situational analysisquestionnaire was incorporated into the
guestionnaire developed and themes specifically formulated for use during focus group
discussions. Only qualified social work managers on the top level of management in the NPO

were invitedto participate in the focus groups.

The situational analysisupplied necessary feedback regarding the scope and feasibility of

the planned research, which allowed the researcher to conduct a meaningful study in
Gauteng, Free State and Northern Cape.s $hidy provided new information and guidance

on the individual s transition fr opmvidsoci al

feedback on the focus group implementation and the data collection from the discussions

THE TRANSITION FROM SOCIAL WORKER TO NPO MANAGER: A CHALLENGE TO GROWBenita Nel.
Chapter 4: Results from thesituational analysis.



111

CHAPTER 5

THE TRANSITIONAL NEEDS OF SOCIAL WORK NPO MANAGERS
IN GAUTENG, THE FREE STATE, AND NORTHERN CAPE
PROVINCES

1. INTRODUCTION

Honouring the mandate of an NPO and ensuring that set objectives are met, are two of the
main challenges an NPO manager is faced wit¥hat knowledge and gls are needed to

take on the position of NPO manager? During the research process, focus group sessions
were facilitated with social work managers in Gauteng, the Free State, and Northern Cape to
explore the transition from being operationally involvadgeneric social work practice to

becoming the strategic manager of an NPO.

In this chapter the transitional needs and experiences of social work managers working in
NPOs in Gauteng, the Free State, and Northern Cape are reported and discussed. Specific
emphasis will be placed on the needs pertaining to transition, orientation and specific

training.

2. AIM OF THE STUDY
The aim ofthis part of thestudy was to determine the experiences and transitional needs of

social work managers of NPOs in Gauteihg, Free State, and Northern Cape provinces.

3. RESEARCH METHODOLOGY
A combination of qualitative and quantitative methods of data collection was followed during
this study. Data was gathered by means ofatfinistered email questionnaires as well a

focus group discussionsléuman2006:13,151).
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3.1  Selfadministered email questionnaire

A self-administeredemail questionnaire (Addendun) was compiled from the information
gathered during the literature study and the data fromsithational analgisin Mpumalanga.
Selfadministered email questionnaires were used because it is economic and time efficient.
The aim of this questionnaire was to establish the transitional and training needs of social

workers managing NPOs.

As described in Chapter, Zhe SACSSP was contacted to provide the researcher with a
database of all social workers registered with the SACSSP in Gauteng, the Free State and the
Northern Cape.The database supplied by the SACSSP included email addresses for a total of
1109 possile participantsvho had email addresse$he seHadministered questionnaire was

sent via email to 174 social workers in the Free State, 56 in the Northern Cape, and 879 in
Gauteng. The response rate however, was very poor. Only five completed qa@ssonn
were received from the Free State respondents (3% response rate); another five from the
Northern Cape (9% response rate); and 19 from Gauteng (2% responseTtae)verall
response rate was 3%Questionnaires were 4&nd to respondents when aited response

was observed, but it did not have an effect on the response rate from social workers.

Even though using mailed questionnaires ( and in this instance email questionnaires) is cost
effective and allows a high level of freedom for particigaiot complete the questionnaires,
Delportand Roestenburdg2011:186) warns that there might be a high level ofmesponse

to mailed questionnairesBlesset al. (2006:121) confirm this and state that very often only
20%-30% of mailed questionnaires amgurned. This could be due to contributing factors

like poor mail delivery, lack of interest or misplacement of the questionnaire.
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The nonresponse rate of email questionnaires in this study was very liigheems that
SACSSP data on email addressesd not been updated. Various emails with the
guestionnaire attached were returned to the sender as undeliverable. Additional steps were
taken to distribute email questionnaires to social workers, including telephonic contact with
potential respondents angersonal requests during meetings with known NPOs in the
selected provinces. Bless$ al. (2006:121) warn that such a low response rate has negative
consequences in terms of the quality of the research. Sivo, Saunders, Chang and Jiang
(2006:2) add to s by emphasizing that a response rate lower thaB020 is rarely
accepted. These opinions were kept in mind when the researcher consulted with the
Statistical Consultation Services of the NWU and a decision was made not to include the data

from the emdiquestionnaires in this study.

3.2  Focus groups
The researcher approached the Childline provincial head offices in the three provinces
included in this study with a request to assist the researcher in the identification of potential

participants to paiipate in a series of focusaup discussions (See Addendujn 9

3.2.1 The selection of focus group members

Participants in the focus group discussion were selected accordingikability (accidental)
samplingi where thesample is composed of resplemts that are most conveniently
available (Strydom, 201kh:232) According to Blessand HigsonSmith et al. (2006:105)
respondent are included until the desired sample size is reathedrovincial managers of
a National NPO were requested by the redearto identify and invite respondents in their
provinces whdad to meet the following requirements:

1 Six to ten social workers per provinegeanaging an NP@n the specific province
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9 Participants had to be frodifferent NPOs

1 Participants had to bgualified social workers

1 Participants had to be managers onntingdle to top levelsf the NPO

Participation by focus group members were determined by their availability for the focus

groups.

3.2.2 Overview of the composition of the three focus groups

9 Focusqgroup 1- Free State group

This group included ten participants comprising of eight participants who were directors
of provincial NPOs and two participants who were fheicel managers.

9 Focus group 2- Northern Cape group

Although sixteen potential parti@pts were invited to participate, only five participants
could actually participate. All participants were senior managers of provincial NPOs.

I Focus group 3- Gauteng group

A total of seven participants participated in this focus group discussion. Ftinipaats

were senior managers of NPOs and three participants were managers on the middle level.

3.2.3 Structure and practical arrangements for focus group discussions

Arrangements were made for the researcher to travel to all three provinces to ¢baduct
focus group discussions. Dates were agreed upon with all participants, invitations were sent
out, and attendance was confirmed with participants. During the focus groups discussions,
the following practical arrangements were made:

1 It was agreed thaboth Afrikaans and English could be used during focus group

discussions.
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1 All participants completed and signed a consent fékddéndum 1Y certifying that they
participated voluntarily and that the data from the discussions could be used anonymously
in the research report.

1 Biographical information regarding participants and their previous experience was
completed by participants as part of the attendance register (as summarised in 4.2).

1 Ethical aspects like confidentiality of the research process weseusdied with
participants.

1 The ground rules for the discussions were agreed upon as set out in the focus group
guideline that was handed to each participAddendum 12

1 The purpose and boundaries of the focus group was confirmed and the baseline
definitions of management and transition were clarified to ensure that both researcher and
participants had the same theoretical point of departure in this regard.

1 Permission to do audio recording of the focus groups discussions was obtained, as all
discussionswere audio recorded and transcribed with the aim of data collection and

analysis.

Focus groups were structured according to a focus group guidSkeeAddendum JZhat
was developed by using the literature study and feedback frosittiaéional analgis The
structure included the following:

9 Biographical information

1 Introductioni iJour ney of-mape (parntsiidiipaants freely
management developmériddendum 13)
1 Description of relevant concepts.

1 Question 1. How did you @erience your own transition from social worker to NPO
manager?

1 Question 2: What prepared you for the job/position of NPO manager?
9 Question 3: What should NPOs do to facilitate this transition?
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1 Question 4. What should be included in a model to fa@litias transition?

1 Summary and closure.

3.2.4 Definition of transition

For the purpose of this studnsition i s u n d e r ghamge, dlteratisr, coriversions,
development, passage, transformation, turning point, uphéaval ( Thesaur us. com,
Within the context of a social worker transitioning into an NPO manager, it could be viewed

as the process of moving/developing into a new role.

Transition <can ahegassadedrondane form, shate,dstyla ar pldce to
anothenp as Yyeftheedmbrican Heritage Dictionary
Col |l ege Dicti onar YApassh@fioth onk fonditienf form, stage, iadtivitya s A
place etc. to another and the period of such passing Harmse (1999:91) r
as change that is somewhat threatening, occurs over a period of time, and which requires
abandoning the present ways of operating and introducing new Wides termtransition

therefore refers to a process of change where there is a definite move fr@ituatien to

another through a process over a time period.

3.2.5 Methodology for collecting data when conducting focus groups
The structure and process followed after introduction of each group member as described
above, was to guide the discussion altmg predetermined questions as set out in tloes

group guideline (Addendum )2
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3.2.6 Data Analysis

Feedback from the three provincial focus groups was integrated and summarised using
thematic analysis. Braun and Clarke (2006:79) state that tleeraadlysis is used for
identifying, analysing and reporting patterns as it is found in the data. In this way, the
meaning constructed by participants regarding specific phenomena is captured (Niewenhuis,
2007:102). According to Braun and Clarke (2006:88)further aims to minimally organise

and describe data, providing a rich and detailed, but also complex account of data.

Many novice researchers prefer qualitative content analysis, as it is easy to access and

focuses on the level of meaning (Hennin@P2:95). It involves a process of constantly

moving back and forward in data sets (Braumad Clarke, 2007:86).This forms a key part of

data analysis, as it implies an intertwined process of data collection, process analysis and

reporting instead of a me succession of steps (Niewenhuis, 2007:1@aun and Clarke

(2006:87) identify six phases in the process of data analysis, and these stepsmiEned

withTeschodés an a(Creswell20b:2382890irc tkissstudyto assure data quality

and trustworthiness remains intact as far as possible during the proEes=sats to

trustworthinesdike r e s p o n d e weras takenbintoaasceustt this procesas data was

constantlycompared from the three different focus grotgrsconsistence or diffences and

reported as sucffhe phases of data analysis implemented in this study were:

1 Phase one: Being familiarised with the daté all sessions with focus groups was voice
recorded and typed afterwards. Data was then read to allow the researcher to be
familiarised with the content of transcripts and to have a broad overview of all the

information contained in the data.
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1 Phase two: Generating initial codes during this phase, the three transcribed sets of
data as collected from Gauteng, the Free StadeNmrthern Cape was analysed and every
identified concept was coded.

1 Phase three: Searching for theme§ reviewing all three sets of data for concepts
pertaining to the transition from social worker to NPO manager, allowed for the
identification of genelégsed themes from the data of all three provinces.

1 Phase four: Review and refinement of themes during this phase the data sets from all
three provinces were combined into one set of data per refined code.

1 Phase five: Defining and naming themes the essece of each refined theme in the data
set was identified and the theme was fit into the overall broad theory of transition.

1 Phase six: Production of the reporti the data was organisedtd® alogical structure to
providefeedbaclof the information colleetd.

The analysis of interview transcripts and field notes was based on an inductive approach

geared to identifying patter nslinductve anhlysis dat a

means that the patterns, themes, and categories of analysis comedrdatahthey emerge

out of the data rather than being imposed on them prior to data collection and afalysis

(Patton, 198(@06)

Data wereanalysedusing the constant comparative method (Glemed Strauss, 1967;

StraussandCorbin, 1990) whereby line, semice, and paragraph segments of the transcribed

interviews and field notes were reviewed to decide what codes fit the concepts suggested by

the data. Thdocus groupdata were given more weight in the analysis than were the non
participant observation artle document reviews. Each code was constantly compared to all

other codes to identify similarities, differences, and general patterns.
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Data were reduced arahalysedoy means of thematic cod#srough the phases described
above.Themes gradually emerged a result of the combined process of becoming intimate
with the data, making logical associations with the interview questions, and considering what

was learned during the initial review of the literature.

The results from these focus group discussioil be portrayed next.

4, RESULTS FROM THE FOCUS GROUP SESSIONS

The results portrayed in this section were identified from data collected during focus group
discussions with NPO managers. These participants are all qualified social workers in three
provinces in South Africai the Free State, Northern Cape and Gauteng. Results are
presented in table format according to themes that emerged from data gathered with the
focus group guidelinAddendum 12 In order to identify the main themes genedaby the

focus groups, data from tlsguational analysiguestionnaire, literature study, and interviews
with experts was compared with focus group discussidrieese themes would be used to
construct a model by which the transition from social workeNROr manager could be

facilitated. Information on the focus group participants is presented next.

4.1  Biographical information of participants

Participants were invited to voluntarily take part in discussions held during the three focus
groups in the thlee provinces identified. The following biographical information was
received from participants who attended these focus group discussions and completed the

attendance registéAddendum 11).
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TABLE 17
BIOGRAPHICAL INFORMATION OF FOCUS GROUPPARTICIPANTS

Indicator Total
Male Female
Gender 3 19
Race White Coloured Black Asian
15 2 4 1
21-30 31-40 41-50 51-60 61+
Age
1 3 8 7 3
Years as 0-5 yrs 6-10 yrs 11-15 yrs 16 + yrs
manager 6 7 5 4
9 Child and amily care
Serviee Sesian 9 Care of older persons
 Mental health care
9 Substance abuse rehabilitation

The majority of participants werahite females, although all genders and races were
represented in the focus groupsifteen of the managers (68%) were between 41 and 60
years old, indicating that they were well advanced and experienced in their c&igéteen

participants (82%) indicated that they had more themyy e ar s 6 exnpasagearséhe c e

participants were from various sectors delivering social workceswn NPOs.

4.2  Results from the focus group discussions

Upon deeper analysis the data collected from the focus groups yielded three recurring themes,
namely (1) Understanding the need for transition; (2) capacity building and training; and (3)
transiton through integrating business and governance. The focus was on the transition from
social worker to NPO manager and the aim of further data analysis was to provide more
feedback by defining and naming the main themes and categories (BnauGlarke,
2006:87). These main themes would then be included into a model that could facilitate the

transition from social worker to NPO manager.
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The data analysis process and subsequent results can be seen in TabtesAtiér each

table the findings, their calation with literature, examples from participants as recorded
during the focus groups as well as possible parallels with expert opinions, will be presented.
Remarks from participants are provided as said during focus groups and were not language

edited.

4.2.1 Emerging Theme 1: Transition through understanding the need for transition
When exploring what NPOs should do to facilitate the process of transitioning from social
worker to NPO manager, participants indicated that understanding the importatiee of

transition was one of the first steps in facilitating pnecess.

Table 18provides a summary of the feedback received from participants. The feedback is

presented in five categories with subcategories.

TABLE 18

EMERGING THEME 1 - UNDERSTANDING THE NEED FOR TRANSITION

Subcategory Categories Emerging
theme

9 Selfawareness and growithpersonality 9 Personal situation

 Managers as role models

9 Choice to make the transition to managemei
in NPO environment

9 Previous personal life experience

1 Realsing the need for additional managemel
training to become an NPO manager

f Parenting, marriage, extended family and | 1 Family Sitiation
culture

1 Migration

Y Balance between home and work
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Subcategory Categories Emerging
theme

9 Personal financial position 1 Financial situation

9 Career progressidnincrease in income

1 NPO limited/lack of funding

 NPO sectors salary scales

9 Values, morals, ethics, trust and respect with Y Previous work experiences

the social work and NPO
environment(personally and pessionally) in
the hardships of the social work profession

9 Natural progression from social worker to
NPO manager

9 Previous exposure to different management
stylesi positive and negative

9 Experience with national NPO structures

9 Ability to multitask, deal wih a high work loac
and prevent burnout

9 Political transformation process in South 9 Political Situation
Africa

 Racism

1 Gender discrimination

Each of the identified categories will be further discussed next.

Personal situation

Most participants reported their personal situation as having a very strong influence on their

development as manager®articipants added to this that the levelseff-awareness and

growth, thus thepersonality of the social worker, were very importanthe transition to

NPO manager was more effective when they knew who they were, understood where their

careers were heading, and knew what responsibilities they were taking on as NPO manager.
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This i mplies that experi eamwcelsop nand es analnmtg etr
ability to deal with the additional responsibility that forms a part of the NPO management
process. One participant iAndthesltdecmddéodpplytoi s po
be a social worker. | had a lot giroblems in my family. There was a lot of alcohol abuse;

there were a lot of family problems. So | enrolled for social work and | went to Wits

Uni ver si t(RespondentXBlegkfainale- 44 years)

Understanding violence and alcohol abuse fromgumeisexperience build the character of the
participant and motivated her to becomeolved in social work and havan impact on the

prevention of violence and alcohol abuse.

Having hadmanagers as positive role modelalso served as inspiration to becoameNPO

managerri The r ol e that the national director an
was really my first st dpwouldealwiysesaywow mgntte r e al
be like that someday. And | used to see her and-ssyo medhy hadé your ]

(Respondent Black female- 36 years)

According to Coulshed and Mullender (2006:3) social workers seem resistant to doing
administrative work a key responsibility of management. Social workers often argue that

these are distractioisr o m t h e arteipants were ofkhe@ opinion that it should be

t he S 0 c i athoicev tor nkaker thes transition to management in an NPO
environment. The researcher concurs with focus gr ol

or 0 c h ocrudakstep toveardabecoming an NPO manager.

THE TRANSITION FROM SOCIAL WORKER TO NPO MANAGER: A CHALLENGE TO GROWBenita Nel.
Chapter 5: The transitional needs of social work NPO managers in Gauteng, the Free State, and Northern Cape provinces



124

The influence of grevious personal life experiencélike being pregnant in the 1970s and
having to resign for four months, resulting in an interrupted service record) was prominently
pointed out by partipiants.

They felt that events like these affect how social workers experience their individual

development and ability to endure, step up, innovate, and become managers.

According to participants, when social workeggalise the need for additional managment

training, they start making the transition into managers. One of the participants was the
manager of an NPO with various international funders and had to develop systems and write
reports for all the activities the NPO implemented. Technical peopie Australia and

Nairobi came to visit to check on the progress of the organisafioh:t was di ffi cu
administration and long hours. | asked colleagues who had more knowledge than me
regarding the management aspects and read a lot, but readyggoes so far...| hatb

learn about being a manage(Respondent MWhite female- 42 years)

This particular aspect wad mademahy, mamentstakey, an o
and unfortunately management skills are not easy to come by, ex@efiem my mistakes

taught me a lot about managemeriRgspondent L White female- 64 years).

The influence of personal experience on the process of transition from social worker to NPO
manager is therefore in many ways the basis of personal and oé&tsexperience

providing the ability to make this transition.
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Family situation

One participant identified being part of an extended family @@rdonal circumstances as
influenti al i n her tSoiawas a lotiofadhingstthat BlNtB [Dgglma n a g e |

around being a mo t(RespondemtrAsiardeinales 46ydans)d y i n g o

Having the responsibility gbarenting and married life also affected the ability to take on
management responsibilitiesAnother participant reported thatibg part of anextended

family and different culturesaf f ect ed t he abil it ySompaug,vol ve
who knew nothing about children, because she never had one of her own, took me in.

In the family there was family conflict and | took myiccko the family that | came from. So

in June | took the child to the boyfriendos
b a c (Réspondent RBlack female- 27 years) Losing loved ones and having to move

back Ahomeo t o prfamily plaeed imitations amceunfereseéer additeomkl
responsibilities on participants. TIiMigration of social workers as a result of having to

move or being transferred because of family movements play a direct role in the development

and transition fronsocial worker to NPO manager.

Cultural practices influencing the level of authority at home to be lower than that of a
manager at work, also created a situation where the NPO manager have to find a balance in
both environmentsbetween home and work)to cope with the challenges posed by both
situationsii . . . but you had to make dec(RsaspondergaH,t hat

White male- 55 years)
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As family |life is a crucial part of any in
culture, gender and race cannot be underestimated @sflaence in the transition from

social worker to NPO manager.

Financial situation

Personal financial positionand responsibility, such as being the sole provider of the family,
motivated some individuals the focus groups to move into managerial positiins h a d

two children in the time | stayed home. Also financially demands where getting greater on us.
You just candét manage on per so0@sespondentB,ry an.
White female- 66 years) Career progression and an increase in incomeere voiced as

definite influences in the transition from social worker to NPO manageko b ody b e c o me
a manager by accident. You may not have planned to become a manager when you started

out as a social worker but somewhere along the line an offer was made to you and you chose

to take it . (RdspandehtiHV¥hite male-5yearsy 0

Participants also reported that they experienced their transition from social worker to NPO
mana@r as a natural process on their career pHtinas, however, clear that the move was

not always well thought out beforeitwasmadiel used to work in a cli
anymore... it had me crazy, | left the profession because | just cmtldieal with it

a n y mdRegpondent MWhite female- 50 years)

NPOs have a history of limited fundingthat leads to job uncertainty among social workers

and managers.
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One patrticipant shared:i We  mo vQueenstovn Child Welfare (the post was not
subsidized). | was unemployed within one and a half year, and had to work in Volkskas as
bank teller for a few months bef(RespendentVcoul d
Colouredfemale- 47 years) NPO salary scalesvere found not to be cqmetitive with the

government scale and other job opportunities in the business sector.

The responsibility to provide for family as well as recognition from the employer in terms of
monetary compensation is thus crucial in motivating the social workeake the transition

from social worker to NPO manager.

Previous work experience

Participants felt that the integration of both professional and pergalugs, morals, ethics,

trust and respect helped them when facing hardships in the social work and NPO
environment, and this played a major riidheir ability to be amanagei | was appoin
as manager and there was nothing in that office, | sat and cried for a few days until | could

get hol d of my predecessor WwRepondentiNdMhite me t C

female- 63 years)

This feedback corresponds wi t [Sone newtmanagemme nt L
have approached their new jobs with totally unrealistic expectationShey have
subsequently been miserable and finally they hawguit, disillusioned and determined to

never repeat their mistake.
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Participants indicated that becoming a manager wastw@ral process over time one step

leads to the next. Within the social work environment, social workers use acquired skills and
transfer those skills to gain management experience and practical 8klso | st ar t ed
bottom, although you transfer your skills, you literally started in a tiny boaraffice, and

then moved all the way up, which is really rewarding for aiadomorker to eventually
become a (ReaporalenePAsianfemale- 46 years) Also, management needed to

be a field of interest for social workers moving into managerial positions.

Previous exposure to different management styleassisted to equigocial workers to
become NPO managersi You need to grow a thicker skin
you become manager in the same orgatni® where you always workedPeople treat you

di f f e (Respandent &Vhite male- 56 years)Various parttipants shared the opinion

that social workers who have experience and background knowledge on NPOs are best suited
to manage NPOs. This echoes the following statement by Patti (20013c®):believe that
intellectual leadership for human service managetntieeory should come from social work.

I know to a certainty that the viability of

give leadership in the human services

Experience with welldefined national NPO structuresserving as good rolmodels was

viewed as very important during focus group sessions. A particippottedi The exposur
| had during my work as social worker especially in government (South African National
Defence Force) and in national, wastablished NPOs was wont@idrand served as role

model to me to define how | want gResppbndentman a g ¢

H, White male- 55 years)
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Personal skills and characteristics of the manager were once again identified as some of the
main influences thaplayed a role in the preparation to becoming an NPO mandgér:h e
partnership process that | was exposed to when | started at the ACVV was absolutely
contributing to my development. My regional manager at the time absolutely formed me as

ma n a gRespodent N,White female- 63 years)

The ability to do multitasking, deal with a high work load and prevent burnoutwas an

important consideration raised by members of the focus groups. Participants reported that
sharing a caseload with managerial resgwlises increased the workload to such an extent

that it lead to burnout and aeotivated managers Al was so tired by t|
you to death, and if you can gbrought hat , you can ¢ e(Resporideno ugh e

D, Black female- 60 years)

From the above discussion the conclusion can be made that previous work experience
definitely provides management skills to social workers who was exposed to positive
managerial situations, but bad previous experiences with management situatiab impa

negatively on the social worlk@rability to make the transition to NPO manager.

Political situation

The challenges in South Africa due to the changes in the political situation, was identified by
participants as a direct influence on both the oppdrésnto be appointed as NPO managers

as well as the services needed by communities in South Africa.
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The political transformation processi n Sout h Africa had itls | mpa
was offered the post t o dransformation ewagifarmedit en 6 s
would only be a twy e ar contract and then would beco

(Respondent BVhite male- 56 years)

Race quotasat universities influenced the development of social work managaall, |

am an UNSA graduate. And the reason for that is Wits also used to take a quotawés®u

a person of col ou(Respondent RlAsidnietalel fibyeanrs). get i no
Racial and gender discrimination in the workplace added to the obstacles faced by
potential NPO managersBeing able to navigate the challenges in management due to

politics in South Africa is therefore significant in the transition process.

These categories and subcategories clearly indicate that the personal experiences of social
workers build their character and personality, and influence their ability to manage
effectively. The underl ying assumption <can
and family dynamics, financial responsibilities, culture, race and gender, wbrki@hrole

modelling provided by NPO national structures exposed them to experiences that directly
influenced the way they view management. The implication of this is that managers are built

through experiences.

Previous experiences of former NPO managemwuld influence the way a particular
individual approaches management. Social workers need to be able to internalise their
experiences and grow as a result to understand who and what they are and why they chose to

become managers of NPOs.
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4.2.2 Emerging Theme 2: Transition through capacity building and training

During the course of the discussion grougstipipants were lead to-+@valuate anénalyse

their own experiences in their careers thus far, and to become aware of the influences of
specific exgriences on their development as managers. The responses from participants
indicated capacity building and training as themes of the transition process. This theme is

categorised with subcategories and is reflected in T&ble 1

TABLE 19

EMERGING THEME 2 i CAPACITY BUILDING AND TRAINING

Subcategory Categories Emerging
theme

1 Universityi graduate angostgraduate | § Capacity building role
level players

9 Business Schoolsmanagement
programmes

Governing Board and NPO

9 Peer groups

'  NPO specialist management training 9 Capacity building
combininggovernance process with the curriculum
management role

9 Differentiate between management and
leadership strategic thinking, vision and
mission

i Specifictraining on: Management
information systems; Leadership; Strategic
thinking; Consumer Protection Act; Social
work-specific legislation; Finance and
taxation legislation; Labour law and service
specific legislation

1 Include management into"% year social 1 Capacity building
work curriculum processes

9 The review of CPD accreditation with ti
SACSSP for attending training in
management
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Subcategory Categories Emerging
theme

91 Short courses in social work management

1 Opportunities for implementation and
practical experience of NPO management

I Specialised management training
opportunities

Next, participants highlighted the need for additional training and the opportunities to be

exposed to management training.

Capacity building role players

Van Biljon (2008) declareduring an interview that a period of transition from being a social
worker to becoming an NPO manger is much needed, but it does not just happen: the process
requires a particular time and place. The social worker would need to get some additional
training from somewhere. This process should already start during undergraduate training and

then be built upon during the career of the social worker.

Participants confirmed this during focus groups and were unanimous that the first place
capacity buildingshould start is duringniversity training. During a telephonic interview,

Van Biljon (2008) alluded t o Soclalevorkescammisi ty
do social work without having management skills, especially in-nware offices .
Postgradateprogrammes an sti mul ate the social workerds

in the NPO and experience a change in frame of reference.
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As Van Ni eker k (Verg litte)prepargespar sosak wosker to bédtcome a
manager, a lot of what ware taught is focused on academically understanding and
practically doing social work. It seems as if those in academic environments do not
understand the need for especially social workers in an NPO environment to develop skills in

managemen.

Businesss c ho ol s 6 npaograngneswera identified by various participants as a
way to enhance their ability to make the transition from social worker to NPO manager:
AEspecially through exposure ppogrammesat GIBBS Business School which | fully enjoyed
and where | am still doing developmentaogrammes | developed a strong interest in
governance, | got an interest to develop what is within social work and what needs to ensure
that we use corporate principals and business principles in terms of cregipatunities

for people and f aci | i(Respbndent@§Coleuncdiemaldr 4igears). f or
Participants maintained thahe current situabin, where specialised trainingn INPO
management is limited, social workers attend managemeningaifrom different
professional fields and have to apply this knowledge to the NPO milieu wigitoper

guidance or structure.

Participants pointed out that it is a crucial responsibility oherning boardand NPOto

play a stronger role in prepag social workers for the transition into management through an
orientation processThis process assists new managermdifferentiate betweemanagement

- operational implementation of the services of the NPO and leaderstigtegic thinking,

vision and mission.
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Expectations about the management position must be clear to both partiesswe nt t hr o u «
weeklong orientation programmesthat focused on responsibilities, job description,
expectations, how to implement the policies and procedure paligtithe framework of the

NPO and its mission and vision. This was early in my career and | think it saved me. | am
still referring back to these notes even th
(Respondent GNVhite male- 50 years). This orietation should be strategically influenced by

the governing board, the community served, and the social work training institutions attended

by students. According to participants, the governing board needs to develop a clear
succession plan where the boands and expectations of the NPO manager, as well as that

of the NPO as governed by the governing board, are outlined.

Peer groups (welfare forums and multidisciplinary teamnffered participantsan
opportunity to deyvlféebtimt mosh of ang growth and devddoprhehts :
happened at this organisat i orfRespondehtd@Whieor k wa

female- 54 years)

Participants experienced lots of opportunities to go for different courses within
multidisciplinary teams, andeported that it was a very good environment to develop and

grow as a professionafi You had a | ot of management oppor
so you had t qRespondenti Ayitefémala- 51 yearsd The role players in

the capady building of NPO managers are according to the disonsabove, extremely
important- especially in realising the impact they have in developing the social workers

capacity to become NPO managers.
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Capacity building curriculum

Participants expressedetlview that there should PO specialist management training

that combines thgovernance process with the management r8lecial welfare managers
today must master strategic as well as interpersonal and technical skills. Participants
identified the ®llowing topics to be included irspecific NPO management training:
management information systems; leadership; strategic thinking; the Consumer Protection
Act; social workspecific legislation; finance and taxation legislation; labour law, and

servicesspecific legislation.

The broader managerial skills required for social workers to make the transition to NPO
managers should definitely include financial matters. The ability to report to funders is the
lifeblood of NPOs and one of the primary responiie# of the manager. During a personal
interview Br ummer %o&a Gwerkers shoulde definitehh aggrade A
management skills regarding financial controls and monitoring. Lessons can be learned from
auditing firms regarding these managementlskiind will ensure the trustworthiness of

NPOs receiving funding for their services

Covering both the management and NPO spectrums in the curriculum for management
training will ensure the application tiesebusiness principkin NPO management, dise

social worker will be empowered to make the transition to NPO manager.

Capacity building processes

Include management into &' year social work curricula. Management is a concept that is
too wide to conceptualise in a short space of time and oriemtsitiould be part of a process

over a time period.
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Patti (2003: 7) i Bhereoi$ sintpll 0 nouphi ton teachhand ldaian tabout i
management. There is the process of socialising students to management careers that
become nearly impossible iffaculty is not clear about the kind of practitioner it is trying to
shap@. However, the current"4year social work curriculum could be reviewed to include
more modules focusing on management. The implication is that additional training in
management imikmation and skills are definitely needed when a social work career path

takes a turn towards management.

Participants recommend that ti@&PD accreditation with the SACSSP for attending
training in management be review.Opportunities for management treiag were mainly
explored and created by participants themselves to facilitate their own transition to NPO
managers. However, participants indicated that additional managerial training is not easily
recognized for continuous professional development (CREreditation with the SACSSP.
According to theSACSSPPolicy on CPD(SACSSP,20033) a socialworker who has
completed additional training in this instance for managementmust provide a full
programme®f the training and submit a portfolio of evideraewell as a motivation on how

this training is relevant to the social work environment.

Participants expressed the need to advocate for accreditation prerequisites to be adjusted in

order to motivate more social workers to train themselves in maabgjeitis.
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Participants displayed very little knowledge concerning the availability of additsmuzl

work management training in the form ofshort courses A Ther e | s-médée a t a
institute for training social work managers and there is a t&g® of social workers. You

have to trust your initiative, your common sense. The majority of decisions made in
management positions is about human decency and common sense and linked to the service

you ar e t r(Respogdent Bsianfénfale-A&years)

Create and utilisepportunities for implementation and practical experience of NPO
management In-service training and capacity building was recommended by most
participants, and should include practical training opportunities (peer suppotbrimgmand

coaching). Benefitting from the generosity of pegasreported by participants to be one of

the most valued contributions to the transition from social worker to NPO manager:
A...people that | coul d pi cWwouldgomdancektraipdnd ne an
do and (RedpendeatdWhite female- 54 years) This support, coaching, and role

model |l ing impacted directly on Thar toisc iwphaermtes
should have this annual kind of workshops for thigllet for the implementing staff of the

acts but the managers, so that you could take away the important things from the acts and
know, listen we need to at least align our business plan in terms of our target to do this and

this, and this is what we ng#d¢o remember so we each one must be able to really align

properly but fr om a(RespondendUColeirediernalend? yearE) vi si on

Van Biljon (2008) Ideally tdessolutidnevouln pshantieronrrairiing a t : A
programmeswith a mentor in the field. Mentoring should be clearly defined in this respect;
who should be the mentor of an NPO manager and what should he look like? That would

facilitate the transition from social worker to becoming an NPO marager
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Capacity buildig within the practical environment is crucial and participants made repeated
references tgeer groupsas role players sharing practical and experiential implementation

of NPO management

Participants stated that theoretical training and knowledge chgeament without guidance

and support for the practical implementation leads to repeated mistakes and feelings of
inadequacyi We have to admit that even though we
work environment, social work is not the primary focuswfwork anymore and we need an

opportunity to | e aRespondentUdddouredierealerdd yearg) er s 0

Social workers have often taken their own initiative to attepdcialised management
training opportunities and apply this knowledge the NPO environment in an attempt to
better deal with the unique challenges and difficulties found in managing an NPO:
recommend that you do a miMiBA through an accredited management course to take you
through all the aspects of management, because f§ou will have a wide vision on
management to integrate i nt o(ResponcenaRAsiawo r k

female- 46 years)

Preston (2004:91) confirms the need for management training and has the opinion that
managerial effectiveness in theew practice environment calls for a broader and more

comprehensive set of skills and competencies.

From the abovementioned set of topics, one can conclude that social work training is a very

solid basis to build on in the quest to becoming an NPO manage
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Social workers who become NPO managers need support structures and processes to make
the transition to NPO manager. The data received from the focus groups leads one to the
conclusion that NPO managers need to work within various complex and spediglids of

service. Receiving supervision, mentoring and having peer group support from fellow social
work NPO managers will provide additional information to help deal with the challenges in
this environment. It provides guidelines and role modellisgt@ how this new work
environment can be applied in learning alternative methods of dealing with challenges in the

NPO milieu.

4.2.3 Emerging Theme 3: Transition through the integration of business and governance
In the discussion groupsagicipantsidentified the integration of business skills and the
governance process as a specific influence on the transition from social worker to NPO

manager. This theme is categorised with subcategories and is reflected i@0rable

TABLE 20
EMERGING THEME 3 i INTEGRATING BUSINESS AND GOVERNANCE

Subcategory Categories Emerging theme

1 Governance process and strategic thinking| 1 Governance

1 Empowering the social worker as an NPO
manager (respect, building confidence, trus

1 Financial provision/ suppofor training social
workers in managerial skills.

 NPO Management as a partnership

1 Succession planning as part of the transitio
process.

1 Minimum requirements for the ppintment of | 1 Provide guidelines for
an NPO manager, selection and appointmel management coordination
process

1 Boundaries and guidelines for NPO manage
performance.
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Subcategory Categories Emerging theme

T NPOb6s to developl/ re
infrastructure (policies and procedures)

1 NPO manageshould be a social worker f Integration of business skill
(skills, values, moral and ethical aspects of with NPO management
service delivery require a background in soq
work).

9 Business skills as well as service specific
knowledge and skills are needed to facilitate
NPO management

9 Governing board membengeds a
background regarding NPO services to
complement background to business (integt
the two)

Governance

The governance process and strategic thinkingvithin an NPO form part of the driving

process of the NPO. According to participants, the main responsibility for the facilitation of

the transition process is shared by the social worker, the organisation itself, and the governing
board of the NPO. This perception is shared by Van Niekerk (20a0)states that there

shoul d be #ansgionmicteeshsadt of oM groups and individ
management transition (governing board, staff, and new manager). This transition is needed

to adjust and accommodate the new managerial emeénh Decision making and power

within the NPO is at the core of this transitidi:NP Os ar e very action or.i
government. It has a flat structure opposed to the hierarchal structure of government where
decisions take along time. INNPOshi ngs happen ,(RespondentBdacky qui c

female- 60 years)

The role of the governing board @mpowering the social worker as an NPO managevas
appreciated by some participanfisi f it wasndét for the guidance

hav e packed (RegpondemtdBldckdeimbley 64 years)
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Board members are also reported by some participants to be influential business people from
a business background with nothing to contribute to the ethical voice of the organisation, thus
mak ng the transition from socAndlamgaongtodeg t o I
very honest here in terms of my board situation and the business men that sit there. You know
they dondt have the respect t haAndlhavedftenrn k t he
guestioned how they sit on that board Knov

pr of e Respandeidt MBlack female- 46 years).

Participants motivated that governing bodies have a responsibilitymake financial
provisions or provide support for training social workers in managerial skills | thifik
we need to know who we are working with. You need that recognised qualification to be able

to hol d (RespomdenbWgolcuredfemale- 47 years).

NPO Management is a partership: | i6s not about <contr ol and
being able to yield powerinc i v i | society i1tdés something di
itdéds about empower ment, itds about giving pe

consultaton with the rest of therganisatonand ear n t o d o(Rdasgondeng™s bet t

White female- 54 years)

Succession planning is part of the transition processAccording to participants, the

governing board has a huge responsibility to do suceeptanning in an NPO.

THE TRANSITION FROM SOCIAL WORKER TO NPO MANAGER: A CHALLENGE TO GROWBenita Nel.
Chapter 5: The transitional needs of social work NPO managers in Gauteng, the Free State, and Northern Cape provinces



142

The importance of this process was confirmed by @:So when somebody |
organi sation you dondét have such a huge gap

p | a n nRespgnalent LWhite female- 64 years)

The above discussion revealed the importance of governance as process in managing the
NPO. Without empowering the social worker to be an active part on governance as NPO

manager, the transition to NPO manager will be a challenge.

Provide guidelines for man@ement coordination

Participants identified a need for governing boards to idetitdyminimum requirements a
potential NPO manager would have to comply with: iManagers and service deliverers
certainly work towards the enhancement of human developmenamy ways and many
settings, but their shared focus on human development brings with it a common outlook, a
common set of problems, and the need for an approach to management that may differ from

the business models in the prafiaking environment ( ket al,i2007:2).

The implication is that a cleaelection and appointment process necessary in each NPO.

This process should include assessing and identifying potential managers amongst social
work staff and developing management skiParticiparg also indicated thgisychometric

testing is needed as part of the selection and appointment process. A hew NPO manager
should be well prepared regarding the expectations of the NPO and having a personal

cognitive and emotional adjustment toward thesesetgtions.

The governing board needspgor ovi de boundaries and guidelin:

performance.
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There should be a handover process between incoming and outgoing managers to ensure both
sides contract to the changé:Wh at wo ul d belten was that the pkeeialis director
had to work with me for a while, because to be coached for one morning only and then

expected to manage (ResppndéntMhiiefemale-b0yeqrs) ssi bl e o

Van Niekerk (2010) makes a very strong poirgareling a model for the transition from
social wor ker TraositiddBnouldrhe mel-gamnedprodess, not an ad hoc
process. Both the new manager and governing board need to be involved. Staff members need
to be well prepared regarding theatnsition of managers. Deal with their uncertainty.

Unpack issues and clear up threads to ensure collaboration with the new manager

Participants indicated that without the development and refining mainagerial
infrastructure (policies and procedures)the transition from social worker to NPO manager
is seriously hampered. If there are no policies, procedures or infrastructure, it is impossible to

manage the team and report to funders.

Individuals maintained that the influence of organisational streicnolicies and procedures

in the management of an NPO was a key factor in facilitating the transition from social
worker to NPO manageit | f t he NPO structure is in place,
manager in placeThere are so many dynamiesf i s s omet i mRespomdene r wh e |

P, Asianfemale- 46 years)
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~

n. .. but wher e | found is the biggest gap,
legislation, and the requirements and policies going with it. Yes, and even how to establish
policy, and the reason why you establish a policy. And job descriptions, performance
evaluations, because you know the organisation you are coming into may be sitting with their
old performance appraisals and (Responderda 0,k at
Coloured female - 47 years) Absence of managerial infrastructure can, according to

participants, lead to resistance to management.

Creating and maintainingwell-developednanagement infrastructure in an NPO will enable

a social worker tonake the transition to NPO manager with more ease.

Integration of business skills with NPO management

Participantsstrongly recommended that BifPO manager in this context should be a social
worker (skills, values, moral and ethical aspects of serviceet®l require a background in
soci al Istronghkbelieve thé NPO manager should be a social wer&ed for many
reasons, not only because of the management aspect but also in terms of good service
del i (Respgndent PAsian female - 46 years) Participants mentioned that social
workers are used to having to adapt and explore before implementation. Social workers use
skills and resources that had been built on for so many years, adding value to the NPO:
ASoci al wor k s er visdi@ galues anel ofterl vghen péoples eohe from
business or corporate there (Respondent Wehiteue and
female - 54 years) Social workers bring a morality and ethic to service delivery that is
completely different. What pacipants found to bef value over years was the fact that
supervising an NPO it is not like running a business. There is no benchmark for NPOs in the
business sector.
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Social workers apply business principles that are viewed as useful in the NPO envirmmmen
be able to manag@usiness skills as well as serviespecific knowledge and skills are
needed to facilitate NPO management/arious participants reported that their ability to
understand serviegpecific aspects of the NPO allowed them to make aessn line with

the vision and mission of the organisation. The challenge is to move from the social worker
role into management. According to participants, the support from and mutual understanding
with the chairperson and members of the governing boardovernance and operational
management and how it should be implemented, assisted in this transitid®bie g o't a
chairperson who was a retired regional manager from Sanlam who called me in and said it is
time for me to stop being a social worker and lbeeca manager. That really opened my
eyes t o how | s h o u(RedpondeatnFaMhite fernaiee 54NyRaDs)
Participants finally added that the King Il report and its distinction between governance and
management created an environment where tA® Fhanager could plan, implement and
report on activities while the governing board took on an overseeing role that worked well

within the NPO milieu.

Governing board members need a background in NPO services to complement their
business experience.A phenomenon that was observed by various participants was that
governing board members with qualifications in business did not always have sufficient
background and knowledge in the NPO milieu. This resulted iiniged application of
business skills in th&lPO system and this caused a lot of misunderstandings and conflict.
Participants held the opinion that the members of the governing board should also

acknowledge and respect the social workero6s
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This mutually respectful relationshgdfects the ability of the social worker to be integrated

i nto the goveWherayoo baveppeople ensysur goveriing board for many,
many years and you know you can bring the best reports to them and do training with them,
but to change theiattitudes andmind-setis going to be difficult. You need to have their
respect and trust and they need to be able ta gay know if she says this then we are able

to trust her (Respogdennh@sianferate- 46 years) ®reston (2004:95

points out that, unlike the private sector, public sector outcomes are dependent on interagency
partnerships, often not easily quantifiable and slow to develop. Business management is built
upon a set of economic assumptions, which, when placed ins@lesdbiepolitical
environment of public management, are difficult to maintain. It is the opinion of the
researcher that this reality should be part of the relationship between social worker and

governing board to make a transition possible.

A Busi n etepped @svbmundaries regarding managing NPOs, cannot apply business
principles as is in an NPO, need to adjust and have background on the audiences involved in
provision and r(Respendeni USaouredfemadeed7 years).@dhis seems

to be a situation that is observed in variousON$ettings, according to Lewet al. (2007:3):

fiMany human service workers are being forced to choose either to participate actively in the
administration of their owrprogrammesor to leave leadership in thieands of others who

may have little understanding of the helping probess Par t i ci pants recomm

members be trained and orientated to address this situation.

Combining management and governance as part of the transition to NPO managyesus!
better understanding and collaboration between the NPO manager and governingtmard.

NPO toplevel management is governed by an elected governing board.
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Infrastructure and direction in terms of the mission and vision of the NPO need to serve as
boundaries for the NPO manager within which to opef&te. support and guidance of the
governing board or lack thereof, was reported to have an impact on the experience of
participants in making the transition to managers. The support by some goveraidg to

attend management training, as well as the skills in business management brought to the
governance process by governing board members, was reported to be very valuable in the
transition from social worker to NPO managEne implication is thatn order to continue in

the set frame of reference, training in NPO background will provide sustainability when new
governing board members are elected. The conclusion can be made thatlavelelbed

NPO will definitely assist a person during the traonsitirom social worker to NPO manager.

This would entail that governance structures are in place. The guidelines and a set of
minimum requirements for appointing a new NPO manager as part of a succession planning
process should be developed and availafle. have infrastructure to work in, the policies

and procedures regarding the business of the NPO is developed and implemented.

5. THE FOCUS GROUP RESULTS: SUMMARY AND CONCLUSIONS

The three focus groups that were conducted were usethas sourcedr the data gathered

in this study due to the low response rate of the-agdtinistered email questionnaires.
Information from the literature study, feedback from interviews with experts, and results from
thesituational analysisonducted in Mpumalangaene integrated with results from the focus

group discussions.
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The focus groups were facilitated according to focus group guidelines and provided an
opportunity for participants, who were all qualified social workers currently in management
positions, toreflect on their experiences of the transition from social worker to NPO
manager. This included their identifying those aspects or influences that prepared them to
become managers. Participants explored what an NPO could do to facilitate the transition
from social worker to NPO manager and what should be included in a model to facilitate the
transition. A central concept that was identified by participants in all three focus groups, was
the important role that the governing board play as a facilitatheiprocess of the transition

from social worker to NPO manager

Data was analysed and reported upon and also checked against literature and expert opinions.

Three main themes were finally identified:

1 Understanding the need for transitionthe insight ofsocial workers regarding their
personal development throughout their career was very important. The influences of
family dynamics, finances, previous work experiences and politics were also highlighted
as aspects that influenced the transition from seaaker to NPO manager.

9 Capacity building and training there should be a gradual exposure to management
training (from 4-year level) to stimulate the development of managerial skills. The
training should be planned within a time frame to facilitate tfamsition process.
Training should encompass both academic knowledge on various topics and legislation
within the NPO milieu. It should support the practical application of that knowledge with
a mentor to reinforce this process. Processes to advocatkef@cknowledgment of
management training in the CPD accreditation with the SACSSP are recommended.
Orientation as a form of training in the transition process will facilitate social workers to

develop a wider, bigger new frame of reference.
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Orientation should beplanned programmesver a time period and should cover all
operations of the NPO. The balance between business ethics as applied within the NPO
should be facilitated. The influence of business skills and its implementation in the NPO
service delery should be acknowledged as part of training. The continued support
through informal processes like peer group support, mentoring, coaching and supervision
from national NPO structures was identified as important factors influencing NPO
management.

1 Integrating business and governaricehe importance of the governance role shared
between the NPO manager and the governing board was outlined in focus groups. Added
to this, the governing board was seen to be responsible for influencing the strategic
direcion of the NPO and ratifying the creation of infrastructuriecluding succession
planning for management in the NPO. Formal support through the governance process of
the governing board is needed to facilitate the transformation from social worker to NPO
manager. The governing board also adds to the management of the NPO by bringing
business skills into the management process. Mutual trust and respect between the

manager and governing board was advocated.

The data received from participants in the fogtaups and various other sources enabled
valuable feedback that will be used to develop a model to facilitate the transition from

social worker to NPO managdihis model is introduced in Chapter 6.
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CHAPTER 6
A PROPOSED MODEL TO FACILITATE THE TRANSITION FROM
SOCIAL WORKER TO NPO MANAGER

1. INTRODUCTION

Social workers, internationally, have to make the transition from generic social worker to
NPO manager to be effective in the position of managing an NPO. The social worker
becoming an NPO manager musvelep additional skills and knowledge to be able to fulfil

their roles and expectations as manager. When appointed as manager of an NPO (after
gaining experience in generic social work practice) the social worker faces various challenges
in terms of managig an NPO; past experience must now be integrated to become relevant to
the new position. Managing an NPO as a business is not advisable as business is profit
driven and NPOs operate mainly on donations and fundimng.researcher is of the opinion

that applying business principles rigidly to the NPO milieu will deform the character and
focus of NPO services. However, integrating specialised business management skills into the
unigue environment of the NPO is possible and will allow the NPO manageritcsuéil fit h e

best of both worl dso.

NPO management should ideally be structured and executed within the applicable legislation,
often in close cooperation with volunteers and with shared management responsibilities
within the realm of board governance. TraiesitWorks (2011:1) is of the opinion that NPOs

are often in a situation wheleadership transitions go by as underdeveloped opportunities to
strengthen the organisatiofransition Works (2011:1) further recommends fbanders and
visionary leaders shtdiapproach the transition process as an opportunity to add capacity and
strength, to be able to anticipate the strategic challenges that impact on the staff, board, and
community stakeholders during the change in leadership.
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This study strived to explorthe realities, challenges, opportunities and growth associated
with NPO management; the aim was to suggest a model that could facilitate the transition
from generic social worker to NPO manager. Based on information and feedback from the
literature studysituational analysisind focus groups, as well as feedback from individuals
consulted as specialists, this chapter will focus on the development of a model to facilitate

this transition.

2. MODEL DESIGN

The development of a model to address the transfiom social worker to NPO manager

was based on comprehensive information that was gathered on the aforementioned topic.

K¢hne (2005: 1) states that there are many ir

of this study Stamodel bsl cded bysKihdes(2002),iwmas used too f

define and describe the concept model. This definition was summarised and applied to this

study by describing a model as:

1 information on somethig/content and meanirigsocial work and management of N&O

1 created by someorieresearcher

1 for somebody current and future social workers and NPO structygesd

9 for some purposé assistance in the facilitation of the transition from social worker to
NPO manager.

The information collected though this resdarwas structured in Figure 9 to assist the

researcher in creating boundaries to develop a model that would facilitate the transition from

social worker to NPO manager.

These boundaries consist of three components:

1 Model processes
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1 Model evaluation

FIGURE 9

SCHEMATIC STRUCTURE FOR THE DEVELOPMENT OF A MODEL FOR THE TRANSITION

FROM SOCIAL WORKER TO NPO MANAGER

Facilitation

9 Definition
1 Process
1 Phases

9 Facilitators

Transition

9 Definition

Y Process

Academic Experiential Psychosocial
Development Development Development
1 Rationale 1 Opportunities | Management
to support mindsets
1 Training growth
content 1 Personal
emotional
T Work_place transition
learning
1 Reactionto transitionprocess
1 Learning i exten of knowledge and skillgained
9 Behaviour - improvement in NPO management skills
1 Resultsi efficient NPO management performance
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Source: Developed by researcher
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As illustrated in Figure 6, the two concefdsilitation andtransition are focused on as main
processes in the design of the mod@&he information and insights gathered through this
research lead to the identification afademicdevelopmentexperiential development and
psychosocial development as activities tbe incorporated into the model when it is
implemented.To provide feedback regarding the impact of these processes and activities on
the transition from social worker to NPO manager, an elemeevaltiation was identified

to be included within the modéloundaries. Finally, all the above mentioned information
was incorporated into a model proposed for facilitating the transition process from social

worker to NPO manager.

3. MODEL PROCESSES

As this study focuses on facilitating the transition from sowiaker to NPO manager, the

two most prominent processes involved are facilitation and transition. These two processes
will be explored in more detail to explain the dynamics at play when applying them in the

context of this study.

3.1 Facilitation
The process of facilitation is explored and described in the next section as the proposed

process in the transition from social worker to NPO manager.

3.1.1 Definition of facilitation

According to Sechrest2003:1) David Sibbet defines facilitation asthe. art of leading
people through processes towards agrepdn objectives in a manner that encourages
participation, ownership and creativity from all invohéedFacilitation is broadly described

by Wikipedia (2011:1) as any activity which makes tasks &asythers.
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In the context of this study, facilitation is:

1 the art of leading various stakeholders (social work manager, NPO staff and governance
board)

1 through processes (selection, orientation, training, coaching, mentoring, Sopervis
support, goernance, etc.);

1 towards an agreedpon objective (welrounded manager in an effectively functioning
NPO), and

1 in such a way that all participants enjoy ownership and have input into the process that

makes the transition from social worker to NPO managgiee

The outcome of using facilitation as a process in this study would therefore be to achieve

synergy within the NPO with its new social work manager.

3.1.2 Facilitation process

Various themes for orientation were identified by participants in toeisf groups and

gathered from the literature study. These themes were interpreted as influences affecting the
facilitation of the soci al wor kerds <change i
lead to a new synergy in the NPO. Four main topicsewsighlighted from all the
information available. Figure 10 provides a schematic representation of these four themes

and how they influence the process.
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ORIENTATION THEMES THAT NEED TO BE FACILITATED
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| Support Structures

Social Worker

| Formal Managemerfraining

Board and Governance >

Source: Develped by researcher

A social workerdés personal

born. During the course of a lifetime, knowledge, skills, ethics, views, attitudes and opinions
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experience,

gr owt

develop as result of life experienceBogetherthese form a unique personal contribution to

a per s o nTeamingcbaildseor existing knowledge and skills and must be based on the

current level of knowledge and skills as well as the perceived need for future additional

knowledge and skills.

During the NPO manager 6s

devel

opment

t

he

gov

will all contribute towards the transition into the NPO manager. Based on an assessment of

all the discussed themes, an orientation process can be developed to éntrasocial

worker to the NPO that will be managed.

Identified phases (as structured by respondents from research processes as well as

information gathered from experts and literature) regarding the facilitation of the transition

from social worker totNPO manager is discussed next.
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3.1.3 Phases in facilitation

When the transition from social worker to NPO managers is facilitated, a transition plan need
to be developed based on the unique needs and expectations of the social worker as well as
NPO. Thefollowing phases as listed in Table 21 can be considered to be included in the

transition planning process:

TABLE 21
PHASES IN THE PROCESS OF FACILITATING THE TRANSITION

Phase

Developing a transition plan (scope, cost, delivesabled timeline).

Recruitment (apply minimum requirements for new managers) and selection process

manager.

Assess new managerods | evel of knowl edg

Orientation

Clarify expectations

Integrationof previous experiences of the social work manager

Development and support processes with the governing board and peers

Source: Developed by researchmsed on focus groups feedback

91 Developing a transition plan (scope, cost, deliverables and timeline).

The transition plan should be developed by the governing board once the NPO manager
resigns in order to have a strategy in place that will address the transition of the business
management of the NPO to its successors. This includes planning for a chawgership,
management or management structure. Development of a transition plan also involves
personal, financial, family, business, and legal issues. Transition planning focuses on
identifying and qualifying the right people to take over importanésoh the NPO as it

becomes vacant. One of the important aspects of a transition plan is succession planning.

THE TRANSITION FROM SOCIAL WORKER TO NPO MANAGER: A CHALLENGE TO GROWBenita Nel.
Chapter 6: Aproposed model to faldate the transition from social worker to NPO manager



157

According to Business Transition Consulting (2011:1) the process typically entails
identifying and then developing promising candidates for ptmmpthereby maximizehe

likelihood of a smooth and successful transition.

1 Recruitment (apply minimum requirements for new managers) and selection

process of new manager.

Data from the research show a recommendation made by participants to incllumpsyic

testing in this selection proces8rueggemann (2002:86) states that business corporations
choose persons for managerial positions who seem capable of using informational, economic
and material resources, including human components, to reagbaitsManaging an NPO
requires a person to be knowledgeable and experienced in the fields described above, but

he/she would also need some knowledge about the NPO milieu.

1T Assess new manageros | evel of knowl éodge an.

lead.

When a social worker is appointed as NPO manager, the level of skills and knowledge
regarding the NPO environment and management, as well as the management style and
leadership of the social worker must be matched with the requirements of the WO

stipulated by Swanepoet al. (2008:451) that a needs assessment should address three key
areas, namely the organisation, the job and the individual.

The researcher is of the opinion that these three areas should also be assessed when
facilitating the transition from social worker to NPO manager. Leatigl. (2007:283)
suggest that , based on an individual 6s prof
build identified strengths in NPO managerBlanning of additional management training

should be conducted based on a needs assessment with the NPO manager.
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As Pitse (2002:13) explains, training is a process of empowering people with information and
enhancing already existing knowledge to enable better role performance. Social work
managerant training is the process in which social workers are empowered to become

managers.

1 Orientation

According to Lussier (2003:246) orientation is the process of introducing new employees to
the organisation and their job. Swanepetehl (2008:298299) ®nfirm this and also indicate

the importance of developing an orientatiprogrammesfor the staff members (in this
instance the new NPO manager) that focus on a structured process which will allow the NPO
manager to feel at ease and become secure irethevork environment and thus facilitate
productivenessThe feedback from the focus groups conducted in this study confirmed these
opinions but also indicated that orientation should happen over a period of time and not be
rushed. The researcher is of ¢hopinion that sharing information during the orientation
process is the cornerstone of building the new NMRDager understand$ the tasks ahead.
Lussier (2003:246) identifies five important elements that should be included in the
orientation programme: (i) Organisation and department functions, (ii) job tasks and
responsibilities, (iii) standing plans, (iv) tours, and (v) introduction tavarkers. If this
process is weltleveloped, it will allow the new appointee to place her/himself within the

boundaries of the organisation.

9 Clarify expectations

Weinbach (2003:12) stipulates that management is not the primary responsibility of a senior

person or group of individuals.
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There is an indication that it is a responsibility shared by various rolerplayAs interpreted

by the researcher, in an NPO environment, management is shared between the NPO manager
and the governing board. The NPO manager is responsible for the daily operations of the
NPO whilst the governing board needs to govern the affditkeoNPO. The sharing of
expectations in management should be continuous and regAlarNPO is a dynamic
environment and expectations cannot be set in stéweeording to Lewiset al. (2007:285)

the facilitation of a group process between the new gemand team will contribute towards

having a successful work environment in an NPO. This will ensure that management forms

part of the whole organisation but is controlled by the appointed NPO manager.

1 Integration of previous experiences of the social wk manager

There should be a process that allows the social worker to integrate skills regarding service
delivery and interaction with others to develop into management skills. The previous
experiences and possible role model the social worker had whkilNPO milieu may
influence the transition from social worker to NPO manadégnderstanding the impact of
these previous experiences will allow social workers to grow and apply this knowledge in

their new role as NPO manager.

1 Development and support proesses with the governing board and peers
The development of the newly appointed NPO manager can be supported through a
combination of various opportunities amongst the governing board and peer group

(mentoring; coaching; training and consultation with etg)e
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phases as discussed abovEhese processes are based on information from the research
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conducted in this study, and provide practical guidelines toward thigtivargocess.

3.1.4 Facilitators

The facilitators or role players in the facilitation process need to be clearly identified.

According to Americarsocietyfor Training and Development (ASTD) (2007, 4)facilitator

guides the learning destination ofudtd and equips the learners for sdd¢fvelopment and

continuous learningA

to interactions so that groups are able to function effectively. 0

context oftransitioning from social worker to NPO manager, the following facilitators were

facil it at oonewhs contrbses stiudiuse @nd precess

identified by reviewing the data collected in this study and are summarised in Table 22.

TABLE 22

POTENTIAL FACILITATORS AND THEIR ROLES

Facilitator

Discussion of Facilitation Roles

The social worker
(new manager)

The social worker/new manager must apply his/her mind ang
actively participate in personal development processes as
manager.

The organisation
(NPO)

The NPO has an organisational cultuiistdry, existing
relationships and networks, as well as staff that play a role in
facilitating the transition from social worker to NPO manager

The Governing Board

The elected governing board is responsible for the selection
appointment of the NPO mager as well as governance of the
organisation and has a vast influence on the transition of the
social worker to NPO manager

(Wi ki pedi a,

Training institutions/
structures

Provide formal training opportunities within the social work
milieu as well as from other mage@ment training sectors to
develop the skills and knowledge required to manage an NP

Peer group
(NPO environment).

The support and experience of colleagues and peers in the
environment and the influence of benchmarking plays a role

facilitating the management transition process.

Source: Developed by researchmsed on focus groups feedback
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The researcher wants to peinwlved mube tranditiant not
process at the same time; the level of involvement and contmibatieach of the identified

facilitators may also differ from facilitator to facilitator.

3.2  Transition
Transition, as one of the primary process involved in this model development and design will
be discussed in terms of definitions and the phasedvedan this process in the next

section.

3.2.1 Definition of transition

According to YourDictionary.com (2011:2)r ansi t i on c apassibhgefrondané i ne d
condition, stage, activity, place etc. to another and the period of such passing

Ibarra (2004:10) refers tathe following two writers, namelyLevi sonads defini
transition asit he process of Si mul it & mwle oruidemtity, for e av i n
example without having fully left it, while at the same time, entering another, witheing

fully a@andalkdwi,s who r ef er sthetperiodcdaringwhich anr an s i
individual is changing orientation to a role already held, suggesting a process of change and
the period during whi c lirrom thege ddfifitians the conclsision a ki n
can be drawn that transition implies a change in situation which requires the person making

the transition to change his/her orientation during a specific period of time.

3.2.2 The process of transition
Bakken (2006:1) poistout that the process of adapting to a new role in management takes
ti me. It i's the researcherdés submission tha

increased respaibilities and changim the relationship with cavorkers.

THE TRANSITION FROM SOCIAL WORKER TO NPO MANAGER: A CHALLENGE TO GROWBenita Nel.
Chapter 6: Aproposed model to faldate the transition from social worker to NPO manager



162

Bakken (2006:1) @ims that priorities, concerns, worries and goals change as a manager
adjusts to the new role. Understanding the challenges ahead will ease the way. This statement
was confirmed by comments from participants during focus group discussions; they agreed
thathunder standing the challengesd would ease

manager.

|l barra (2004:10) describes transition as a
separation, transition, and incorporation. Alternatively, a model cowgisft endings, a

neutral zone (in between) and beginnings are presented as transition process. The researcher
is of the opinion that these phases can be applied to the transition process examined in this

study.

The researcher summarised the phases ef tthnsition process described by Ibarra
(2004:10). This summary is subsequently presented and applied to the transition from social

worker to NPO manager:

1 Separation Phasg€Ending)

When the social worker makes the choice to move on to an NPO managersiéion, the
separation (ending) phase is entered. The social worker starttghimkpossiblecareer
alternativesin this instance within an NPO and in the management milieu. Some degree of
preparation and orientation withint h e is sieedled tdbecome a credible candidate in this

newly anticipated career environment.
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1 Transition Phase(Neutral zone: in between)

The social worker begins to take on the identity, attitude and relationships of the next role
(NPO manager). Transition periods haweque characteristics and time frames based on the
experience and personality of the social worker, as well as the needs and functioning of the
NPO where he/ she wil/l be the new manager. On

t he ot hreewd nmarmagdment position.

1 Incorporation Phase(Beginnings)

This entails the extent to which the person and the organisation engage in mutual adjustment.
The new NPO manager is orientated regarding the expectations and boundaries of the NPO as
determinedby the governing board. The process of taking on and assuming the role and
responsibility of NPO manager is implemented. Mutual integration and adaptation between

NPO manager, governing board and the organisation itself is taking place.

Understanding therocess that forms part of the transition from social worker to NPO
manager allows individuals to identify their own process of transition. As this transition has
been described as a process over time, it is important to notice that the pace of each
individual to completion of the process will be different. However, being able to position a
social worker in this process as he/she enters a new career will assist him/her in developing

insight and taking personal ownership of the process.

4. MODEL ACTIVITIES
In order to facilitate the transition from social worker to NPO manager, three activities were
identified for implementation of the process, namely:

1 Academic development
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1 Experiential developmenand
1 Psychosocial development.
These three activities wibe applied to assist as developmental processes and tools in the

transition from social worker to NPO manager.

4.1  Academic Development

One of the processes that was highly emphasised throughout this study was the training of
social workers, as well ake creation of opportunities for specialised NPO and business
management skills training. The researcher holds the opinion that training is a crucial
underlying factor to the total transitioning process from social worker to NPO manager, and

therefore traning in the social work sphere will be focussed on next.

Understanding the rationale behind training, the theoretical foundation of training, the
learning process, and what to include in the training process will allow the contextualisation

of training & part of the transition from social worker to NPO manager.

4.1.1 The rationale behind training social work managers of NPOs

According to Coulshed and Mullender (2006:13) the relevance of managerial studies for
social work managers lies in helping themsee when systems are at fault and when
standards are not good enough and need improvement. Specialized management training for
social workers in NPOs is therefore necessary and should focus on the uniqgue NPO
environment.

Patti (2003:5) states that muohthe fundamental knowledge in management is found in the

business and public administration fields.
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To capitalise on the available knowledge, a process of learning is essential for enabling
managers to build and develop management skills on existisgrzé and technical skills
acquired by social workers. The application of management skills to the NPO environment is

therefore crucial.

Social work NPO training should take place on a continuous ba®s as an isolated event.
The SACSSP (2003:2) supqs the provision of quality services to individuals, families,
groups, and communities, on a continuous basis and through the process of continuing

professional development (CPD).

CPD is an international and national means of ensuring that profes®epspace with
developments and advances in their field and discipline (SACSSP, 2003:2). The CPD
process enables professionals to become aware of new challenges regarding knowledge, skills
and competencies, which enables them to respond to the dynamiopieents and needs in

the community. The CPD accreditation in South Africa is currently a compulsory system
with the SACSSP (2003:1) and the social work NPO management training proposed in this

study might be suitable for CPD accreditation.

Social wak NPO management trainipgogrammeswill have to be adapted continuously to
keep up with the training needs of social workers in this field. Social workers in managerial
positions are people who have acquired a previous qualification, gained someregeéni
practice and life, and need to integrate all this with new knowledge and experience as
managers. Training can be seen as a way of communicating knowledge and experiences.
Pitse (2002:39) states that training, like daily living, increases our |kdge and

understanding of the people and things that surround us.
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Training aims to communicate new knowledge, skills acquisition, and changing attitudes and
should take the following aspects in consideration when it is conceptualised and planned
(Healthink Worldwide, 2009:1):

1 The rationale behind the training

1 The assessment of training needs

1 Decisions on who should be trained and who should be the trainer

1 Selecting different training methads

1 Developing or choosing training content and materaatsl

1 Evaluation, followup and support

According to information gleaned from the research, the training of social work managers
requires a starting point that focuses on the principle of adult teaching that results in
practicedbased learning. This implies thall learners have previous knowledge and practical
experiences that form valuable contributions to any traipragrammesor process. The
researcher is of the opinion thattraining programmeshould acknowledge the previous
experiences in managementashould serve as a basis upon which new learning is planned
and facilitated. The training content that needs to form part of this process will be explored

next.

4.1.2 Training content

The training required to expanrmgardimgthd NRKD ma n a ¢
environment will be an individual process for everyone. However, as explored in Chapter 3
during the literature study, the work of Mary Parker Follett (a pioneer social worker who

influenced management) was highlighted.
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Follett describedhe approach of the organisation as hierarchical and included the influence
of human relationships in this hierarchy as important. The researcher supports the application
of the human relationship principle within the NPO hierarchy (governing board, NPO

manager, NPO staff and volunteers).

Cronje (1998:104) describes the Empowerment Model for social work management as it
exists within the current NPO sector in South Africa. The two most important components of
social work intervention in welfare agencessd norgovernmental agencies identified in this
model are empowerment and capacity building. According to this model, the manager of the
NPO (in this instance the social work manager) has a special responsibility to encourage and
promote staff developmgnbut should also involve the client base in decisions on service

delivery and planning (Cronj&998:104-107).

When viewing the Empowerment Management model within the principles of hierarchy and
human influence, as described by Follett, it shouldindefy include elements of
management principles and various management schools of thought in the content of social
work management training. As each NPO is unique in its focus and the services it provides, it
should build its learning content on the neeaf the NPO. The influences of human
relationships in the NPO structure should be acknowledged when selecting the training

content to suit a social worker transitioning into an NPO manager.

Governing boards, executive directors and managers at al§ |lbaek to better understand
the practical value of a healthy social service and organisational culture as a means not only
to achieving higher employee satisfaction and morale, but also fulfilling their promise of a

better community.
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From the research cdacted in thesituational analysisand focus groups, the capaeity

building curriculum (Chapter 5) indicated three main areas as important in training content:

1 NPO specialist management training combining the governance process with the
management roje

1 Differentiating management and leadershgtrategic thinking, vision and mission, and

1 Specific training ( information systems, Consumer Protection Act, social work specific
legislation, finance and taxation law, labour law, servgmecific laws, time
maragement, supervisiorprogrammesdesign and management, planning, monitoring,

evaluation and reporting, management ethics and management theories and styles).

The content cited above forms part of a more holistic representation on management training.
When planning or selecting training for assisting and facilitating the transition from social

worker to NPO manager, the inclusion of these topics is recommended.

The statement by Lewist al (2007:292) that managerial excellence requires not only
techni@al mastery of the management functions but also the ability to address social, cultural

and political dimensions, illustrates that no curriculum for managers could ever be complete;

the environment with its beliefs, ethics, values, tradition and custolinsever be complete

and wil|l always influence the managerds dec
training will therefore always be open and lenient to allow effective and relevant training of
managers in an era of welfare services. The practgglication of the knowledge gained

from attending training will lead to the development of skills and-cmifidence as a

manager.
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Having guidance during the process of developing management skills will enhance this
process of growth. The experienti@vélopment that forms part of the transition process will

be explored in the following paragraphs.

4.2  Experiential Development

While the importance of building the academic capacity of an NPO manager cannot be
overlooked, there must be a process thagirsites practical experience and implementation

of newly-acquired knowledge into the context of NPO management. The research
participants identified various activities like guidance, coaching, teaching, mentoring and
counselling as possible ways to provglactical opportunities for skills development in the

transition from social worker to NPO manager.

4.2.1 Opportunities to support growth

The researcher is of the opinion that implementing the knowledge gained on a topic through
academic training will kow for specialised skills to develop and grow. As reported from
focus groups and questionnaires, there are various ways to provide these opportunities to
NPO managers in order to develop and grow management skills. Robert Dilts (2003:179,
237) providesa comprehensive differentiation of the opportunities for supporting growth and
development in individuals. These opportunities are highlighted and applied to the NPO

management milieu below:

1 Guidance: the process of directing an individual or a group gltre path leading from
the present state to a desired stétten{ being a social worker to becoming an NPO

manager)
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1 Coaching: helping another person to improve awareness, to set and achieve goals in
order to improve a particular behavioural performarspecifically in the NPO

environment as NPO managgr)

1 Teaching: helping an individual or group develop cognitive skills and capabilities

(related b management in the NPO milieu);

1 Mentoring:hel ping to shape an i ndi viwday aftedas bel i
longert er m career rel ationship fr o(peergraume on e

supporti Welfare Forums); and

1 Counselling: helping an individual to improve performance by resolving situations from

the pas(integrating previous experiencesthe NPO milieu)

The development suggested above can be used in addition or in place of training. The
learning process has the option of being intentional and planned to focus on a specific
learning area or unintentional and unplanned where an oppgnuesents itself to grow and

is utilised by the NPO manager.

4.2.2 Workplace learning

Apart from the supportive processes that can be implemented to create opportunities for skills
development and growth, there are also opportunities that presensethiesnin the
workplace on a daily basis, providing experiences to learn from. The types of workplace
learning, as described by Colleynd Malcolm (2011:18), are displayed and explained in

Table 26.
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Intentional or planned

learning

Unintentional or unplanned

learning

Learning which is already

known to others

Planned learning of that

which others know

Socialisation into an existing

community of practice

Development of existing

capability

Planred / intended learning

to refine existing capability

Unplanned improvement of

ornrgoingpractice

Learning that which is new

in the workplace (or

Planned / intended learning
to do that which has not bee

done before

Unplanned learning of
samething not previously

done.

treated as such)

Source: Colleyand Malcom(2011:18

According to the information above there are three levels of knowledge acquisition and

experience in the workplace.

The first levelncludes the situation of learning information whictaiseady known to others

in the NPO. Examples of this information may include the governance process and governing
board, experiences from other NPO managers (peer group) and spewigc information

that government departments are veafjuainted withThis learning could be planned and

intentional like attending a workshop, or social, as during networking events and meetings.

Secondlythere is an opportunity to develop existing capabilities. The social worker has
existing capabilities that can bepanded and developed into the management and NPO
milieu. Attending specific management training will be the result of a planned learning
process However, the toning of skills while implementing management provides an informal

situation where learning ndaake place.
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Finally, learning that which is new in the workplace (or treated as such) also provides
opportunities for formal and informal learning within the NPO management field.
Understanding how mentoring, coaching, training and consulting conpaech other will
provide the social worker with the opportunity to select the most appropriate support process

to best facilitate the transition from social worker to NPO manager.

4.3  Psychosocial Development

Becoming an NPO manager does not happenhanae. Respondents from focus groups

stated that it was a choice made by the social worker to become an NPO manager. This
choice is only the first step in the emotional development that forms part of the transition
from soci al wor ker nd PN gneadn aige r t e Au i firneid
therapist, generic social worker, community developer, colleague, supervisor, etcetera, to
becoming the fAbosso; taking full responsi bil

governance of the NPO.

4.3.1 Managementmind-sets

As described in Chapter 3, Gosling and Mintzberg (20@3:ientified fivemind-setsthat
influence leadership, namely:

1 Managing yourself the reflectivemind-set

1 Managing organisatioristhe analyticamind-set

1 Managing contexi the worldlymind-set

1 Managing relationships the collaborativenind-set and

1 Managing changé the actiormind-set

Becoming aware of these different areas of functionimingsety, forms part of the

transition from social worker to NPO manager.
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Fealback from focus groups indicated that becoming an NPO manager is a gradual process of
emotional adjustment and change based on previous experiences. In an attempt to define the
emotional processes involved in thesend-sets the process of emotional tsation is

presented next.

4.3.2 Personal emotional transition
Fisher (2003:1) describes the emotional processes experienced in transition and the
researcher is of the opinion that this psychosocial process can be applied to the transition as

experiencedby a social workewhen becoming an NPO manager.

According to Fisher (2003: 1) the rate of
perception, locus of control, and other past experiences and how these factors combine to

help social workers creafeture expectations as NPO managers.

It i's the researcherodéds opinion that a | ot
subconsciously. The emotional processes as illustrated in Figure 13 and discussed by Fisher
(2003:37) will be the focus of thaext section. The researcher will apply this process to the

transition of the social worker/NPO manager.
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FIGURE 11
THE PROCESS OF PERSONAL TRANSITION

The Process of Transition

This can
What Denial work
impact will and be
Canl At LE_“t . this have? Change? good
cope ? scme.rlmlg §  Howwillit What Change?
goimng to affect me?
change !
I can see
Thas 1s bigger L myself
. than T Disillusionment in the
: thought! ) I'm cﬁl!\‘ 9 future -
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1sn't for |
me!

Moving

|' N
/ || really do .-I, - Forward
f !
!.a |I
’*'.I 'I, Who am E \
Happiness o \
Anxiety apl L v
“ Grardual
L Acceptance
| | e *‘-:}‘3 I'll make
v . .' € e &\'7 this work
Threat Guilt Depression o if it kills
Hastility = ~\ me!!

© John Fisher's Transition Curve 2003. Diagrams and personal change tlieoryvww.businessballs.cof®ource: Fisher 2003: 1).

The transition curve above provides a graphic impression of the process that forms part of the
emotional transition of the NPO manager. The process from Fisherman above is discussed in

reference tohte social worker making the transition to NPO manager.

TABLE 24
EMOTIONAL TRANSITION

Phase Researchers application to transition from social worker tg
NPO managers

1 Anxietyio Ca n | The awareness of the promotion from aberorker to manager ca

cope?o0 lead to anxiety when the individual realises the new N
management position is outside one's range of understandi
control. This could be due to not having enough informatio
anticipate being a manager within the NPO. Sowiarkers are
unsure of how to behave in the new position.
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Phase

Researchers application to transition from social worker tg
NPO managers

Focus group feedback concurred with this opinion and indica
need to be able to adjust from doing therapy to becor
managers.

1 Happiness i At
last something is
going to

The newy appointed social worker realises that others share
his/her need for additional orientation and training and experie
feelings of relief and happiness. The impact of this realisation i
two-fold. At the basic level there is a feeling of relief thatrdea
will happen due to influences from the governing board, trainin
and peers; on a strategic level there is an empowerment proce
allowing the social worker to become a part of the NPO and be
able to manage it.

Social workers expect and anticipate @l future, placing their
own value system into the change and seeing themselves
succeeding. The organisation needs to manage this phase ang
ensure unrealistic expectations are managed and redefined in
organi sationds t er msidualilfithe socid
worker does not grow through this process, denial will follow.

9 Deniali i Ch an
What <c¢chan

When there is no insight into the need for additional manage|
training and orientation in the NPO environment, the social wg
is in denial. This is defined by the failure to accept any change
denial of any possible impact on the social worker. Social wol
keep acting as if the change has not happened, using old pr4
and processes and ignoring evidence or information agnto
their belief systems.

The transition curve clearly shows that it is important for a sc
worker to understand the impact the change will have on their|
personal values and believes systems; once they realis
implications for their selperception, the transition to NP
manager can begin.

1 Fearin Wh at
impact will this
have? How will this
affect me

The awareness of an imminent change in one's core behav
system leads to fear. Social workers appointed as NPO mar|
will need to bbave in a different manner and this will have
impact on both their sefferception and how others (like staff) g
them.

 Threati A Thi s
bigger than |

t hought! ¢

When the total transition about to happen is understood b
social worker, it rests in fear of the unknown.
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Phase

Researchers application to transition from social worker tg
NPO managers

This involves the awareness of an imminent comprehensive cl
i n the soci al wor kerds <cor e
work / therapy to management). This includes perceiving a n
lifestyle change, one that wiliadically alter the social workesr
future choices and other people's perception of them. S
workers (new managers) are unsure as to how they will be a
act/react in what is, potentially, a totally new environment.

T Guiti ADiI d |
really dotha ? 0

Feeling guilty is the result of the awareness of dislodgement of
from one's core sefferception. The researcher is of the opinion
that often loyalty to the social work profession is acutely
experienced and making the transition to NPO managemsuits
in guilt. Once the new NPO managers begin exploring thek se
perceptiori how they acted/reacted in the past and looking at
alternative interpretatioristhey begin to ralefine their sense of
self. This, generally, involves identifying what theore beliefs are
and how this are changing and adapting (e.g. treativgockers as
employees).

9 Disillusionmenti
Al &6m of f !
i sndét for

If the social worker cannot make the transition from social worl
to NPO management it creates asgeaf disillusionment. The
awareness that values, beliefs and goals are incompatible with
those of the NPO or management milieu will result in a situatio|
where a social worker must make a decision regarding their fu
The pitfalls associated with dikisionment are that the NPO
manager becomes unmotivated, unfocused and increasingly
dissatisfied. He/she gradually withdraws his/her labour, either
mentally (by just "going through the motions", doing the bare
minimum, or actively undermining the change b
criticising/complaining) or physically by resigning.

9 Depression i Wh
am | ?20

This experience is characterised by a general lack of motiv
and confusion. NPO managers are uncertain as to what the
holds and how they can fit into the futtiveorld".

1 Hostilityi A | 6 I
make this work if it
kills me!

Hostility is the result of a continued effort to validate so
predictions that have already proved to be a failure. The pro
here is that NPO managers continue to operate processesb:
repeatedly failed to achieve a successful outcome and are no
part of the new process.
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Phase Researchers application to transition from social worker tg
NPO managers

During the focus group discussions hostility was observed tov
changes implemented by government regarding various se
provisions (ecgeatiitrhge ymamre [
Hostility towards being a manager was also displayed in
expressed preference to continue with therapeutic work inste
the managerial tasks assigned to an NPO manager. As a re
promotion/salary increase the o c i a l wor ker
management.

1 Gradual acceptanc( Being able to experience a process where the transition from s
TAl can s|workerto NPO manager leads to the gradual acceptance of th
i n the f urole The social workdnas grown and developed skills in
management and becomes more confident in the role of NPO
manager.

1 Moving forwardi | When the process of transition is completed and the social wo
AThi s c¢ an hasgrowninto becoming a wethunded, onfident NPO manager
be good. ¢ theindividual regains the ability to see the future as positive.

Source: Application of focus groups feedback based on F20B6B: J)

To understand the emotional transition as described above and how it is motivated within the
scacial work/NPO  management milieu provides a process of personal growth and
development for the social worker/NPO manager. The individual is now able to make the
transition from social worker to NPO manager. The phenomena described in Table 27 do not
necesarily apply to all managers: it is merely a projection of emotional processes that occur
during transition. The aim of these descri
Aemoti onal roado to becoming an NPOotmanage
understand and interpret the growth and development taking place without evaluating and
measuring the level of influence the transition process. The implementation of an evaluation

process will be discussed next.
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5. MODEL EVALUATION
In order to monitorthe transition from social worker to NPO manager in terms of
management skills, development, personal adaptation and performance, a process of

evaluation is needed.

This evaluation process should be structured to include specific measuring criteaiseind
time frame. Such criteria could be developed by a consultant ad &ocbasis, or by the
governing board and NPO manager. The social work manager should also do a formal

evaluation of any kind of training he/she attends.

The researcher suggedtat evaluation processes in this context be kept simple but focussed,

and motivates that the pr decebevaduatibns asldessribed o0 n

by Clark (2011:1). These levels are:

1 Level 17 Reaction ¢f the NPO manager to the learnipgocesy;

1 Level 2i Learning €apacity to perform learned skills while in the posijion

1 Level 31 Behaviour/performance (thextent to which the new NPO manager gained
knowledge and skilJsand

1 Level 41 Result or impactdfficiency / morale of new NPCamage).

This process of evaluation wil!/l provide f e

transition phase as well as assist in identifying the areas where additional support and training

is required. Clark (2011:1) describes the interactive feedpao&ess, consisting of four

l evel s, in Donal d Inodellds illudtrgtea iniFigucek2d s eval uati o
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FIGURE 12
KI RKPATRI CK6S EVALUATI ON MODEL

Level 3
Extend to
which  new
NPO
management
skills
influenced
performance

Level 2
Acquired
capacity to
perform NPO
management
skills

Level 4

Level 1 Improved

Reaction of efficiency /

the NPO morale of the
new NPO

manager to
learning

manager

Source: Researcher applied NP@drmation to figure from Clark2011:1)

The interrelated feedback process will be highlighted next.

5.1 Level 1: Reaction

As identified in Chapter 5, participants indicated that existing knowledge and experience
should form part of the evaluation for training needed in NPO management. Based on
previous experience and in consultation with the social worker, a trainprggrammeis
developed to address training needs. Evaluation, as suggested in Figure 14, measures how the
social worker/NPO manager reacts to the management training. This lefteinisneasured
with attitude questionnaires and tests one
(reaction) to the process. Social workers /INPO managers are often keenly aware of what they
need to know to accomplish the task of developing inagament. If the trainingrogramme

fails to satisfy their needs, a determination should be made as to whether it's the fault of the

transitionprogrammeslesign or the way it was presented.

THE TRANSITION FROM SOCIAL WORKER TO NPO MANAGER: A CHALLENGE TO GROWBenita Nel.
Chapter 6: Aproposed model to faldate the transition from social worker to NPO manager




















































































































































































