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Abstract

South Africa’s developmental social welfare policy relies largely on NPOs to deliver social
welfare services to poor and vulnerable people and populations who are at risk (Patel,
2012:603). In South Africa, neither Government nor the business sector, are able to deliver
on these needs. This factor highlights the important role that NPOs fulfil in solving social
problems and responding to the needs in their communities (Department of Social
Development, 2001; Grgnbjerg & Paarlberg, 2001: 684). In addition, NPOs are purpose driven
and therefore aim to make the maximum impact in their communities. In this case ‘impact’
refers to the societal intervention in addressing the main causes of social problems and
bringing about lasting positive change in people’s lives (Ebrahim & Rangan, 2010:3). In order
for non-profits to exert significant impact, they must be willing to work outside the limitations
of their organisations and not merely be confined to managing their internal operations (Grunt
& Crutchfield, 2007:35). It is thus crucial that NPOs achieve their organisational goals and
serve the public purpose, and thereby strengthen their impact in their communities.

The purpose of the present study was to explore how strategic communication management
can help NPOs make a stronger impact in society. In the field of communication management,
the systems theory is used as meta-theory on which to base the strategic communication
management and two-way symmetrical theory as theoretical framework for the present study.
The study is placed within the phenomenological paradigm, seeing that the impact of the
NPOs is understood in terms of the lived experiences of participants from the NPOs
themselves, as well as from the selected community members. The study investigated
whether the NPOs “... help bring about mutually beneficial changes in the attitudes and
behaviours of both the publics and the organisation” (Grunig et al., 2001:188). As the case is
with most profit organisations, theories such as stakeholder management theory can also be
applied to the non-profit sector to help ensure the success and sustainability of such

organisations.

The present study utilised semi-structured interviews targeting four NPOs as well as eight
community members, who are connected with the particular NPOs. The data was analysed
thematically according to the constructs identified in the relevant literature. Furthermore, this
study utilised the qualitative research method to explore the experiences and feelings of the

participants.

The study found that participating NPOs did not manage communication strategically. This

was mainly due to a lack of funding for communication practitioners; therefore also a lack of



capacity to take care of strategic communication management. NPOs tended to over-
emphasise their dependence on funders, which to a large extend negates their
interrelatedness to the community. It is suggested that, although funding for an NPO is crucial,
such an organisation should also focus on partnering with the community to strengthen their
impact. According to the principles of corporate rights and effects, managers must act in the
interests of stakeholders and involve stakeholders in decision-making related to the
organisation’s objectives. NPOs should create value by serving the interests of, and working
with all their stakeholders, which implies active participation and input from all parties
concerned. In this regard, the strategic communication management function is key for the

success of NPOs as service providers.

Keywords: Systems theory, strategic communication management, stakeholder relationship

management, two-way symmetrical communication, phenomenology, NPO
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Chapter 1: Introduction and Orientation

1.1. Introduction

Non-profit organisations begin when individuals in the community agree to act together
for common purpose. Their early financial support comes mainly from the founders
who dig deep into their own pockets, followed by appeals to donors for their voluntary
response. Resources also come from government subsidies or grants or contracts,

and self-generated income. (Department of Social Development, 2001:6).

The definition above was presented in the Codes of Good Practice, which has been issued by
the Department of Social Development (2001:6). The Companies Act of 2008 defines a non-
profit organisation (hereafter abbreviated as NPO) as a company incorporated for a public
benefit or other object as required by item 1(1) of Schedule 1. This definition is consistent with
the one found in the Non-profit Organisations Act of 1997 which defines a NPO as a “trust,
company or other association of persons established for a public purpose”. The underlying
factor in all these definitions is that NPOs exist for a public purpose. Furthermore, these

organisations depend on other role-players to fulfil this purpose.

It can therefore be argued that this purpose drives NPOs to have an influence or make a
difference in their communities through the services they offer. In order to ensure that they
meet their organisational goals and serve the public purpose, they should aim to make a

maximum impact in their communities.

In an attempt to provide services to the community, NPOs are inherently accountable to a
wide range of stakeholders. Lloyd (2005:3) points out that non-profits are: “upwardly
accountable to their donors (those who provide financial support); downwardly to their
beneficiaries (those on whose behalf they speak), inwardly to themselves and horizontally to
their peers”. This situation needs to be managed by the NPOs, in order for them to provide

efficient service to the community.

To investigate how such services can be rendered an understanding of NPQO’s are needed.

The following section will describe the characteristics of NPOs in South Africa in more detalil.



1.2. Description of NPOs

South Africa’s developmental social welfare policy relies largely on NPOs to deliver social
welfare services to poor and vulnerable people and populations at risk (Patel, 2012:603). The
Department of Social Development (2001:3) states that the purpose of the Codes of Good
Practice is to develop the abilities of NPOs to become effective partners with government and
the private sectors in the uplitment and care for South Africa’s communities and
environments.” Patel (2012:605) supports this view by pointing out that:
“while the state in South Africa may be conceived of as playing a leading role in social
development as both a financier, regulator and direct service provider, it also works in
partnership with other actors in society who are not simply delivery vehicles but also
contribute to development in many other ways through providing additional resource
flows, knowledge of local contexts, giving a voice to poor and marginalised groups
providing greater flexibility in service delivery and responsiveness and enhancing state
capability”.
Therefore NPOs play an important role in solving social problems and responding to the needs
in the community (Grgnbjerg & Paarlberg, 2001:685). It is thus of national importance for

NPOs to ensure that they make their contribution to the community.

NPOQO'’s also face challenges in their work. Research on the transformation of welfare services
in the NPO sector suggests that while previously excluded groups in society have increased
access to services, past historical patterns continue. The reason is that services remain largely
urbanised and remedial in their approach, with limited focus on the ‘developmental’ aspects
of the policy (Patel et al., 2008:1). In addition, the effectiveness of NPOs in a community
depends largely on the resources that these organisations share among themselves and

among other sectors (Paarlberg & Varda, 2009:597).
1.2.1. The NPO sector in South Africa

The size and scope of the NPO sector in South Africa has grown significantly since the 1990s,
and it is estimated that there were approximately 85 248 NPOs by 2012 (Swilling & Russell,
2002:7; Policy Framework, 2012:10). The Policy Framework (2012:10) states that “in terms of
its contribution to the fiscal [health] of the country, in 2007 the total income of the NPOs was
estimated to be R12, 5 billion”. Here the South African government contributed a substantial
amount in the form of subsidies and other forms of grants, followed by the private sector

through its corporate social investment programmes (Bonochis, 2007). Other forms of funding



sources were derived from investments, membership fees and sales for services and goods

as well as other forms of philanthropic giving.

In 1998 NPOs already contributed 1.2% to gross domestic product (Patel et al., 2007). Besides
the delivery of social services, NPOs were engaged in culture and recreation (20.8%),

development and housing (20.6%), advocacy and politics (6.9%), and health (6.6%).

According to Patel (2012:609), “other than the above data, an accurate assessment of the
number of NPOs that are actually engaged in the delivery of welfare and development services
is not available”. Survey data from a national study of affiliates of the National Council of Social
Services (Nacoss), which are formally registered NPOs, indicated that the majority of Nacoss
affiliates deliver care and support services to children, youth and families, and older persons
(Patel et al., 2008:10). This was followed by services to people living with HIV/Aids and, to a
lesser extent, poverty reduction and social relief. Other target groups such as people living
with disabilities as well as rehabilitation programmes are provided for, however, to a lesser
extent than the former types of services. Half of the affiliates also delivered statutory services
that are mandated by legislation and include mainly child protection services (Patel et al.
2008:10).

1.2.2. Types of NPOs in South Africa

Patel (2009) reports that there are four types of NPOs that deliver social services. These types
are distinguished by the nature of their primary source of funding, which in turn shapes the

nature of their relationship with the state (Patel, 2009).

e Type 1 are formal, registered welfare organisations such as the Nacoss affiliates
described above. These organisations have an extended history of service delivery
and a sound service delivery infrastructure. They may also be referred to as public
service contractors that provide services and facilities, including professional services
for various target groups. These organisations rely heavily on the state for funding and
operate within strict bureaucratic procedures and accountability systems. Of the
different types of NPOs, they also have the least autonomy to set their own priorities
and have limited flexibility in developing and implementing programmes because these

are based on predetermined national norms and standards (Patel, 2009:35).

e Type 2 are donor-funded NPOs and are also formally registered by government. These
organisations enjoy greater flexibility to set their own agendas in terms of what they

deliver, where they deliver services and which methods and practices they employ in



service delivery. They may be constrained, however, by the priorities and focus of
donors and may have to realign their programmes with those of their donors. However,
in some instances there appears to be scope for bargaining and for mutual influence

about programme priorities and the direction of donors (Patel, 2009:36).

o Type 3 are faith-based organisations (FBOs) which are funded by religious bodies.
These organisations are estimated to constitute 11% of the total number of NPOs.
FBOs’ character and their approach to service delivery are informed and shaped by a
religious ethos. The number of NPOs that are exclusively donor-funded is unknown
(Patel, 2009:36).

o Type 4 are community-based organisations (CBOSs). These type of NPOs are engaged
in welfare service delivery. CBOs are estimated to make up the largest number of

service providers (Patel, 2009:36).

Swilling and Russell (2002:7) estimated that between a third and half of all NPOs in the country
are CBOs. NPOs such as these are generally unregistered, informally organised, utilise mainly
volunteers and are small locally-based organisations with limited access to skills or funding.
“They are perceived as the service delivery or implementing agencies for government, public
service contractors, donor-funded NPOs and FBOs” (Swilling & Russell, 2002:7). Generally
speaking, CBOs rely on funding from various other organisations in order to develop and
implement projects that will benefit the communities. This reflects the power differentials
between CBOs and other intermediary NPOs that are reliant on CBOs because of their direct

access to grassroots communities.

How to maximise the rich development potential of CBOs and their comparative advantage
remains a key challenge for policymakers and donors. On the one hand, policy and legislation
could protect CBOs and their volunteers from exploitation and lead to increased recognition
and the strengthening of CBOs. On the other hand, this may require a level of
institutionalisation and formalisation of CBOs that could compromise their authenticity (Patel,
2012).

1.2.3. NPOs’ role development

Previous NPO involvement had focus mostly on a more cost-effective service delivery that
targets poverty. This form of service delivery was often a trivial aspect when it came to
development projects. However, the roles of NPOs have both broadened and deepened in

recent years.



This diversification of NPOs’ roles was described first in 1989 in the World Bank's Operational
Directive on NPOs (World Bank, 1989). This Directive recognised the potential of NPOs to
render the following services: reach poor communities and remote areas at low cost, identify
local needs, promote participation, build on local resources, and introduce new technologies.
The Directive also recognised potential weaknesses of NPOs. These include: limited
managerial and technical capacities, uncertain sustainability, localised operations, limited
replicability and weak accountability. Hence, the World Bank regards the judicious
involvement of “such organisations, properly coordinated with the activities of public agencies,

as facilitating pursuit of equitable and sustainable development” (World Bank, 1989).

In order for business and governments to work effectively with NPOs in any given society, and
to benefit from the potential contributions to effective development, certain conditions need to
be met: NPOs should be established freely and operate without excessive constraints; they
should be independent of both business and government, and be both transparent and
accountable. When these conditions are met the NPO sector will be able to reveal the full
scope of viewpoints and expertise relevant to a wide variety of development projects. Similarly,
NPOs need to have both the full scopes of powers, privileges, and immunities that are enjoyed
by other juridical persons in the society. There exist unequal power relations between NPOs
and Government, particularly where NPOs rely on the state for developmental funding. These
state interventions could sacrifice NPOs’ freedom and autonomy to operate and at the same
time to engage critically with government (Howell & Pearce, 2001; Patel, 2003). These criteria

may seem unrealistic, but should form the normative ideal to which an NPO strives.

1.2.4. Objectives of NPOs

When NPOs operate transparently and have well-developed structures for accountability (to
their beneficiaries as well as their funders), the integrity of each NPO and of the sector itself
is ensured. This can then increase the likelihood that the NPOs accurately represent the views

of the poor in the society.

Especially in South Africa, an objective of the Non-Profit Organisation’s Act of 1997 as stated
in the Codes of Good Practice (Department of Social Development, 2001:3) is to encourage
and support NPOs in their contribution towards meeting the many needs of the Republic of
South Africa’s diverse population by the following actions:

e Create an environment in which non-profit organisations can be productive and

effective.



e Develop the abilities of NPOs to become effective partners with government sectors
and the private sector on behalf of the uplitment and care for South Africa’s
communities and environments.

o Encourage NPOs to accept the responsibility of responding to and maintaining high
standards of practice in: good governance, effective management, optimisation of
resources, successful fundraising, productive relationships with government,
beneficiary communities, donors, sponsors, the general publics, careful administration
of their organisations, and ethical behaviour. (Department of Social Development,
2001:3)

The NPQO’s thus have a crucial role to play in the country. Although they are already conducting
a valuable service to their communities, there is still room for improvement and their impact

needs to be felt wider.
1.2.5. The impact of NPOs

The current discourse on NPOs centres on these organisations showing their worth in
addressing social problems. In this regard the discussion focuses on the NPOs’ ‘impact’,
although there are still considerations on how to evaluate the impact of the NPO (Ebrahim &
Rangan, 2010:1, 15). In turn, NPOs are under growing pressure to demonstrate their impact
(Ebrahim & Rangan, 2010:14).

The question arises: What is meant when referring to the impact of NPOs in the community
their serve? ‘Impact’ refers to the societal intervention in addressing the main cause of social
problems. Impact can be defined as the “... significant or lasting changes in people’s lives,

brought about by a given action or series of actions” (Ebrahim & Rangan, 2010:3).

For the purposes of this study ‘impact’ refers to the degree of services delivered by an NPO,
how these services can be extended to more receivers, or more services offered, or how to
make a greater difference on social issues. As stated by Patel (2012:615), the NPO should
not only deliver a service but be able to focus on developmental aspects, which show its

impact.

Grunt and Crutchfield (2007:35) explained they “had assumed that there was something
inherent in these organisations that helped them have great impact — and that their success
was directly tied to their growth or management approach”. These scholars learnt that
becoming a high-impact ‘non-profit’ does not only entail building an effective organisation and
then expanding it to reach more people. The focus should rather be on working with and

through organisations and individuals outside themselves to create more impact than they
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could have achieved in isolation (Grunt & Crutchfield, 2007:35). “The secret to their success
lies in how high-impact non-profits mobilize every sector of society — government, business,
non-profits, and the public — to be a force for good” (Grunt & Crutchfield, 2007:35). In other
words for non-profits to have a significant impact, they must be willing to work outside the
limitations of their organisations and not just be confined to manage their internal operations.
These organisations should spend as much time managing external relationships and
influencing other groups as they put in efforts in building their own organisations (Grunt &
Crutchfield, 2007:35).

1.3. Application of the communication management theory to the

described scenario

This specific study is placed within the domain of communication management as it attempts
to understand from this particular view, how an NPO can have a stronger impact in the
community. In particular the participatory approach or developmental approaches were not
used in the study or selected as theoretical framework for the study. The reason being, that
NPOs also operate within changing, competitive environments and have expanded
significantly, similar to the development of profit organisations (Garcia, 2012:1; Kong,
2007:282) and are under pressure to show their influence in society as explained above in
section 1.2.5. Therefore authors such as Garcia (2012:1), and Knox and Gruar (2006:115)
argue that theories used for profit organisations, such as stakeholder management theory,

can also be applied to the NPO sector.

Therefore communication management theories that are usually applied to the profit sector,
are just as valid in the non-profit sector to ensure the success and sustainability of NPOs.
Unfortunately, as Wiggill (2009:1) points out, most NPOs do not practise strategic
communication management to build strong, lasting and mutually beneficial relationships with
stakeholders. Naudé (2001:265) concurs that a large number of NPOs do not realise the
importance of managing strategic communication and the necessity of building lasting and
mutually beneficial relationships with stakeholders. If communication and stakeholder
relationship management are not planned strategically, it will be difficult for NPOs to achieve

the desired results they aim to deliver in society.

In the present study phenomenology is used as the guiding paradigm. Phenomenology is
concerned with understanding the social and psychological experiences from the perspectives
of the people involved. The researcher studied experience from the perspective of the

individual. Therefore the present study aims to explore how organisations function as systems
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and how their contribution to society is influenced by other factors (Lester, 1999). In order to
understand the experiences of the people in society, it is important that all systems involved

in the relationship should be investigated.

The systems theory will be used as meta-theory, followed by the stakeholder relationship
management theory, strategic communication management theory and two-way symmetrical

communication theory.

Following Singh and Bodhanya (2014:349) “it must be realised that the effectiveness or lack
thereof of the non-profit organisation’s functioning will depend on the energy that is created
via the collaboration of various stakeholders.” Especially significant for organisational
communication, the systems theory explains how and why people form groups. Each of these
groups can be considered a system and form part of a larger system. A system is thus made
up of internal and external factors that play a role in determining and influencing the
sustainability of a phenomenon, in this case, NPOs. “A system is a set of two or more elements
where: the behaviour of each element has an effect on the behaviour of the whole; the
behaviour of the elements and their effects on the whole are interdependent; and while
subgroups of the elements all have an effect on the behaviour of the whole, none has an
independent effect on it” (Skyttner, 1996: 7). In this sense a system can be divided into smaller
subsystems or incorporated with other systems to create larger systems, referred to as supra-

systems or environments.

There are two dominant systems according to the systems theory, namely closed and open
systems. Closed systems operate within a limit of set goals whilst trying to maintain balance.
These systems do not factor in change; therefore they focus on managing a unit without full
consideration of relationships with the external environment. Being a closed system is thus
not a viable option for a NPO that wishes to strengthen their impact in the community they

serve.

Open systems, on the other hand are open to environmental change, and therefore adapt to
change in order to maintain balance and remain sustainable. Adaptation is necessary for the
open systems, and progress feedback from the external environment is pivotal as it will enable
an organisation to meet the publics’ needs and to achieve their intended goals. Open systems
“continually take in new information, transform that information and give information back to
the environment” (Shockley-Zalabak, 1999:43). In contrast, ‘closed’ systems are characterised

by a lack of input communication, making it difficult to make good decisions and stay abreast



with the needs of the environment (Shockley-Zalabak, 1999:43). For NPOs wishing to make

a difference to society, it is thus crucial to act as open systems.

From the above it can be deduced that for an organisation such as an NPO aiming to
strengthen their impact in the community they serve, the parties within the relationship should
maintain an open system. This should take place through effective, strategic communication
with the external environment, to ensure the successful management of both the organisation

and its stakeholders.

The relationship between the subsystems are described and defined in the stakeholder
relationship management theory. This theory clarifies aspects such as (1) the notion of “paying
attention to key stakeholder relationships” (Freeman, 1999:235), (2) selecting the important
stakeholder groups and (3) managing the stakeholder relations. Ledingham (2003:190)
explains the theory of stakeholder relationship management as: “Effectively managing
organisational-public relationships around common interests and shared goals, over time,
results in mutual understanding and benefit for interacting organisations and publics.” In

essence it states that all stakeholders should mutually benefit from an organisation.

Stakeholder relationships are built on interactive communication between the organisation and
its publics, where both parties are involved in sharing ideas and shaping the nature of the
relationship. Communication helps organisations understand and also negotiate expectations
with its publics, therefore the organisation's success or impact depends on how well it
understands and satisfies the demands of its publics in this regard (Coombs, 2001:112). The
communication between the organisation and stakeholders are explained by literature on

communication management.

Van Tonder and Van Rheede van Oudtshoorn (2006:149) add that corporate communication
management is “... a powerful strategic management function that sustains dialogue between
the organisation and its environment and ensures that the organisation adapts to change and
stays relevant and viable”. Steyn (2000:75), in line with this statement above, mentions that
the key focus of corporate management of communication is managing relationships with
stakeholders by means of two-way symmetrical communication, creating a mutually beneficial
relationship between the two parties. This clearly shows the importance of two-way
symmetrical communication; it especially creates a ground for mutual understanding and
participation in the relationship. Van Ruler and Verci¢ (2005:263) add that corporate
communication management can enable the organisation to develop and enhance their

impact.



Many NPOs do not realise the importance of strategic communication management and the
necessity of building lasting and mutually beneficial relationships with stakeholders (Naudé,
2001:265). Even though applicable to profit organisations, corporate communication can also
be applied to the mentioned NPOs. Most of these organisations do not practise strategic
communication management in their continuous interaction with stakeholders. It is therefore
difficult for many NPOs to achieve their mission and goals, because the communication and
managing of stakeholder relationship are not planned strategically, and clear relationship
objectives for particular stakeholders are not set. Limited funds as well as a lack of knowledge
about the benefits of strategic communication management contribute to this debilitating
situation. Although some NPOs recognise that communication and relationship management
is essential for the existence of the organisation, communication mostly occurs unplanned and
without specific objectives for an effective and long-lasting relationship with a particular
stakeholder (Bowers, 2000:13). Without planned communication and relationship
management, many NPOs find it difficult to achieve its mission and goals within their

environment.

The notion of “paying attention to key stakeholder relationships” (Freeman, 1999:235) is and
has been a major theme in the literature on strategic management. The stakeholder
relationship management theory does not prioritise a certain stakeholder group, thus the onus
rest with management to find a mutual balance (or equilibrium). Such a balance, in turn, will
improve the chance of long-lasting relationships. According to Grunig et al. (2002:10),
communication is essential to the practice of excellence in communication management.
Thus, a relationship is built on interactive communication between the organisation and its
publics. Both parties are involved in sharing ideas and shaping the nature of the relationship.
Communication helps the organisation understand and also negotiate expectations with its
publics. The organisation’s success depends on how well it satisfies the demands of its publics
or stakeholders (Coombs, 2001:111).

Communication thus serves as a tool to help an organisation maintain relations with its
stakeholders. The relationship between NPOs and their stakeholders is strengthened by
ongoing, effective communication. When the parties in the relationship have an open
communication system, they help each other bridge the relational gap; which helps lead the
relationship to another level instead of ending it. Grunig et al. (2002:95) states that the true
value of the communication function lies in the effective development and maintenance of
stakeholder relationships, because relationships help the organisation to manage its

interdependence with its environment.
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1.4. Problem statement

The Department of Social Development (2001:6) states that, “Because neither the government
nor the business world are able to deal with all of a democratic society’s needs, communities
have to take care of many local and national problems and issues themselves, particularly at
a grassroots level.” NPOs play a vital role in delivering services that the government do not
have the capacity to render to individuals who might be in need of them. These services range
from food, to health care and other types of needs identified in the various communities. NPOs
therefore act as mediators between the government and the citizens by attempting to fill the
gaps of poor service delivery from the local government functions (Mzini, 2011:276). NPOs
play important roles in solving social problems and responding to the needs in the community
(Grgnbjerg & Paarlberg, 2001:706).

In order for NPOs to carry out their public purposes effectively, the NPOs need to build
sustainable relations with donors, Government and their peers; as they are fully dependent on
these role-players. Hannum et al. (2011:18) concur that “considering that this sector takes on
the responsibility of confronting complex social issues without a steady flow of resources and
infrastructure, the issue of the sustainability of the non-profit sector becomes an important

issue to examine”.

As pointed out in the disucssion above, communication management literature guidelines
could prove to be crucial in the process where NPOs aim to impact their environment. The
reason is that effective and focused communication is a strategy to obtain, nurture and
maintain stakeholder relationships between the NPOs, the community and their funders.
Furthermore, strategic communication theory adds that when the mentioned communication
is approached strategically, it will assist their interdependence and yield benefits to the
organisation and stakeholders (Grunig et al.,, 2002:95). Ultimately this will help the

organisation to make a stronger impact in society, to the soceity’s benefit.

The stated problem leads to the research questions that will be explicated below.
1.5. Research questions

The general research question can be formulated as follows:

How can non-profit organisations have a greater impact in the communities they serve, as

viewed from a communication management perspective?
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From the general research question above the following specific research questions can be

deduced:

1. According to communication management literature, how can NPOs strengthen their
impact in the communities they serve?

2. According to purposefully selected NPOs, what are their views on their current impact
in the communities they serve and on possible measures to improve this impact?

3. According to the purposefully selected community members serviced by the mentioned
NPOs, what are their views on the NPOs current impact in the communities they serve
and on possible measures to improve this impact?

4. How does the views as expressed by the NPOs and community members compare to

each other and to the information found in the literature study?

1.6. Research aims

The general research aim can be formulated as follows:

To determine how non-profit organisations can have a greater impact in the communities they

serve, as viewed from a communication management perspective.

The aims of the present research can be posited as follows:

1.

Determine how, according to literature on communication management, can NPOs
strengthen their impact in the communities they serve.

Establish by semi-structured interviews with five selected NPOs, how NPOs can
improve their impact in the communities they serve, and which possible measures
could be taken to improve this impact.

Establich by semi-structured interviews with selected community members who were
serviced by the mentioned NPOs, the current impact in the communities they serve
and possible measures to improve this impact.

Ascertain how the views as expressed by the NPOs and community members compare

to each other and to the information found in the literature study.

1.7. Main theoretical argument

Within the domain of communication management, a systems approach explains how

systems, in this case NPOs, adapt to their environments (Heath & Bryant, 2000). The

relationship between systems is informed by the stakeholder relationship management theory.

In this process of managing relationships to ensure the adaptation of the systems for utlimate
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survival, communication is crucial. According to Wiggill (2009:3), “in order to maintain quality
relationships between organisations and its stakeholders, it is essential to manage
communication strategically”. Strategic communication management therefore establishes

relationship building with stakeholders.

Grunig et al. (1992; 2002:10), and Steyn (2000:75), argue that the strategic application of
communication management through practices of two-way symmetrical communication
enhances the development and maintenance of mutually beneficial, long-term relationships.
This is because this form of communication creates a conversation and mutual understanding

between an organisation and its stakeholders.

In light of the above it also becomes crucial in the described communication environment, to
understand the perspective of the other party regarding their life experience and the impact of
the NPO that renders services to them (Lester, 1999). Therefore the study is grounded in the
phenomenologic paradigm, which investigates experiences as lived by individuals. This is

explained further in the next section.
1.8. Methodology

The methodology used was aimed at systematically solving the research problems and
guiding the researcher to address the objectives of the present study. The chosen
methodology also helped focus on the research process and on the type of analytical tools

implemented in the study.
1.8.1. Methodological orientation

The orientation used for the research, in line with the theoretical framework for the study, is
the phenomenological approach. According to Welman and Kruger (1999:189) “the
phenomenologists are concerned with understanding social and psychological phenomena
from the perspectives of people involved”. Husserl’s philosophical phenomenology provided a
point of departure for Alfred Schultz who turned it “toward the ways in which ordinary members
of society attend to their everyday lives” (Gubrium & Holstein, 2000:488-489). Phenomenology
is therefore the study of phenomena and the phenomena being aspects of the “human

experience”.

Furthermore, this study utilised the qualitative research method to explore the experiences
and feelings of the participants. The choice for an exploratory research design implied the use

of qualitative research methods. Qualitative research focuses on investigating meanings
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derived from experiences and feelings of respondents expressed in their own words (Chisnall,
2001:107). Jankowicz (2000:127) states that “qualitative research is about the nature and
content of what is being said — its meaning — rather than the number of people saying it, or the
frequency with which it is being said”. Interpretation of the research also relies on the theories
used as well as the insight of the researcher into the context of the research problem under
investigation. Thus, participants’ experiences and feelings are paramount in the analysis and
interpreting the findings to the research. This also entails an inductive approach, which means
that the point of departure is the experiences and feelings of the individuals in their particular
context. This approach is contrary to the deductive approach whose point of departure is
based on generalised theory (Soiferman, 2010:3). The study will be based on the experiences
of individual participants and using their views to “broaden themes” (Soiferman, 2010:3). In
essence the inductive approach generate theories based on a view of social reality that
emphasises the ways in which individuals interpret their social world and views the social

world as constantly changing and evolving (Bryman & Bell, 2003:47).

In the present study, the life-world of NPOs is investigated in order to explore their experiences
of the impact they make to their society, from a communication management view. Therefore,
the researcher’s aim is to understand how NPOs and selected community members view the

impact of these NPOs from a phenomenological point of view following the inductive approach.
1.9. Research design

Maree (2011:70) defines a research design as follows “... a plan or strategy which moves from
the underlying philosophical assumptions to specifying the selection of respondents, the data
gathering techniques to be used and the data analysis to be done”. The present study will

employ a literature study and semi-structured interviews as will be explicated below.
1.9.1. Literature study

The literature study made use of books, articles, scholary journals, internet resources and
newspaper articles. A search was conducted on the following databases: Nexus, Ferdinand
Postma Catalogue, EBSCOHost, Google Scholar, Sabinet Online, Emerald and Science
Direct, to ensure sufficient material to support this study and to ascertain whether a similar
study had been undertaken on the topic. Sufficient research materials were found, and it was

found that this specific study had not been conducted before.

A similar study in communication management was done, but the focus was on the non-profit

sector of adult literacy. This study conducted by Wiggill (2009) aimed to analyse South African
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NPOs in the adult literacy sector's current communication practices against the normative,
theoretical model for strategic communication management. The present study, however, was
conducted primarily by focusing on exploring NPOs in community service from an inductive

approach to communication