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CHAPTER 1

INTRODUCTION

The thesis before you is written in relation to a research project in Zimbabwe. The
research was carried out, in 1996, at two women’s Non Governmental Organiza-
tions, as a graduation project for the University of Groningen, Faculty of Manage-
ment and Organization.

Non Governmental Organizations (NGOs) are organizations, often involved in
development, that are regarded as ‘representatives of civil society’ (Gregoire, in
The Courier, No. 152, 1995, p. 63). In the same issue of The Courier the notion
that an NGO “should be a private non-profit-making body” is mentioned (1995, p.
66).

After an initial desk research on Non Governmental Organizations and on
Women’s Organizations I realized that the combination of Non Governmental
Organizations, women, management and the situation in developing societies is
one that is rarely studied in the field of management theories and organizational
theories. In the existing literature that regards the issue of development, and NGOs,
there is a lacuna in the reference to organizational theories. Hence one can wonder
whether these theories also apply to non governmental organizations in developing
societies, and if they might cast light on some problems that exist on the
organizational level of development cooperation. And not only the problems de-
serve attention, also the strengths of certain types of organizations participating in
the development process do not get nearly enough attention (and the people behind
those organizations maybe not enough credit).

As the subject has been of great interest to me for a long time I was very happy to
get the opportunity to study the interdependencies.

The inter-cultural cooperation in the development process causes a lot of problems
for various organizations. Because of the fact that recipient organizations are func-
tioning in a dependent relation with donor agencies and countries they are often
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influenced and sometimes even manipulated towards change (or transformation).
This change in structure and culture is not always for the better since it might not
always be compatible with the national culture and the way things are done in a
specific country.

NGOs are dependent mainly on external financing, by governments, multilateral
institutions or other NGOs. These other NGOs are mostly NGOs from the North,
and are usually called donors. This implicates that financial resources are scarce.

Effectiveness, for NGOs is not only effectiveness in delivering the services, it is
also effectiveness in terms of fund-raising. The ability to raise funds is for most
NGOs a matter of survival.

What is also important for survival, as it is in any organization, is staff. A stable
staff complement is important to create continuity in the organizations work. A
problem for NGOs in the South has been that staff receives exposure, training and
experience within the Southern NGO and then uses this as a springboard to other
jobs; in the corporate sector or with international agencies. Salaries are playing a
role in this (The Courier, No. 152, World Development, Vol. 15).

The two organizations that were involved in this project are local women’s non
governmental organizations, in the South. Trends in development cooperation (and
aid to developing countries) have focused on women and development. Efforts to
improve the position and condition of women have therefore been channeled, more
and more, through women’s organizations. Women also get more and more room
to organize themselves. Women’s organizations thus gain more importance.
(Moser, 1993; Van Arendonk-Marquez, 1987)

Both the Zimbabwe Women’s Resource Centre and Network (ZWRCN) and the
Zimbabwe Women’s Bureau (ZWB) are actively involved in international develop-
ment cooperation in Zimbabwe. Both of them seem rather well-known and influ-
ential. However, they are, positioned on a continuum from rather horizontal to ra-
ther vertical organizational structures, quite different. Their historical background,
and their underlying ideologies also differ. The ZWB was founded during the colo-
nial era, the ZWRCN was founded over ten years after independence. Nevertheless
they are both women’s organizations dealing with the specific issues related to this
(women in Zimbabwe have not been in the forefront of the public and private
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1  The public sphere/private sphere are terms used predominantly in feminist discourse.
The public sphere is ‘the world’ outside the privacy of one’s home. The private sphere
is the domain of the family (or, as in Africa, the extended family).

2  For more on the position and condition of women in Zimbabwe 1 would encourage
to read “Women in Zimbabwe; a fact sheet on genderissues” published by ZWRCN in
1996, the publications that were used to compile that fact sheet, or ‘Women in
Zimbabwe’, published by United Nations Development Fund for Women.

sphere1, not in pre-colonial society, nor colonial times, nor in the years since in-
dependence2). To compare these two on various aspects will give a balanced view
on the functioning of women’s NGOs in Zimbabwe.

In evaluating and analyzing the two organizations, with the above in mind, a close
look was taken at many factors. For instance:

1. What is the additional value of the western organizational theories in study-
ing these particular types of organizations?

2. Does inter-cultural cooperation cause tension for organizations?
3. What are the pros and cons of two differently structured organizations in a

given environment?

For both organizations a challenge facing them was identified, and that was also in-
corporated in the analysis. These challenges are given in Chapter 2 as is the objec-
tive of the project and a description of the methodology.

To paint a comprehensive picture of issues that play a role in the functioning of
women’s NGOs in Zimbabwe a background is given in Chapter 3. This chapter
gives an introduction to organizational theories, theories on NGOs, women and
organizations, the Zimbabwean context and NGOs in Zimbabwe.

The next chapter, Chapter 4, gives the facts as they are, of both the ZWRCN and
the ZWB. The present situation is given, as well as some organizational history.

In Chapter 5 there will be a presentation and an analysis of the research findings,
compiled from the practical experience, the interviews, answers to used question-
naires and personal impressions.

The descriptive parts of the thesis only deal with the cases of the ZWRCN and the
ZWB.
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After going through these chapters the final step will be Chapter 6. In that chapter
conclusions and recommendations will be given which will contribute to the organ-
izations’ possibilities to enhance their strengths, to change aspects that might be
considered weaknesses and to make way for synergy and reciprocity between
different organizations. The conclusions and the recommendations of this work
will therefore apply to the ZWRCN and ZWB specifically. Nevertheless, it is
hoped that this research will also contribute to the general knowledge on the func-
tioning of (women’s) NGOs and that it will spark further research in this field.

If it is understood what constitutes successes,
it can be replicated and repeated!



CHAPTER 2

OBJECTIVES OF THIS PROJECT

Now that it has become dear in Chapter 1 why this project is carried out this chap-
ter will give the research questions serving as a foundation for the rest of the proj-
ect. The second part of the chapter will address the methodology used to carry Out
the project and to arrive at the objective.

2.1 RESEARCH QUESTIONS

During this project the structures and cultures of NGOs were studied, and especial-
ly the specifics of two women’s NGOs; the Zimbabwe Women’s Resource Centre
and Network (ZWRCN) and the Zimbabwe Women’s Bureau (ZWB). Many
NGOs, and more strongly so women’s NGOs, state in their mission statement or as
their vision that they want to empower women. Many factors are important in the
environment of an NGO, and influencing the way an NGO can accomplish what it
sets out to do; its target groups, its donors, the restrictions and mandates provided
by the public, and by the government. More and more donor agencies and countries
turn to cooperation with ‘local’ NGOs. This trend is caused by, among other
things, the presumed flexibility of NGOs, their commitment, their innovativeness
and their link with the ultimate target group of many donors; the grassroots people
(sometimes also labelled the poorest of the poor). Alongside with this trend the
local NGOs are increasingly held accountable for money that is invested by donors,
on whom they depend. The smooth running of organizations therefore gains im-
portance. The objective of this research can be formulated as follows:

The objective of this project is to give the two NGOs that are involved
insight and handles on creating an organizational structure and culture
fit for their environment and for their organizational tasks, which will
lead to greater effectiveness.
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Both the ZWRCN and the ZWB underwrite the objective of development through
empowerment of women. The ZWRCN is aiming at empowerment through provid-
ing information and putting gender on the agenda of policy makers and develop-
ment workers. The ZWB is mainly aiming at economic empowerment of women in
rural and peri-urban centers.

The founder members of the ZWRCN set out to create an informal organization.
From its start the ZWRCN wanted to be a feminist organization. But what is a fem-
inist organization? And can a feminist organization function in a patriarch society
as Zimbabwe’s is? And what kind of staff is needed to realize this idea?

The ZWB started in the colonial ere, which very much influenced its structure and
its culture. It now wants and needs to innovate, not only on donors request, but also
on request of their target group. But how can an organization which has worked in
a certain way for so long do so?

Both organizations, ZWRCN and ZWB have very idealistic missions and visions.
Both of them face some challenges at the moment.

These challenges are identified by donors and acknowledged by the NGOs them-
selves. The challenges for ZWRCN and ZWB were indicated by HIVOS during the
evaluations. They were reflected in the recommendations that were made in the
evaluation reports. HIVOS carried out these evaluations in its capacity as major
donor for both organizations (HIVOS, 1996)

For the ZWRCN the main question it is facing at the moment is:

How can the ZWRCN attract and keep a motivated and committed
staff?

At the other hand the main question that the ZWB is confronted with at this point
is:

How can the ZWB align its mission statement, its vision and activities
in order to function effectively for both donors and target group?
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2.2 METHODOLOGY

The study that was carried out in Zimbabwe was a comparative case study. Two
case studies were undertaken. The case studies were undertaken at the ZWRCN
and the ZWB since they are both women’s NGOs that are working for the em-
powerment of women. However, they are differently structured, and use different
strategies to arrive at their goals. Even their goal (the empowerment of Zimbab-
wean women) has a different meaning for both organizations.

According to Yin (1984, p. 13) “Case studies are the preferred strategy when ‘how’
or ‘why’ questions are being posed, when the investigator has little control over the
events and when the focus is on a contemporary phenomenon within some real life
context”.

The form of the research is participatory and qualitative. This form was chosen in
view of the nature of the questions asked and given the fact that this way working
experience could be gained.

The following activities took place within the research:
1. literature study and report studies,
2. internships (case studies),
3. interviewing.

Introductory reading was done in the Netherlands, before the project in Zimbabwe
was carried out. The main subjects in the literature study were theories on Organiz-
ational Culture and Structure, Women and Organizations, Women and Leadership,
Leadership in general, Strategic management, Non Profit Organizations (Strategic
Management of Non Profits), Women and Development, Gender and Organiza-
tions, gender and Development, Non Governmental Organizations in Developing
Countries, and Grass roots organizations.

In October 1995 a research proposal was send to the ZWRCN for their approval.
After the Resource Centre approved the proposal it was sent to the National Re-
search Council of Zimbabwe. This Research Council is a government body that
decides which research may give a contribution to Zimbabwe, or a Zimbabwean
organization. In April 1996 the Research Council formally approved the research
with the issuance of a research permit.
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1  The Harvest Form is a form that is used by the groups, which are supported by ZWB,
to report on their proceeds, their investments etc. These forms are filled in regularly and
passed on through the field workers to the Bureau. They (the Harvest Forms) are used
for evaluation of the groups.

In order to get a feeling for the functioning of the two involved NGOs internships
were done. I was involved in the organizations, at the level of programme staff and
carried out tasks that were considered part of the ‘daily routines’. At the same time
there was room to take notice of the processes that took place, in a way that was as
objective as possible. In this method of research the researcher is a participant
observer. According to De Leeuw (1990) thinking and doing are intertwined in this
research method. There should be evolution of knowledge and information has to
be sought after in reality (1990, p. 132). In Russell Bernard’s book (1994) it be-
comes dear that “participant observation fieldwork can involve an array of data col-
lection methods. These include various kinds of interviews (structured, semi-
structures and unstructured), checklists, questionnaires and unobtrusive methods”
(1994, p. 137). Participant observation allows the researcher to regard processes as
an outsider, while at the same time it brings about full exposure to the daily rout-
ines of the organization. The organizations where the researcher is based can use
the researcher’s knowledge and capacities for organizational tasks.

In June 1996 the research and the internship at the ZWRCN started. Right from the
beginning cooperation with the programme officers took place. After a while there
was a good interaction and I functioned partly as a member of staff. This also
involved taking part in one of ZWRCN’s biggest projects, the Training of Trainers
(TOT) programme (both as part of the organization as well as active participant),
and writing an Acquisition Policy for the Documentation Centre. Other organiza-
tional tasks carried out were the compilation of a fact sheet on gender issues in
Zimbabwe, assist in presenting the organization at the Zimbabwe International
Bookfair (ZIBF) ‘96, participate in workshops (ZIBF ‘96), and take part in staff
meetings.

In September the internship at the Zimbabwe Women’s Bureau started. The work
at the Bureau was carried out until mid December 1996. The Bureau and its staff
gave room for cooperation right from the start, I was in the possibility to contribute
by carrying out organizational activities, such as the rewriting of the Harvest
Form1. At the Bureau I also got the chance to participate in a large project, which
was the report back to groups in the rural areas of the evaluation that the Kellog
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Foundation had carried out concerning ZWB’s agricultural programme. Other
activities undertaken during the internship were participation in in-service training
with the field workers of the Bureau, assist in writing the report on this training,
and assisting in writing fund raising proposals.

For a better understanding of organizational structures and cultures interviews were
held with key persons. To grasp the deeper dynamics of the organizations the inter-
views were conducted in a fairly open way.

In both organizations a questionnaire was handed out to programme/projects staff
and this questionnaire (see Appendix I) was answered by all officers, but two (one
at each organization).

Besides the interviews held and the questionnaire filled in by staff questions came
up during the cooperation. The answers to many of these questions were clarifying
for the main questions that form the basis of the whole project.

With the directors of both organizations a structured interview (see Appendix II)
was held, so both of them were asked more or less the same questions, allowing for
differences since the organizations are rather different.

Four of the five board members of the ZWRCN were met and three of them were
interviewed in a semi-structured way. I met and spoke about the research on
several occasions with the fourth board member, who is also a founder member of
the organization. The fifth member of the board of the ZWRCN is not tiving in
Zimbabwe, and could not be met in the period of the research.

During the participant observation, which lasted for a period of seven months, the
two NGOs were compared to each other. This was done for comparing and weigh-
ing one against the other the advantages and disadvantages of both types of organ-
izational structures of these transforming organizations in an ever changing en-
vironment. The mentioned comparison wilt enable the NGOs to learn from each
other aspects of structuring and of giving direction to their culture, and maybe look
at the organization from a basis of organizational theories.

Since most institutions and organizations in Zimbabwe are closed from mid
December till mid January that time was used to explore the country, and to do
some work at home. In January the work at the two organizations was rounded off.
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At the end of January I went back to the Netherlands. In the Netherlands literature
study continued, combined with the writing of this thesis.

2.3 DIFFICULTIES

Zimbabwe’s culture is very different from the Dutch culture. The role of women is
different, as is their position and condition. The adjustment period to this was very
intensive.

The difference between the two organizations made the project all the more in-
teresting but brought with It that at the start of the second internship/case study
again an adjustment period was needed. The women’s NGOs in Zimbabwe all have
their own agendas and there is a lot of politics and competition between them. This
makes it difficult to stay at an organization on the introduction of another organiza-
tion. At both organizations people would ask questions about the activities of the
other organization, and on my ideas and views about both. I made it a point not to
discuss either organization with the other.

According to Yin (1984) there are some major problems related to participant ob-
servation. “First, the investigator has less ability to work as an external observer
and may, at times, have to assume positions or advocacy roles contrary to the in-
terest of good scientific practices. Second, the participant observer is likely to fol-
low a commonly known phenomenon and become a supporter of the group or or-
ganization being studied, if such support did not already exist. Third, the par-
ticipant rote may simply require too much attention relative to the observer” (1984,
p. 87). In hindsight, I encountered all three of these ‘pitfalls’ in the course of the
project.

Another limitation encountered during this research period was the language bar-
rier. The official language of Zimbabwe is English. However, this is not the first
language to the majority of the population (which would be Shona or Ndebele).
Especially during informal communication people spoke a lot of Shona. This
language is very hard to team and understand. Although I managed to pick up some
key concepts, I did not manage to communicate in Shona. Unfortunately this led to
a loss of valuable information, particularly at the ZWB during the field visits.
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CHAPTER 3

BACKGROUND

3.1 INTRODUCTION TO ORGANIZATIONAL THEORIES IN GENERAL

3.1.1 Culture, structure and strategy

All over the world people organize themselves for diverse reasons. Above all they
believe that by being organized they can reach a set goal more effectively. When
one thinks of organizations, one usually thinks of the private sector, the corporate
world. This is the sector that gets the most attention in organizational literature.

According to several authors (among whom Hofstede, 1991) national cultures and
structures are of great influence on how things are organized on a smaller level. Or-
ganizations usually reflect the society which they are part of. The labor relations
therefore can coincide with social hierarchies or conflict with them.

Any organizational structure is made up of the elements of the organization and the
way they relate to one another, both formal and informal. As Hofstede states: “The
purpose of any organizational structure is the coordination of activities” (1991, p.
229). The structures of organizations influence the culture of the organization and
vice versa. Organizational culture can be defined as: “A pattern of basic assump-
tions - invented, discovered or developed by a given group as it learns to cope with
its problems of external adaptation and internal integration - that has worked well
enough to be considered valid and, therefore, to be taught to new members as the
correct way to perceive, think, and feel in relation to those problems” (Schein,
1985, p. 9).

The above indicates that there is a reciprocity between organizational structure and
culture. There is also a connection with the organization’s environment. If the
organizational structure changes, for instance because of external events, the organ-
izational culture will almost certainly have to change also. If one is to reach
effective change or transformation in order to be able to continue the organization’s
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work it is important to look at both the organizational culture and the structure.
With regards to this Levy and Merry (1986, p. 277) present a model which “sug-
gests that changing the organizational paradigm will necessarily entail changes in
the organizational mission and purpose, culture, and functional processes”.

This all adds to the idea that different organizational structures and cultures are
more suitable for certain stages in the development process of a country and for
different stages in the organization’s life cycle.

Decisions on the vision and mission statement, on the organizational structure and
on the organizational culture are part of strategic management. Strategic manage-
ment is essential for all organizations, but especially for those in a volatile environ-
ment.

According to Johnson and Scholes there are several characteristics associated with
the idea of strategy in an organizational context.

According to Johnson and Scholes, (1988, p. 8) strategic decisions are concerned
with:

1. The scope of an organization’s activities;
2. The matching of an organization’s activities to its environment;
3. The allocation and reallocation of major resources in an organization;
4. The values, expectations and goals of those influencing strategy;
5. The direction an organization will move in the long term;
6. Implications for change throughout the organization - they are therefore

likely to be complex in nature.

It is often said that in order to arrive at good strategic management an organization
does not just need managers, it needs leaders. Leaders are those who “enable
organizations to translate an intention into reality and sustain it” (Bennis, 1983, p.
16).

3.1.2 Organizations in Africa

Many African nations have been independent for less then forty years. Most of
them now deal with heavy economic and social crises (Blunt and Jones, 1992;
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1  Managing Organizations in Africa , by Blunt and Jones (1992) gives in the first
chapter a perspective on African Organizational Environments.

Buijtenhuijs and Thiriot, 1995; Ellis, 1996; World Bank, 1984). The population
growth is large while at the same time national income and economic growth are,
for most African countries, declining (Szirmai, 1994). In order to be able to counter
these crises many countries ask for financial support in the form of loans to pay off
(part of their) debts and to invest in development. These loans are often acquired
from the Worldbank and the International Monetary Fund. International institutions
as the Worldbank and the International Monetary Fund (IMF) put pressure on these
countries to restructure their economies through Structural Adjustment Program-
mes (SAPs). Structural Adjustment Programmes are programmes designed to cut
back on a countries expenses, and improve its trade balance. They are often meant
as a solution for debt crises and economic crises in developing countries. The SAPs
sometimes are mandatory if a country is to qualify for loans, from the international
lending bodies; World Bank and IMF. One of the implications of these program-
mes is that there have to be cut-backs in the public services; privatization is given
great importance. However, there is no empirical data yet that the private sector is
more effective, or functioning better than the public sector is1.

Managers in African organizations (in the private sector) have incorporated and
applied the knowledge on management principles and practices gathered in ‘the
West’. As far as the technical core is concerned it is possible to do so with few or
no modifications. However, it is in the relations with the organization’s environ-
ment that differences become apparent, and management (or leadership) needs to
be adapted (Blunt and Jones, after Kiggundu, 1992). Or better yet, it needs to be
African. As Lessem (1987) argues: “The fourth quarter of the globe, that is the
south, is yet to exert a significant influence on business development....; for the
business to endure forever takes spirit and vision” (1987, pp. 6-7). In another book
of his Lessem (1990) States: “The dreamlike spirit of the ancestors, and the energy
or material reality contained within the land form a potential continuum which may
ultimately form the basis of successful business development in the South; but as
yet they are disconnected, the two ends need to be linked” (1990, p. 167).

The African organizational environment is different from the European or
American environment. The economic conditions, which are in the developing
countries not very stable nor good; the political situations, which are fragile and
often not very democratic; the socio-cultural context, with close extended families,
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urbanization etc.; the labor market, with large masses of untrained and unskilled
labor and relatively few in the labor force with higher education; and the state of
communication technology, which is not as advanced and as maintained as in
developed countries (Ellis, 1996). So they all vary from the Western context.
Economic conditions in many African nations are very harsh, most sub-Saharan
countries are in the midst of an economic crisis, the currencies are devaluating, per
capita income decreases, and there are large (international) debts, inflation rates
and unemployment rates are rising. Political situations are different since many
African democracies are young, and fragile (Davidson, 1992). Socio-cultural con-
text involves the way people perceive the extended families, paternalism, nepotism
etc. Africans used to rely on the extended family for income and sustenance. With
the growing urbanization, and less involvement in agriculture there is more need
for paid jobs, and the support from extended family shifts from agricultural
contributions or proceeds to monetary proceeds and/or work (Ellis, 1996; Szirmai,
1994; Adepoju & Oppong, 1994). These are just some of the factors that are greatly
influencing the effectiveness of organizations in Africa. The influence is apparent
for both private sector and public sector organizations. However, for private sector,
they are more direct, and might be more threatening. Organizations that strive to
succeed in the private sector need managers or leaders who are outward looking.
They need leaders who are able to analyze the environment and find ways to use
the environment for the benefit of the organization. These qualities are not very
different from the qualities that effective leaders have to be equipped within the
‘West’. But, as Kotter (1990) also observed, good leaders are scarce. Blunt and
Jones add to this: “The good leader ‘species’ can therefore be said to be rare every-
where, but in Africa it is endangered by:

1. The obligations of managers to networks of kin and ethnic affiliates which
may detract from their commitment to organizational objectives;

2. The fact that public policy making in Africa - perhaps to a greater degree
than would be true in industrialized countries - is driven by issues of polit-
ical survival involving the uneven distribution of visible resources - devel-
opment projects, jobs, credit, and so on;

3. The difficulties associated with developing leadership qualities themselves,
which mostly cannot be taught easily because the involve values such as in-
tegrity;

4. The absence of dear connections between organizational and individual be-
havior and effectiveness, and career advancement;

5. The apparent reluctance of donor agencies and other ‘social engineers’ to
acknowledge the rationality of accommodating indigenous codes of ethics
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into development and institution building strategies so as to satisfy both in-
dividual and organizational objectives;

6. The tendency of institution strengthening activities to focus on transference
of management skills - or the ‘technology’ of management - and to place
too little emphasis on value change, the identification and development of
leadership talent, and other aspects such as organizational design and
culture building,...” (1992, p. 40).

The same factors (which are cultural and structural on a national level) are influ-
encing the organizational structure and culture. The organizational structure is usu-
ally hierarchic, with dear boundaries between top management, middle manage-
ment and the operational level.

The scenario of the ‘typical ‘ organization in a developing country (in Africa) ac-
cording to Kiggundu (1989) and Blunt (1992, p. 132) can be drawn up as follows:

1. Top management:
- overworked,
- authoritarian paternalistic,
- centralized control and decision making,
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- no dear mission or sense of direction,
- extensive extra-organization activities,
- politicized,
- weak executive support system,
- learned, articulate, traveled.

2. Middle management:
- weak management systems and control,
- inadequate management and administrative skills,
- lack of specific industry knowledge and experience,
- understaffed,
- risk averse, unwilling to take independent action,
- exercise close supervision, little delegation,
- low levels of motivation.

3. Operating levels:
- inefficient, high cost operations,
- low productivity,
- over staffed, underutilized,
- low pay,
- poor morale,
- weak boundaries and unprotected vital technical core.

This is not to say that a similar structure, or scenario is not found in organizations
in the West (or North). In developing countries (in Africa) this scenario is ac-
cording to Blunt and Jones, and Kiggundu, prevalent and often identifiable.

3.1.3 Women and organizations

The corporate world has long been the domain of men. The theories on organiza-
tions were therefore constructed from a male perspective. However, over the years
more women took an active part in organizations, on more and more levels. With
the greater participation of women, a new perspective was introduced in organiza-
tional theories.
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Although it is still difficult for women to arrive at positions of the executive
(Jacobs, 1994; Fagenson, 1993; Moss Kanter, 1977) it seems that more women are
now succeeding to do so (Fagenson, 1993; Jacobs, 1994; Tanton, 1994). They be-
come managers in organizations that deal with products for women, or in new
fields that are ‘opened’ by women. Not only that, even in the mainstream organiza-
tion women managers are to a certain extent a developing presence. They are most-
ly confined to the level of middle management (Long and Kahn, 1993; Due Billing
and Alvesson, 1993). Nevertheless there are still people (predominantly men, but
also women) who do not want to work for a ‘woman boss’ (Jacobs, 1993; Fagen-
son, 1994; Moss Kanter, 1977). People quit their jobs or sabotage the manager,
eventually leaving her powerless. It is then often felt that the ‘tokenism’ of having
a woman manager has a very negative impact, on the token(woman) self due to
“organizational, social and personal ambivalence” and on the organization, if and
when the dominant group isolates the token. Tokenism is usually understood of
having an exception to the rule, a minority in a visible position among the majority;
a woman manager in a predominantly male environment is an example of this
(Moss Kanter, 1977). What is important with tokenism, are the relative numbers;
the ratio between men and women. According to Moss Kanter four types of groups
can be identified based on ‘proportional representations of people’. These are;
uniform groups, with a one significant social type, skewed groups with a large
preponderance of one type over another. Moss Kanter gives an example for skewed
groups with a ratio of 85:15 (1977:208). The majority then are dominants while the
few ‘others’ are ‘tokens’. The two other groups are tilted groups, with less extreme
distribution and balanced groups, with even distributions (1977:209).

Many women who have climbed the corporate ladder were forced to take on a
‘male perspective’.

In other words they adapted themselves to the way business was already
conducted; the way of men (Fagenson, 1993; Long and Kahn, 1993).

There are also specific elements attributed to women managers. Women managers
and/or leaders are characterized as transformational, or interactive (Due Billing and
Alvesson, 1993; Fagenson, 1993). Men are generally characterized as traditionalist
or transactional managers. Research has, especially in the 1980s supported this
view, and added that this is also how subordinates generally review men and wo-
men’s managers. However, lately there have been studies with different findings.
Wilson states:”ln the 1980s more assertive interpersonal skills became highly
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1  Martin draws in this section heavily on other scholars, like Bartlett (feminist
attorneys), Rothschild & Whitt (grass-roots cooperatives), Naisbitt and Aburdene
(shared vision and alignment) and states that the current discussions differs from those
in that it places the interests of women at the focus of its orientation and concern.

valued. Consequently the pressures facing women managers may have encouraged
them to be more directive and autocratic” (1995, p. 174).

Still, there are women, especially in women’s organizations, who aim for a feminist
form of management. According to Martin (1993) this is a form of management
practice which: “emphasizes connectiveness, cooperation, and mutuality over
seperativeness, competition, and individual success (England (1989)) and aims to
produce conditions that benefit women and other out-group members. It can also
help majority men” (Martin in Fagenson (ed.), 1993. p. 82, pp. 282-288). It is
possible to list several practices which are very specific for feminist management
practices1:

1. Asking the ‘woman question’ consists of “identifying and challenging
those elements of existing.... (corporate) doctrine that leave Out or dis-
advantage women and member of other excluded groups”;

2. Using feminist practical reasoning is “reasoning from an deal in which....
(corporate) resolutions are pragmatic responses to concrete dilemmas rather
than static choices between opposing, often mismatched perspectives”;

3. Consciousness-raising is the search for “insights and enhanced perspectives
through collaborative and interactive engagements with others based upori
personal experience and narrative”;

4. Promoting community and cooperation;
5. Promoting democracy and participation;
6. Promoting subordinate empowerment: Power as obligation;
7. Promoting nurturance and caring;
8. Striving for transformational outcomes.

The above says something on a management level. If one looks at the level of
organizations it is safe to say that the rules, and ways by which organizations are
(were) run, were set predominantly by men. According to Due Billing and
Alvesson “many of the existing metaphors in organization are far from being
gender neutral. Organizations are infused with ideologies, cultures, social arrange-
ments and practices as well as material that are normally dominated by ‘male’
interest and principles” (1993, p. 229). There is however, a trend that organizations
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acquire a differentiated view on gender, and that there will be a more balanced
metaphor with both ‘female’ and ‘male’ traits(Due Billing and Alvesson, 1993).

3.1.4 Not for profit organizations

Much of the above does not only apply to mainstream organizations or ‘for profit
organizations’, it does also apply to ‘not for profit organizations’, or non profit
organizations. Many of the general organizational theories are applicable in the non
profit sector. In almost all countries non profit organizations are placed in a dif-
ferent tax category than those that are ‘for profit’.

Non profit organizations usually are characterized by the fact that they can not
redistribute any profit they make. So, ‘not for profit’ does not indicate that the
organization may not make a profit, it simply indicates that whatever profit is
made, it can not be used for the benefit of those behind the organization. The
profits can only be used within the organization, to strengthen the organization it-
self.

Managers in the non profit sector therefore work for different incentives than their
for profit counterparts. They do not need to create surplus for their own benefit, at
the expense of the quality of their products/services, or their ‘consumers’. This
does not mean that there is no need for surpluses in the non profit sector. There cer-
tainly is, if the non profits are to survive and continue their work.

One finds non profit organizations in various sectors. They often operate in the
same markets as do public services and for-profit corporations. There are also
fields in which the non profit form of organization is dominant, like religion and
the arts. According to Oster “non profits have an advantage over for profits under
conditions of contract failure”. Oster reproduces a classification for non profits,
made by John Simon (1995, p. 10), used to sort non profits (see Figure 3.1).

Not only the differing tax category is distinguishing the not for profit
organizations. As Oster states: “Non Profits are distinguished by their mix of goods
and services, the character of their labor forces, and their source of revenues”
(1995, p. 8). Common areas where one finds the goods and services of non profits
are social services, religion, health care, and arts and culture. Non profits are
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Figure 3.1   Rings of non profits

ring 1: mutual benefit non
profits

ring 2: public charities

ring 3: foundations with
significant operating
functions

ring 4: other foundations

ring 1

ring 2

ring 3

ring 4

usually very labor intensive, as Oster says:” with a heavy use of both professional
and volunteer labor” (1995, p. 7). The source of revenues for many non profits lies
outside the organization and does not stem from the production of goods and
services; non profits generally depend heavily on donations. This does not mean
that non profit organizations are all the same. They work with as many different
missions and as many different structures as one can think of.

Since the number of non profit organizations has considerably grown, and their
areas of activities have expanded so has competition (Oster, 1995). Not only com-
petition between non profit organizations and the corporate agencies, or the public
agencies, also competition between non profits. This has called for the need for
strategic and effective management.

Three groups are ‘stakeholders’ in the management process of non profits:
1. The donor; who generates revenues for the non profit;
2. The staff; often the ‘real owners’ of the organization;
3. The clients/consumers; the ultimate target group of donor and non profit

organization.

These groups are effected by the outcome of the strategic management process, and
by the organization’s mission statement. In appropriate mission statement Oster
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identifies therefore three functions for an organization: “Mission statements serve
boundary functions, act to motivate both staff and donors, and help in the process
of evaluation of the organization” (1995, p. 22).

Non profits are very dependent on their donors or funding bodies. These often
provide funds before the service is offered by the non profit. According to Johnson
and Scholes (1988, p. 19) this may cause tension between the needs of the funding
agencies and the needs of the clients/consumers. They state: “The influence from
the funding bodies is likely to be high in terms of the formulation of organizational
strategies; indeed the organizations may well develop strategies as much to do with
and influenced by the funding bodies as by their clients. Moreover, since they are
heavily dependent on funds which emanate not from clients but from sponsors, a
danger is that the organization becomes more concerned with resource efficiency
then service effectiveness”. They give a summary of the characteristics and dif-
ficulties of strategic management for the non profit sector (Table 3.1).
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Table 3.1   Some characteristics of strategic management in Non Profits

objectives and expectations

characteristics likely effects

maybe multiple service objectives and
expectations

complicates strategic planning

may be multiple influences on policy high incidence of political lobbying

expectations of funding bodies very
influential

difficult in delegating/decentralizing

market and users

characteristics likely effects

beneficiaries of service not necessarily
contributors of revenue/resources

service satisfaction not measured readily in
financial terms

resources

characteristics likely effects

high proportion from government, or
sponsors

influence from funding bodies may be high

received in advance services may be emphasis on financial or resource
efficiency rather than service effectiveness

may be multiple sources of funding strategies may be addressed to sponsors
as much as clients

A special group of non profit organizations is formed by Non Govemmental
Organizations. These organizations usually are found in the field of development
cooperation.
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1  South, in the paper of SID, as well as in most literature on developing countnes, is
used to replace the term Third World. In accordance with this the term South will be
used in this thesis to indicate developing countries.

2  Development Cooperation is the term used for the forms that international aid to
developing countries has taken on. It is believed to be more cooperation than pure aid,
and supposed to benefit both the developed and the developing country.

3.2 NON GOVERNMENTAL ORGANIZATIONS

Non Governmental Organizations(NGOs) are sometimes grouped under the name
Pnvate Voluntary Organizations(PVOs). However, since most NGOs do not work
with volunteers but with paid staff the term PVOs will preferably not be used in
this document. NGOs are usually not-for-profit organizations which are to a larger
or lesser extend, donor dependent. They (try to) have a good working relationship
with both government (public sector), and the private sector. In many countries
NGOs truly contribute as a third sector.

It is often seen that NGOs can fill in gaps that are left open by the public services.
Also various types of NGOs make public policies, mostly with respect to people’s
development and/or empowerment, operational. It is almost impossible to give an
unambiguous, exhaustive definition of non governmental organizations. In a paper
by the Overseas Development Institute (ODI), published in a Journal of SID
(Development 1988, p. 4) is stated: The term NGO is very broad and can be
applied to any organization which is operationally distinct from government. In the
field of development, NGOs range from large, northern based charities such as
Oxfam, to local self-help organizations in the south”1. According to Peggy Antro-
bus from the ‘Women in Development Unit’ in Barbados “NGOs also have as
many foci as there are areas of concern or issues - political, social, economic cul-
tural, religious, etc.” (Antrobus in Gordon Drabek, 1987).

Development Cooperation2, the cooperation between developed countries and less
developed countries to improve the situation (of certain groups) in the less devel-
oped countries, has taken an interesting path over the last fifty or so years, and so
has the discourse on organizational theories. Development Cooperation shifted
from pure aid thinking to the cooperation strategy. This cooperation was at first
carried out by government, or other political institutions (the public sector). Over
the past couple of years, however, more and more of this cooperation involves the
third sector of NGOs. This is stimulated by a large spread disappointment in the
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1  Donor NGOs are those Non Governmental Organizations that serve as funding bodies
for the (recipient) NGOs in developing countries. The sources of revenue of the donor
NGOs are often formed by governments, international public agencies and the general
public.

effectiveness of bilateral and multilateral ‘public’ institutions. It is claimed that
they lose effectiveness and efficiency because of their bureaucratic nature. NGOs
are believed to be, mostly thanks to their smaller size, more flexible and more in-
novating. Until recently one would find a very interventionist approach in the inter-
national community with regards to cooperation with developing countries. The
developed countries would identify the needs of developing countries, from their
developed perspective. Aid was subsequently given according to the ideas about
perceived needs, without allowing for input from the developing countries. The
change towards NGOs is very important from the viewpoint of autonomous de-
velopment. As Carmen States: “People’s movements, people’s organizations, or-
ganizations of the rural poor, women’s and other networks rooted in autonomous
human agency, are significant in that they challenge the entrenched principle of
outside interventionism” (1996, p. 7). For development cooperation this shift away
from interventionism and the shift towards the NGOs has been a rather fierce one.

The ‘industry’ of development cooperation is a very fast changing one. Govern-
ments continuously change their development policies and therefore donor NGOs1

also adjust the way they operate and spend their budgets. When one looks at this
issue it is hardly understandable why NGOs, and especially Southem NGOs are not
more regarded in the light of organizational and management theories. They do
have a market, they are in need of scarce resources and meet fierce competition
from other NGOs. Actually, although development cooperation and the not-for-
profit organizations usually were seen coming from the ‘soft or social sector’ they
are very similar to mainstream organizations.

Due to the growing importance placed on them, NGOs are held more and more ac-
countable for their expenditure and their mistakes. Unfortunately they do often not
yet have the mindset that is market oriented. Most NGOs never had to think that
way since they are used to ‘ever present’ donors giving the money. Most NGOs in
the south are very donor dependent. Now that the industry is changing donors are
becoming more critical of the way NGOs are functioning and they set different pri-
orities. Since NGOs depend on ‘hand-outs’ for their resources they often feel that
they are working for the donors and compromising on the activities for the target
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groups. This results in the event that sometimes fund raising proposals are written
with the fundraising policy of the donor in mmd in stead of the accurate needs/-
wants of the target groups. This way the NGO sometimes leaves its own objectives
behind.

Most NGOs are partly voluntary in the sense that staff give up a part of their
monetary compensation for commitment to the vision and mission of the organ-
ization. As Oster states: “Human resource management increases in importance in
the nonprofit sector as a result of the labor intensity of the sector, the lack of dear
ownership and the complex nature of the goods and services produced” (1995, p.
65). This confronts the NGO with specific problems of motivation, recompensa-
tion, commitment and involvement. It is very important to monitor these aspects
carefully because if problems arise or exist in these, It may weaken the organiza-
tion’s potential. Because of this, leadership is a very important factor in most non
governmental organizations. One sometimes hears the saying ‘any NGO is only as
good as its director’. The monitoring of the aspects mentioned can be performed by
formal and/or informal leaders. What is important for almost all NGOs (whether
they are donor agencies or recipient NGOs) is that staff feel commitment to the vi-
sion and mission and that those are shared realities for everyone within the organ-
ization. Nevertheless, the way leaders are functioning is another culture bound
issue.

According to the contingency theory organizing is partly situation dependent. The
contingency theory proclaims that the structure that is optimal for any organization
is dependent on several aspects. Among these aspects are the external factors as
environment and technological conditions, and the internal factors as the strategy
and objectives of the organization, its age, and the composition of its workforce.
Therefore, what might work in donor countries and for donor agencies not neces-
sarily works for the recipient NGOs.

NGOs’ donors can not force their beneficiaries to transform, or adapt the donor’s
points of view, at all costs. Most important is that the organizations function as
efficient and effective as may be possible. This can only be the case when people’s,
nation’s and organizations’ identities are respected. When one tries to acknowledge
differences, reciprocal learning and close cooperation between descendants of dif-
ferent backgrounds can take place. When there is no attention for such concepts a
problematic relationship may evolve and resistance on the NGO’s part may be the
outcome. As Sithembiso Nyoni (of the Organization of Rural Associations for Pro-
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gress in Bulawayo (Zimbabwe)) claims: “This imposed universalism suppresses
and often destroys local initiatives and self-reliance in terms of local people ac-
quiring their own attitude towards their own lives and evolving their own social or-
ganizations and institutions through which these ideas, knowledge and skills can be
generated and developed” (Nyoni, in Gordon Drabek, 1987, p. 53).

NGOs in the developing societies must start to work and manage in a different
way. A very important fact is that they are indeed full fledged organizations that
can be able to continue their work. In order to do so they need, as any other organ-
ization, their own strategy and vision, and access to resources. Without resources,
and therefore the competition for resources, an organization is not likely to ac-
complish what it states in its objectives, according to its strategy and vision. But, as
Garilao from the Philippine Business for Social Progress in Manila refers to: “.....
resources in the Third World are limited. If an NGO is to survive in this environ-
ment, it must take on the view that it competes for these same resources with other
institutions. In short, it must be competitive as any organization, a value that is not
common to NGOs. It has to develop a strategic vision that defines the future for the
organization and allows it to harness resources to carry out this vision in the form
of programmes. But managing the organization is not, nor should it be, confused
with program management” (Garilao, in Gordon Drabek, 1987, p. 117).

3.3 NON GOVERNMENTAL ORGANIZATIONS IN ZIMBABWE

3.3.1 Zimbabwean context

Zimbabwe is an entirely landlocked country in Southern Africa. This land is in-
hibited by a population of 10.4 million (according to the 1992 census). The major-
ity of this population (about 76%) comes from various Shona groups. The second
largest ethnic group is formed by the Ndebele. Whites, mostly from English de-
scent, are estimated to number a mere 100,000. Women make up 52% of the popu-
lation.

Zimbabwe was formerly an English colony and, while part of a federation with
Northern Rhodesia (Zambia) and Nyasaland (Malawi) known as Southern
Rhodesia. In 1965 Ian Smith’s party took over al seats in parliament and declared a
Unilateral Declaration of Independence (UDI). Sanctions, proclaimed by Great
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1  In Southern America, for instance, NGOs more frequently have functioned as an
opposition to government.

Britain and later voted mandatory by the United Nations (UN) followed. Rhodesian
economy, however, flourished.

lan Smith was determined to prevent black rule, but that was not what black
nationalist movements wanted for the future of the country. Both ZANU (Zim-
babwe’s African National Union) and ZAPU (Zimbabwe African People’s Union)
concluded that power for the indigenous people could only be obtained by armed
conflict. After several years of guerrilla warfare the year 1978 brought about an
internal settlement. An unrecognized Zimbabwe-Rhodesia saw the light of day. In
1980 general elections were held and Zimbabwe was to be the next independent
African nation.

Compared to those of neighbouring countries Zimbabwe’s economy is relatively
diversified. The economic situation is regularly disturbed by droughts. In 1990 a
five-year Economic Structural Adjustment Programme (ESAP) was introduced.
According to the Economist Intelligence Unit in London the ESAP is one of the
few homegrown African adjustment programmes (Economist Intelligence Unit,
1994). Although the Worldbank and the IMF support the ESAP, they, and other
lending bodies, do not dictate it. The ESAP seemed to be reasonably effective but
got disturbed by the 1991 (and subsequent) droughts. Just recently, in 1996, the
Government of Zimbabwe launched the second phase of ESAP, which will take up
to three years, and was strongly urged by the Worldbank and the IMF.

3.3.2 NGOs

Zimbabwe is classified as a developing country and receives a lot of aid from the
international donor community. Just as described above a large portion of this aid
is channeled through NGOs. Like in most African countries the NGOs in Zimbab-
we work rather well together with government1. Many of the Zimbabwean NGOs
were started from a welfare approach. It is not precisely known how many NGOs
are active in Zimbabwe, but their numbers amount to well over a hundred, and are
increasing continuously. In a directory published in 1988 there was made mention
of over 400 of such organizations, ranging of course from very small and local ini-
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tiatives to large, national organizations (VOICE, 1988). The organizations working
in the field of development make up about half of these. Besides their contribution
to development, creation of jobs etc. they also form a “major source of foreign ex-
change to the national exchequer” (Muir, 1992, p. 14).

Muir (1992, p. 16) gives a very useful seven grouping classification to classify the
NGOs working in Zimbabwe:

1. Foreign-based but locally registered (international) NGOs;
2. Independent Zimbabwean organizations, operating in more than one local-

ity independent Zimbabwean associations, operating in only one locality;
3. Church-based Zimbabwean organizations, operating in more than one

locality church-based associations, operating in only one locality;
4. Politically-linked Zimbabwean organizations, operating in more than one

locality politically-linked Zimbabwean associations, operating in only one
locality.

Such a classification is useful to identify certain types active among the many
NGOs in Zimbabwe. Each of the classes have certain characteristics which make it
possible for donors to identify which organizations to fund.

Possibly this classification is not sufficient to place all NGOs and to help them
recognize duplication of efforts, but it is a useful tool.

Muir (1992, p. 17) also gives three areas of activity that most NGOs working in
development in Zimbabwe are occupying:

1. Designing and executing concrete projects for (and hopefully with) parti-
cular targeted groups;

2. Imparting particular skills usually on an individual basis;
3. organizing or enhancing local groups, in particular to increase their ability

to take responsibility and thereby to obtain better their more immediate re-
quirements.

Some examples of the various kinds of NGOs in Zimbabwe are the Catholic Com-
mission for Justice and Peace (CCJP), which is church based; Zimrights which is
independent and activist with concern for human rights in Zimbabwe, Zimbabwe
Development Trust , which is politically linked (patronage of Joshua Nkomo, who
is a Senior Minister).
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1  The Economic Structural Adjustment programme (ESAP) was supposed to generate
a growth percentage for the economy of five percent (in reality It turned out to be
2.1%). There were considerable cuts in the civil service. ESAP also caused high
inflation and high unemployment.

The NGOs in Zimbabwe have not only been active in the field of development, or
rural development, although the bulk of them were historically. Some NGOs con-
centrate on health issues, and on human rights issues. More and more NGOs are
getting involved in lobbying and advocacy to influence the creation of policies that
will have positive (though often long term) effects for the general public.

The Government of Zimbabwe has recognized the importance and the power of
NGOs in the development process. Since some NGOs take up tasks to complement
public activities and duties, government is keen on keeping check on the activities
and status of NGOs. Just last year, 1996, the government amended the Private
Voluntary Organizations Act (PVO-act) under which most NGOs are registered
(See Appendix III). This Act greatly influences their functioning since it restricts
fund-raising opportunities and limits their sphere of action and their freedom.

3.4 WOMEN’S NON GOVERNMENTAL ORGANIZATIONS IN ZIMBAB-
WE

3.4.1 Women in Zimbabwe

The position and situation of women in Zimbabwe deserves a lot of attention.
Although the general status of living improves in Zimbabwe, this is not the case for
women. Their work bad increases, and their health decreases. The possibilities for
education and participation in the public sphere are diminishing. Zimbabwe is a
very patriarchal society (Essof and Van der Wijk, UNICEF Country Report). The
hardships of ESAP1 (Economic Structural Adjustment Programme) are of extreme
influence for many female headed households, as is the aids epidemic which is
very severe in Zimbabwe. In 1996 it was estimated that in the capital Harare alone
one in every three women is infected with HIV.

When Zimbabwe gained independence in 1980, a Ministry of Women’s Affairs
was established, and the public policy seemed to encourage women to take part in
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1  This act states that both sexes receive majority status at the age of 18. Under Colonial
rule a black woman in Zimbabwe was regarded an eternal minor.

2  Two very important conferences were the World Conference on Women in Nairobi
in 1985, during which the Forward Looking Strategies were formulated and the World
Conference on Women in Beijing in 1995, where the outcome as an International
Platform for Action.

the development of the country. They had already contributed towards this during
the Liberation Struggle. However, after a few years the Ministry was diminished to
a department within the Ministry of Political Affairs.

There have been several pieces of positive legislation for women in the sixteen
years of Zimbabwe’s independence, such as the Legal Age of Majority Act of
19821. Nevertheless, most women are still in a marginalised position; they often do
not know their legal rights, in practice it is still difficult to own land, receive loans
etc. (Essof and Van der Wijk, 1996).

3.4.2 Women’s NGOs

In the international community a lot of attention was given to women during the
last three decades; efforts were aimed at including women in the development
process. Many development projects were geared at women. Especially in the
1980s under influence of the United Nations Decade for Women, and several
World Conferences on Women2 one can notice an increasing awareness of
women’s issues throughout all aspects of development. This was the case in donor
countries but also, very strongly so, in recipient countries. There was a widespread
opinion that most governments could not adequately meet the demand for attention
for women’s issues. Women’s organizations are blossoming and most of these take
on the form of NGOs.

This development is also a rapid one in Zimbabwe. NGOs in general are mush-
rooming and women’s organizations even more so. Some women’s organizations
are non governmental organizations, but have a long standing relationship with the
government. In Zimbabwe an example of this is the Women’s League, that is ac-
tually more of a wing of the ZANU-PF, the ruling party.



Background 33

Then there is a category of chanty institutions. Some of these are linked with inter-
national chanty organizations. An example of this is the YWCA-Zimbabwe, and
the Association of Women’s Clubs. These organizations were mostly founded
during the colonial era, and still carry on with their charity work, although most of
them adjusted (to a larger or lesser extent) to the changing demands of changing
times. The AWC is at the moment not active, the Private Voluntary Organizations
Act of 1996 was applied to the organization, and on these grounds the executive
council of AWC was gazetted by the Government of Zimbabwe. The Zimbabwe
Women’s Bureau (ZWB) is also a relatively older organization, founded during the
cobonial era, but it was never a pure charity organization.

Many of the younger organizations, founded during the liberation struggle and
after independence are organizations which were founded for a specific cause, or
goal. These goals and issues are indeed very diverse. An example is the Women
and Aids Support Network (WASN), an NGO encouraging awareness on AIDS
and functioning as a helpdesk for HIV/AIDS-patients, WASN is also a very strong
lobbying group. There is also the example of the Zimbabwe Women’s Writers
(ZWW), an NGO which encourages women writers to write and publish their
stones, both in the vernacular languages and in English. Other groups are the Wo-
men’s Action Group (WAG), Women and Law in Southern Africa (WLSA) and
the Zimbabwe Women’s Resource Centre and Network (ZWRCN). These groups
are very strong pressure groups for policies which might improve the position and
condition of women.

However, the women’s NGOs have to deal with many of the same problems and
challenges as their mainstream counterparts, beside having to find a way to
function as a women’s organization in such a patriarch society as Zimbabwe is.

The NGOs, and especially the women’s NGOs, are influenced in their functioning
by their donor dependency, their leadership, the general problems of non profits,
the problems of women managers to name just a few factors. They in turn influence
the organizational culture and structure and its effectiveness.





CHAPTER 4

CASE STUDIES

In this chapter the background and the activities of both the ZWRCN and the ZWB
will be described. There will be considerable attention for the organizational
history. NGOs evolve from all kinds of backgrounds and their history, even the
time of their inception, usually is an explanation for their current activities.

4.1  ZIMBABWE WOMEN’S RESOURCE CENTRE AND NETWORK

The ZWRCN is a knowledge based non governmental organization. In its short
existence the ZWRCN has already made quite a name for itself, both in Zimbabwe
and in the business of international cooperation, of development work.

The work that the ZWRCN carries out is mainly aimed at the higher educated
people, at policy makers, development workers and researchers.
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1  Interview with Thoko Ruzvidzo, 10 January 1997.

2  Minutes of an informal meeting on 11 February 1989, Harare.

3  Minutes of the second meeting, 4 March 1989, Harare.

4.1.1 History

While working in the Ministry of Women’s Affairs Hope Chigudu, Thoko
Ruzvidzo and Gine Zwart discussed the lack of availability of information for
women. They thought there was a need to make such information available, to
improve the status of women. A questionnaire was send out to several individuals
and organizations, to see if such a need did indeed exist. After the predominantly
positive response Hope, Thoko and Gine decided to take matters further. They had
a shared vision, which was at that time not put on paper, but it was:

to use information in strengthening women so they can deal with their lives1.

In February 1989, a group of women came together in the home of Hope Chigudu.
The meeting was very informal and once again the need for having an information-
/documentation centre was on the agenda. If one reads the minutes of that meeting
the informal character shines through, and it was felt that the Centre would become
an informal place which would meet a variety of needs. Researchers wouid meet
and debate, women would be organized in the Centre for many other activities.
Furthermore the Centre would compile a directory of all researchers and research
projects, and it would link up with grass roots women. Another use of the Centre
would be for advocacy. It was concluded that the Centre should serve as a Centre
of information on women’s conditions for the use of all researchers and NGOs
interested in this area2.

The women decided to go ahead and tasks were assigned as to really start the
Centre. In the follow up meeting on the fourth of March 1989 there was already a
written proposal stating as main objectives:

1. To promote communication and exchange among researchers, analysts and
practitioners working on/with women.

2. To centralize information, documentation and materials (training, research
etc.) developed on women so that it is available and accessible to re-
searchers, practitioners, journalists, activists, etc3.
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1  Minutes of ZWRCN meeting, 10 August 1990, Harare.

2  Minutes of special meeting of ZWRCN-membership, 13 September 1990, Harare.

3  Minutes of special meeting of ZWRCN-membership, 13 September 1990, Harare.

After seed money was acquired from Global Fund for Women, HIVOS followed
with contributions, and with these the Centre got the go ahead. After this formal
start one can see the meetings regarding the Resource Centre becoming more
formal and the minutes of those meetings reflect that.

In July 1990 the first office was found and a programme officer was appointed.
Already the Centre was thinking of buying property for office space. The official
start of the project, the official beginning of the ZWRCN was in August 19901. It
has to be noted that at that point in time the ZWRCN was a membership organiza-
tion.

In September 1990 there was a special meeting of members on the objectives and
future plans of the ZWRCN. Not all members agreed on “what the ZWRCN should
do and not do”2. The ZWRCN meeting resolved some issues and came up with
several broad objectives:

1. To identify existing materials, data and information on women in develop-
ment and gender related issues currently available at NGOs, government
departments and other institutions in Zimbabwe.

2. To collect and organize the information in a Women’s Resource Centre by
classifying, cataloguing and indexing it.

3. To establish and maintain an information exchange network among re-
searchers, analysts, practitioners and activists working on and with women
through the publication and distribution of a regular bulletin, and by
holding of meetings and seminars.

4. To decentralize the information through the production of simple inform-
ation packets, educational materials, booklets etc., so that it is accessible to
a wide variety of users throughout the country.

5. To provide an informal setting for discussions and debates among individu-
als working with women and researching gender issues3.
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1  Ideas to change structure of ZWRCN, February 1992, Harare.

2  Minutes of the Executive Committee Members meeting, 6 August 1992, Harare.

Around that time the official registration came through, and the ZWRCN was
officially launched in a Public Relations meeting on 1 November 1990, and an in-
terim executive committee was put in place.

Under the laws of Zimbabwe the ZWRCN was registered as a welfare organization.
The broad development objective of the organization was the enhancement and re-
cognition of the position of women in Zimbabwe. The two more immediate objec-
tives at that time were:

1. increased knowledge and appreciation of the position of women within
Zimbabwe among a wide public

2. increasing effectiveness of ‘Women in Development’ programmes and
projects through better alignment of these programmes among (non)
governmental organizations

The three main target groups for the Centre that were addressed were policy
makers, researchers and implementers (ZWRCN, 1992).

The first full and busy year for the ZWRCN was 1991; in which the objectives
were revised, the staff increased to four members, and membership of the organiza-
tion amounted to 73 (49 individuals and 24 organizations).

The organization was very much a membership organization which expected
members to contnbute to the activities of the Centre. In the Annual Report of 1991
the Privileges and Obligations of members are cited. The obligations indicate that
the members function as information sources to expand the organization’s know-
ledge base (ZWRCN, 1992).

In the beginning of 1992 the ZWRCN played with the idea of changing the con-
ditions of membership and with the idea of criteria for membership1. In August of
that same year the ZWRCN started to work towards a non-membership based
organization2. In a consultative members’ meeting on 17 September 1992 it was
decided that the membership would be phased out; that means that no new
members were take aboard and when one’ s membership came up for renewal this
was not done.
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1  In the Women and Development programs the starting point was the idea that women
needed to be integrated in development, and development projects. In the Gender and
Development approach there is a realization that women are already part of
development and play an active role in their societies. The development programs adjust
to this view by addressing both men and women and their (socially constructed)roles,
and the inequalities of these.

In 1994 it became dear that the ZWRCN had moved away from the ‘Women in
Development’ (WID)1 approach and towards the ‘Gender and Development’ ap-
proach. The objectives were at that time described in the annual report of 1994 as:

1. To acquire, repackage, and disseminate information on gender from Zim-
babwe, the region, and the international world;

2. To provide a forum for gender debate, gender analysis, and a gender think-
tank;

3. To share and exchange information and to facilitate linkages with other or-
ganizations;

4. To lobby and play an advocacy role on gender issues;
5. To raise public awareness on gender;
6. To identify gaps in information on gender issues and commission research;
7. To facilitate participation in global discussions on initiatives on women’s

advancement.

These objectives/activities were meant to assist policy makers, pianners, implemen-
ters, researchers and other development practitioners to incorporate gender issues
in their programmes. This was hoped to bring about enhancement of the status of
grassroots women, through more efficient and effective programmes and the access
to information (ZWRCN, 1995).

4.1.2 Present situation

After a hectic few years and an organizational analysis by Symacon Management
Consultants, who have extensive expenence in the NGO sector, the organization
decided in 1995 to change to a registered trust. Symacon advised on a new organ-
izational structure, which would reduce the Director’s span of control, thus giving
her room for networking activities etc.



Chapter 440

1  As reproduced in Hunt, 1991, p. 199.

The new organizational structure is depicted in an organizational chart; see Ap-
pendix IV.

The formal structure is rather hierarchical and traditional. In reality the structure
does not look like the one depicted in the chart. The layer of programme coordina-
tors is still missing, and thus the Director’s span of control has not been reduced
yet.

Symacon also facilitated in the meetings were the new vision and mission state-
ment were formulated. The Trust Document was not signed until the second of Au-
gust 1996 (ZWRCN, 1996). The Board of Trustees became the custodian of the or-
ganization’s mission and vision. The Board of Trustee spells out the mission for the
rest of the organization, is responsible for long term strategic planning and func-
tions as a policy making body. The number of trustees is stipulated in the Trust
Document: “The Trust shall have all times no fewer than five and no more than
seven Trustees” (1996, p. 2). The three founder members of the ZWRCN are
entitled to the post of Trustee for as long as they wish, and there always have to be
two founders members of the Board. The Board of Trustees meets at least twice a
year.

Ms Thoko Ruzvidzo resigned as chair from the board and became the director of
ZWRCN. This was the first time that the organization appointed a director from
within. As concluded by Reece “it was a move which many women felt was long
overdue. Direction from one of the founder members was identified as being a
means of establishing systems which could be set in place and built upon by
subsequent directors” (1995, p. 55). Ms Ruzvidzo is generally perceived as a strong
leader. Due to her previous work experience (Ministry of Women’s Affairs,
HIVOS) she is very good at putting administrative structures in place. Her being a
founder member makes her well vested with the organizations mission statement
and vision. If one looks at Kotter’s distinctions between leadership and manage-
ment1, Ms Ruzvidzo classifies as a manager; she plans and budgets, she organizes
and staffs, and is busy with controlling and problem solving.

In the same year (1995) the Board of Trustees, including the three founder mem-
bers of the ZWRCN (1996), reworked and reformulated the vision during their re-
treat into:
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To help women reach/reallze their full potential.

The mission statement was also clarified, by the staff during their retreat; at this
point the mission statement of the ZWRCN is the following:

To empower women through the acquisition of information, networking,
lobbying, research and gender training, as well as providing a con-
ducive environment to share and reflect on ideas and experiences.

4.1.3 Programmes

At the moment six programmes are geared towards this goal, divided into Outreach
and Documentation departments:

1. Outreach:
- gender training,
- information on women to rural libraries,
- linking civil society with parliamentarians.

2. Documentation:
- documentation centre,
- publications,
- research and advocacy.

These departments are supported by an administrative staff, which has to guarantee
the attention of the departments themselves for the programmes. Every programme
has its own objectives and specifies its own target group.

At the moment there are fifteen peopie working at the ZWRCN, all in all. ZWRCN
is a women’s NGO, and no man will be hired for the post of programme officer or
at management level.
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4.1.3.1  What is the ZWRCN doing, what are its programmes?

The Resource Centre started out as just a small library where people could get
information on women’s issues. However, after a while the Centre focused not just
on women’s issues but on gender (and development). The main difference between
looking at women’s issues and at gender is that ‘women’s issues’ usually assume
that a situation is ‘natural’ and the attention goes to the change that can be made for
the improvement of women’s lives. With gender one regards the socially con-
structed roles of men and women and focuses on a possibility for change to ad-
vantage society as a whole (in stead of creating only change for women). In the
gender approach it is assumed that since the roles are socially constructed they can
be deconstructed as well (Kabeer, 1996; Moser, 1994). The founders of the
ZWRCN became known for their knowledge on gender and their capability in the
conduct of gender training. It was decided that the ZWRCN needed a gender train-
ing unit. The ZWRCN gradually expanded to the size it now has. As mentioned
before there are now six programmes working towards ZWRCN’s mission and
vision.

The ZWRCN works with various themes every year. The themes are decide upon
by staff and board during the retreat and all the work of the programmes centers
around those themes.

4.1.3.2  Documentation Centre

The Documentation Centre has always been the heart of the organization and, at
least theoretically, it still is. The programme has, to date, approximately 4000 titles
of books and ‘grey’ literature. Grey literature comprises of works which are not
published through commercial publishing houses, and encompasses papers, work-
shop reports theses, etc. The programme subscribes to over 100 periodicals, there is
a substantial collection of newspaper cuttings from the 1980s till the present, and
there are several audiovisual items. According to Ms Jean Mandewo, librarian at
the Documentation Centre the products and/or services of the programme are:

1. Providing reading facilities for members and non-members;
2. Production of a bibliography on GAD issues;
3. Doing services in the database/data provision;
4. Referral and inquiry services;
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1  As told in a staff meeting, 22 August 1996, Harare.

5. Lending facilities to members.

When asked for whom the Documentation Center provided these services she de-
fined the target group as; researchers, students, development workers, policy ma-
kers, consultants and women.

In the new Acquisition Policy of the Documentation Centre, which was accepted
by ZWRCN’s Board of Trustees in August 19961, it is stated that the Docu-
mentation Centre does not wish to address only women, but also those who affect
the lives of women. The policy specifically includes the members of staff of the
ZWRCN in the target group.

4.1.3.3  Research and advocacy

Ms Shereen Essof, the officer of this programme, produces quite a number of
things, both products and services. Among the ones mentioned are; fact sheets,
workshop reports, discussion papers, published research studies and the provision
of forums for discussions and debate. These products and services are mainly
meant for three groups:

1. policy makers in government ministries,
2. researchers in the area of GAD,
3. planners and implementers.

ZWRCN tries to reach these target groups through networking, workshops,
seminars, discussions, meetings, and formal and informal interactions.

This unit (Research and Advocacy) used to be called ‘Networking and
Dissemination’. The name was changed to Research and Advocacy at the end of
1995. It is felt that this new name better covers the activities carried out under this
officer’s guidance and that it was not necessary to have a networking unit since all
the programmes and all the officers should be consciously involved in networking.

In the course of 1996 Lobbying has been added to the unit, as a major function.
The unit also takes care of a lot of the external communication. Communication



Chapter 444

channels with government, the private sector and other NGOs have to be kept
open, to allow for any influence on the part of the Resource Centre.

4.1.3.4  Publications

Ms Tafadzwa Mumba is the programme officer in charge of Publications. She
started working for the ZWRCN in 1995, after she did a special issue of the news
bulletin for ZWRCN, regarding the United Nations Fourth World Conference on
Women (FWCW), which took place in Beijing in 1995. The regularly provided
products and services of the unit are: Womanplus (ZWRCN’s news bulletin), bro-
chures, books, discussion papers and special publications. An example of the latter
is Zimbabwe Women’s Voices, a full color book on women in Zimbabwe, published
in preparation for FWCW. For most of the publications the programme officers
carries Out all the work, including typesetting.

As the target group for ZWRCN’s publications Tafadzwa defines women from all
walks of life, policy makers, planners, implementers in social sector ministries,
private and public sector. The main vehicle for reaching these target groups is the
news bulletin which is produced about three or four times a year. The material is,
according to Tafadzwa, specifically aimed at the target groups because of the way
the material is written and presented, and because of the level of debate.

There are currently about 580 subscriptions to the news bulletin, and several organ-
izations receive it, either through subscription or through exchange.

4.1.3.5  Gender training

The Gender Training unit used to house two trainers. At the moment Daisy
Kuzinya is the only gender trainer within the ZWRCN. Although she can hardly
keep up with the demand there are six projects within her programme. These
projects all involve some form of gender training. Gender training is the training
that is conducted to ‘put gender on the agenda’. Its objective is create gender
awareness and sensitization, to integrate gender in planning, programme design and
programme implementation of development organizations, and to influence policy
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makers to produce and pass policies that are gender sensitive. The training, which
usually takes the form of workshops, is mostly meant for policy makers, implemen-
ters, researchers and students. Gender training actively aims at its target groups, by
specifically inviting the various groups to have gender training.

Undoubtedly the biggest project within this unit is the Training of Trainers Pro-
gramme (TOT). This is a three year project. During that period a pool of gender
trainers will be trained, on various levels. It is hoped that these trainers will be able
to fill the demand for gender training and that they will cause a ripple effect in so-
ciety.

4.1.3.6  Information on women to rural libraries

This is one of the newest programmes within the ZWRCN. It started in 1994, with
a pilot project. The programme is carried out in conjunction with the Rural Li-
braries Resources Development Programme (RLRDP), an NGO based in Bula-
wayo, Zimbabwe’s second largest city. Since mid 1996 Ms Ruramisai Sibanda is
appointed programme officer. She has been on a familiarization tour of the libraries
with the previous officer in charge. During this tour the officer met the people of
RLRDP and the people at the libraries whom she will be dealing with.

Usually the process of the unit’s services and products starts with an information
needs assessment to find out about the requests of the rural women. To ensure
some input which leads to gender awareness the ZWRCN also includes some of its
own materials.

Then the work of ‘information to rural women’ consists of repackaging reading
matenals and translating them into Zimbabwe’s two major languages, Shona and
Ndebele. In conjunction with RLRDP these materials are distributed among the
participating libraries. The ZWRCN assures that there is always a gender com-
ponent in the distributed materials. This will often give rise to the request of more
discussion on gender issues. The officer’s expenence gained in the Gender Training
unit comes in this case in handy.

Evidently the situation in Zimbabwe is such that many women are illiterate even in
Shona and Ndebele. Therefore it is supported by both RLRDP and ZWRCN to
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form groups of eight to twelve people within the libraries to teach those who can
not read. With this comes the encouragement to dramatize about current issues; this
provides a combination of entertainment and learning. The libraries are also en-
courage to form networks with the other libraries in the project.

4.1.3.7  Linking civil society and parliamentarians

The linkage programme is ZWRCN’s youngest and newest effort in working
towards empowerment of Zimbabwean women. The programme was supposed to
start at the beginning of 1996 and its objectives for this first year were:

1. To undertake research on women’s voting;
2. To recruit a programme officer for the programme;
3. To identify districts where the programme will be undertaken.

Unfortunately the programme fell victim to staffing problems. There was a pro-
gramme officer recruited in May 1996, but she stayed with the organization for
only a week. The research project has been expanded and was carried out by a con-
sultant, Ms Dorothy Adbanjo. Dorothy did a lot of fieldwork, assisted by students
from the School of Social Studies. This fieldwork was carried out starting in June
1996. The data were gathered and analyzed in the second half of 1996, and in
January 1997 the Research report was finalized.

If all goes well the newly recruited programme officer for the Linkage Programme
will start her work in February 1997.

4.1.3.8  ZWRCN summary

1. Knowledge based non-governmental organization, working in the field of
gender and development.

2. Founded in 1990.
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Mission Statement:
To empower women through the acquisition of information, networking,
lobbying, research and gender training as well as providing a conducive en-
vironment to share and reflect on ideas and experiences.

Vision:
To help women reach/realize their full potential.

Target Group:
1. Policymakers, implementors and researchers;
2. Women at grassroots level.



Chapter 448

Programmes:
1. Outreach:

- gender training;
- information on women to rural libraries;
- linking civil society with parliamentarians;

2. Documentation:
- documentation centra;
- publications;
- research and advocacy.

Members of staff:
15 of which

- 8 support staff and
- 7 programme staff

Registered as a trust:
- 1 director;
- 5 trustees.

The ZWRCN is a relatively young and progressive organization, especially
according to Zimbabwean standards. A much older organization with different
strategies, but also the goal of women’s empowerment is the Zimbabwe Women’s
Bureau. The following is a profile of the ZWB, its history and its activities.

4.2 ZIMBABWE WOMEN’S BUREAU

The Zimbabwe Women’s Bureau (ZWB) is a non governmental organization
which was founded in 1975 to support women. It was registered in 1978, and
functioned mainly as a referral center for other NGOs. The start of the Bureau
during the colonial era lead to some of its major objectives. These were, among
others, to ‘sensitize women to their plight of being oppressed minors’ (ZWB,
1996), research into women’s problems and disseminate information pertaining to
women, and coordinate and promote cooperation in their endeavor to improve their
quality of life.
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1  As expressed by Ms Chickwavaire in an interview, December 1996.

4.2.1 History

The Zimbabwe Women’s Bureau was started in 1975. Both men and women from
various religious organizations (like the YWCA)were involved. In the colonial era,
a black woman in Zimbabwe was ‘an eternal minor’. The people who started the
ZWB were looking for ways of raising awareness among rural women and the
organization played a political part. ZWB functioned as an umbrella organization
for women’s groupings.

Women were and are the majority of the population in the rural areas, and most
schools in the rural areas are missionary schools. One of the staff members at that
time, the coordinator, went out together with volunteers and used to schools for
meetings with women. Encouraged by this, the women would also meet on their
own at these schools. The work of ZWB was and is about ‘fighting injustices’1.
When the Bureau was officially registered in 1978 the liberation struggle was at its
height. In the process of the fight for liberation many women stayed in the rural
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areas and ZWB felt that independence should also be for women. The Bureau
taught women that sharing was important.

In those days, it was realized that the Bureau was not very effective without an in-
formation department, so an information officer was employed, and the informa-
tion officer and the coordinator were the two key points of the organization. In-
formation became a tool, for empowerment of women.

Over the years ZWB has changed its course, especially because of the results of the
surveys “We Carry a Heavy Load” (part 1 & part 2) carried out among women in
Zimbabwe. We Carry a Heavy Load (part 1) was a social study undertaken, in
1981, “in response to the commitment of the Zimbabwe Government to enlist ac-
tive support and participation of people in the development process” (ZWB 1992,
p. iv). Some of the recommendations (ZWB, 1992, p. 42) from this survey for
empowerment of women were:

1. To increase access to information- every effort should be made to inform
women about changes through mass media, government and private volun-
tary organizations

2. Women should be involved in formulating government policies and pro-
grammes of NGOs.

3. Women should be encouraged to participate in local government by re-
serving a minimum number of seats on local councils.

4. Assuming changes in laws regarding women’s rights (minority status and
other discriminatory practices) voluntary women’s organizations should
play a role in raising consciousness of both men and women to assist in im-
plementing the changes.

4.2.2 Present situation

With the outcomes of the 1981 survey it was also recommended that attention
needed to be given to income generating activities (economic empowerment).

From this survey it became dear that grass roots women felt that there was still a lot
of work to be done to ease the burden of women. From being a referral centre
ZWB went into information, for women about their status and possibilities, and in-
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come generation, for women in rural and pen-urban areas to improve their econo-
mic condition.

Slides and pictures were produced together with the survey We carry a heavy load
(1981). In those days this combination (of other organizations but also of the
ZWB) was used all over the world.

Following from this the Bureau then started to build awareness. People were told
that sharing their experiences was indeed important, but that one should not sit idle.
People (women) should find a way of addressing their problems and find a com-
mon denominator for them.

Strengthened by the experiences and the large interest of people in the Bureau’s
actions (people were interested in the ZWB because it was not addressing just one
issue, but combining issues) ZWB presented the results from the survey to the new
government of Zimbabwe. Quick action and law changing was influenced by these
results, combined with the pressure of other groups, voicing women’s needs.

The Bureau is now an NGO working in the field of economic empowerment.

Ten years after the first survey We carry a heavy bad (part 2) was carried out. The
first survey served as base-line for this second one. Women were asked similar
(and the same) questions as in 1981. It was discovered that there was still need to
emphasize the recommendations of 1981. In the follow up survey recommenda-
tions were made for:

1. Increased dissemination of information to women in the rural areas about
the major legislation that affects women.

2. Assistance with practical aspects of environmental issues.
3. Amendment of the newly passed Land Acquisition Bill with respect to how

It impacts on access to land for rural women in view of the fact that the
majority of the landless are women

4. Development assistance from NGOs for affected groups, particularly girls,
for equal access to education through scholarships. Further, encouragement
by NGOs of enrollment of girls by supporting expansion of school facilities
with the provision that more girls be admitted (1992, pp. 43-46).
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1  Term from Weber, as used and shown by Hunt (1991) in a table of Charismatic
Authority Conceptualization (p. 185-186).

There were also some recommendations made regarding income generating proj-
ects, the main activity of ZWB, which seem to operate without sufficient capital
and lack of infrastructure. The following are recommended:

1. Redefinition of income generating projects to clarify the distinction be-
tween micro business and social development projects.

2. Concentration on social development projects.
3. Continuation of income generating projects as a form of economic develop-

ment and source of income.
4. Initiation of a programme to support women’s initiatives through an affirm-

ative action hot line that would help women to access what they need to tap
available resources, e.g. credit, access to land, training and so forth (1992,
pp. 46).

The Zimbabwe Women’s Bureau is registered under the law of Zimbabwe as a
welfare organization.

The Director of the Bureau, Ms Lydia Chikwavaire has been in that position for
about ten years now. When she started working at the Bureau she held the post of
Projects Promotions Officer, in 1984 she became a Projects Officer and in 1986 Ms
Chikwavaire was appointed/voted Director of the Zimbabwe Women’s Bureau.
She is a ‘rational legal’ leader1 who was appointed under existing traditions and
rules and there is a belief that obedience is owed to this legally established im-
personal order. According to Ms Chickwavaire a director’s function is to be a re-
presentative for both the board, the staff and all groups.

The Director has the responsibility for the day to day running of the organization.
However, the most important decision making body of the ZWB is the National
Council, which is formed by the general membership (see Appendix V for an or-
ganizational chart). Policy making and supervision of the implementation is carried
out by the National Executive Council (NEC); this council is chosen from and by
the National Council. The NEC further encompasses some sub-committees on
Personnel, Information, Finance and Projects. While the NEC meets four times a
year, the sub-committees get together when and if the need to discuss certain issues
arises. There is a biennial General Meeting of the ZWB where office bearers are
elected, and they hold a two year term. The NEC consists of twenty people.
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The general membership also largely influences the organization’s mission state-
ment and vision. In its “Programme and Projects”-booklet 1996/1997 the Bureau
describes its vision by which the programmes and projects are guided.

The vision of the ZWB is:

A Zimbabwe in which all women are literate, have sufficient/decent
shelter, clothing and nutritious food and their children are free from
malnutrition. It is of Zimbabwe where women are well informed and
educated about issues affecting them and their communities, are self
reliant, know and exercise their legal rights, are free to choose their
leaders in their way and are abbe to raise their quality of life without
relying on outside or donor assistance. (p. 4)

Naturally this vision is very closely related to the organization’s mission statement
which gives a closer indication towards the organization’s strategies and activities.
It is worded as follows:

To improve the socio-economic status of poor grassroots communities
by means of providing training, information, financial and material
support for sustainable development programmes to women in rural
and peri-urban areas. (p. 5)

The organization works with community based income generating projects. The
Bureau is currently active in 13 districts, working in rural and per-urban centers. In
these districts the ZWB provides financial, material and technical support to part-
icipating groups. Mostly the ZWB works with groups which were already in
existence before the Bureau started to support them. All the groups have a chair-
person, a secretary and a treasurer. These positions have to be held by women if the
Bureau is to aid the group.

In the thirteen districts ZWB assists about 135 projects and/or groups. The average
number of participants per group is 14. The total number of people officially
participating in ZWB assisted projects is 1898, of which 1559 are women (Keyzer,
1996).

Within each of the thirteen districts a field worker is employed, who assists the
groups in as many ways as possible. These field workers are aided by adult literacy
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1  This section draws heavily on an interview with the director of ZWB, Mrs Lydia
Chikwavaire, held in December 1996.

workers. The adult literacy workers receive some financial compensation and teach
members basic literacy, beginning with the vernacular, and then moving on to
English.

The organization employs several officers at its head office in Harare. They are the
Project Officers. At the moment these are:

1. agriculture-nutrition officer,
2. information officer,
3. finance officer,
4. marketing officer (who is at the same time acting training officer),
5. catering supervisor.

All the officers are guided by the Director and supported by an administrative
secretary, and a catering support staff. All in all there are 35 people employed by
ZWB, and this staff is complemented by approximately 30 volunteers. Although
the Bureau is a women’s organization the do hire men. However, men can never
achieve a management position in ZWB, nor in the groups that the Bureau sup-
ports.

At the premises of ZWB’s head office one also finds the Training Center. This
Training Center is used by the Bureau itself for training workshops and it is also
frequented by other NGOs who rent the conference rooms to hold workshops etc.
There are possibilities for participants to stay overnight. The Training Center is
seen as the Bureau’s own income generating project.

The Bureau is still carrying out surveys, and is evaluated by its donors. These
evaluations and their results sometimes changed the focus of the Bureau itself.
Over the years ZWB evolved to an organization very well known for its income
generating projects with the other programmes it now encompasses supporting this
main goal of economic empowerment1.
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4.2.3 Programmes

Four specific programmes and their programme officer work towards ZWB’s mis-
sion statement and vision:

1. agriculture and nutrition,
2. marketing and training,
3. information,
4. training centre.

These programmes and officers are all supported by the Finance Officer and the
administrative secretary, and other support staff (catering, driver, etc.)

4.2.3.1  Agriculture and nutrition

The products of Agriculture and Nutrition are mainly produced at the projects of
groups in the rural and peri-urban areas. Most of the agricultural projects involve
gardening, or cattle fattening. Some of the produce from this includes; vegetables,
cereals, fruits, trees, honey, peanut butter, cooking oil, poultry and live stock. The
products are mainly marketed in the communities where the groups have their
activities, and sometimes also via the head office.

Services are provided more directly from within the Agriculture and Nutrition unit.
Some of these services are of an immediate impact on the target groups, the groups
that ZWB works with, others aim at more long term improvement. As services, the
officer Mr Stephen Zenda lists; feasibility studies, training in technical and man-
agerial skills, projects implementation, monitoring and evaluation, assisting the
project in sourcing funds, assist in sourcing markets, facilitation of exchange visits,
collaborating and networking with other development agencies, addressing en-
vironmental issues, energy conservation works, water harvesting techniques and
assisting in acquiring equipment. The target groups, of marginal communities in
rural and urban set-up, are reached through a field worker who resides in the area.
Another way of communicating with the target groups is through contact persons
within identified communities. The office staff also tries to make regular visits to
the meeting places of the groups.
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4.2.3.2  Marketing and training

The Marketing Officer who is currently also acting Training Officer, is involved in
the marketing of the produce that is made by the income generating groups. In her
capacity as Training Officer she identifies the kinds of training needed and required
by the field workers and the groups, and arranges for workshops in which training
can be conducted. Sometimes these training sessions are facilitated by Ms Chim-
badzwa herself, sometimes internal or external resource persons are requested to
shed light on certain issues. The subjects of training lately have dealt with mar-
keting and quality control, of the produce made by the groups, with an emphasis on
the ‘crafts’ (basket weaving, pottery etc.), but also for the produce of the market
gardens, and the oil pressing projects. This is an important aspect of the ‘aid’ that
ZWB gives its groups since it will open up market, especially for the crafts, outside
of the community in which the group is based (for instance for international trade
and tourists).

Ms Chimbadzwa perceives the grass roots women and men as her main target
group. The way to reach these women and men is through the field workers in the
various districts, field trips and training sessions in the field. Every now and again
in-service training sessions are held in the ZWB Training Centre in Harare, to
which field workers and/or group members are invited.

4.2.3.3  Information

The products/services of the information department are the publications which are
used as information exchange tools. The awareness raising workshops, conducted
by Ms Furious Chitongo the Programme officer, are also very important services,
especially to members of ZWB. Some members are not literate, or don’t have time
to read. In these workshops misinterpretations of the shared information can also
be clarified. The information in the publications is on women’s problems, their
failures and their successes, and the reasons behind these. The activities of the
other departments of the Bureau are highlighted by Information.

The main target groups for the ZWB publications are project members, donors,
policy makers, and other networking partners.



Case studies 57

4.2.3.4  Training Centre

The Training Centre at the ZWB premisses in Harare is operated fairly independent
from the rest of the organization. Actually, the Training Centre is regarded as an
income generating project for the Bureau. With the income from the Training
Centre ZWB can contribute to some of their other projects which are funded main-
ly by donors. To generate this income the Training Centre is letting conference
rooms, and it has excellent catering facilities. These catering facilities are also used
by staff, who can obtain their daily lunch for a small fee.

The Training Centre was foremost established to cater for NGOs that want to have
workshops, seminars, conferences or lunch time meetings at a reasonable price.
However, so far not only NGOs have used these services, but also government
ministries and private sector parties. These target groups are predominantly reached
through advertisements in the Bureau’s newsletter which is produced by the
information department. That same information department also makes sure that
advertisements are carried in other media.
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Ms Tsungai Mudombiro states that it is very important to provide quality services
to show that ZWB’s Training Centre can offer the same services as some of the
expensive hotels, for a competitive price.

Ms Tsungai Mudombiro furthermore supports the groups assisted by the Bureau
that want to go into catering, with technical assistance and her knowledge of the
business.

4.3 ZWB SUMMARY

1. Non-governmental organization, working on the (economic) empowerment
of women ZWB assists income generating groups with technical and finan-
cial support.

2. Founded in 1975, registered in 1978.

Mission Statement:
To improve the socio-economic status of poor grassroots communities by
means of providing training, information, financial and material support for
sustainable development programmes to women in rural and peri-urban areas.

Vision:
A Zimbabwe in which all women are literate, have sufficient/decent shelter,
clothing and nutritious food and their children are free from malnutrition. It is
of Zimbabwe where women are well informed and educated about issues af-
fecting them and their communities, are self-reliant, know and exercise their
legal rights, are free to choose their leaders in their way and are able to raise
their quality of life without relying on outside or donor assistance.

Target Group:
Grassroots communities, with special reference to women.

Programmes:
1. agriculture and nutrition,
2. marketing and training,
3. information,
4. training centra.
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Members of Staff:
35 of which
- 30 support staff (including field workers) and
- 5 programme staff
(Staff is complemented by approximately 30 volunteers)

Registered as a welfare organization
- 1 director,
- general membership is main decision making body.





CHAPTER 5

RESEARCH FINDINGS

In this chapter the research findings will be presented. This includes an analysis of
these findings. The findings are based on the answers of the questionnaires, the in-
terviews with members and executive of the organizations, on practical experiences
and personal impressions (of the researcher).

5.1 ZIMBABWE WOMEN’S RESOURCE CENTRE AND NETWORK

5.1.1 Mission statement, vision and target group

According to the director all programme officers try to address the mission state-
ment and the vision through the activities in their programmes. However, she feels
that there is room for improvement in doing so (answers on questionnaire, January
1997). Most Programme Officers state in the answers on their questionnaire that
they are not satisfied with the level of effectiveness of their programme, although
they feel that their programme does contribute towards the mission and the vision
of the organization. One thing that some of the officers and the director have in
common is that they feel that the effects of their efforts are hard to isolate from
other social developments and therefore hard to measure. All programme officers
indicate that they feel they are adequately addressing the mission and the vision.
With respect to reaching the target groups they are less satisfied.

In the mission statement and the vision of the ZWRCN it seems that au women of
Zimbabwe are seen as target group. However, the Resource Centre actually works
at a different level. Only the Rural Libraries programme and the Linkage Program-
me (when it becomes operational) make information directly accessible for the wo-
men of Zimbabwe. Other than that the ZWRCN is a rather elitist organization. Eli-
tist in the sense that they operate from Harare, that it operates mostly for people
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who can read and comprehend English at an academic level. The strategies and ac-
tivities are aimed at development organizations, development workers, policy
makers and researchers. This can only bring a change for the position of women in
the long term, and in that sense women are assisted. The difficulty with ZWRCN’s
vision is what one’s full potential is and who is identifying this full potential.
Women are not directly assisted or empowered so as to enable them to directly
change their situation. The long run may bring changes if and when the strategies
to influence at a higher level are kept up. The ZWRCN is, in general, able to pro-
duce adequate information for the researchers, policy makers and development
agencies. The ZWRCN has an extensive knowledge base which can be used by
these groups to get information on what is in turn their target group; the women of
Zimbabwe.

The effect of the vision and mission is that outputs and result are hardly measur-
able. This can leave people who work within the organization unsure of whether
the goals are at all attainable. The situation lacks transparency and follow up on the
activities undertaken becomes difficult.

In general it can be stated that there is, within the ZWRCN, still some disagree-
ment, ignorance and misunderstanding with regards to the mission, vision and tar-
get groups. This is more prevalent among those who joined the organization after
the retreat of 1995. This is supported by the findings of the HIVOS evaluation,
carried out in 1996 (ZWRCN; HIVOS, 1996, p. 11). This same report recommends
that the organization needs to streamline its activities in order to realize the mis-
sion/vision.

5.1.2 Organizational structure

With regards to the executive there have been many changes in ZWRCN’s short
existence. When the ZWRCN was started the founder members already had jobs,
some with international agencies, some in the civil service etc. It was felt that the
Centre needed a director, recruited from ‘outside’. However, did this not work out
the way it was expected. Although a director who is not one of the founder mem-
bers might run the organization rather independently, there can also be clashes with
the founder members. With the directors who where recruited for the ZWRCN
from ‘outside’ these clashes took place; about vision, commitment and the future
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1  Interview with Sara Mvududu, at the WLSA offices in Harare, 20 November 1996.

2  Interview with Evelyn Zinanga, at the UNDP offices in Harare, December 1996.

direction of the organization. Founder members of new organizations usually are
visionary, especially those of an idealistic organization like the ZWRCN. They
strongly adhere a certain vision, mission and culture. Subsequently there have been
a Programme Officer together with the founder members, three directors recruited
from outside and the current director (who is a founder member) running the
organization. It is now that Ms Ruzvidzo is the director that there seems to be
gained some stability. She has put administrative processes in piace. The ad-
ministrative structure of the organization is now well defined. The appointment of
programme coordinators, who are supposed to oversee the programme staff thereby
reducing the director’s span of control, has not been carned out as of yet. In spite of
these ideas the ZWRCN now has a structure which is very well defined and rather
‘mainstream’ and hierarchical. According to Sara Mvududu1, who is a Member of
the Board and the treasurer, it is one thing to wish to create a participatory, feminist
organization. The practical reality of accounting requirements (often very stringent)
and of business ethics make it hard to sustain such an organizational structure. Ms
Mvududu thinks that organizing in a way that is identifiable for ‘outsiders’, with a
board, a management committee, a director, and staff, is needed since donors ex-
pect it. in such an organization it is dear who has final responsibility. Evelyn
Zinanga, another Member of the Board and at one time a staff member, says that
this is nevertheless a worrisome development2.

Staff at the ZWRCN are not sure of the role of the Board. They know that the
board is the custodian of the mission and the vision, a policy making body, and a
‘watch dog’. However, there is a general feeling that members of the Board should
be more easily accessible for staff, as think tanks, and to provide feedback.

5.1.3 Organizational culture

The ZWRCN was started as an informal organization. The founder members
wanted to create a place where people could walk in, be at ease and gather
information on women. As Hope Chigudu (l995, p. 3) states: “The founder mem-
bers did not want to conform to the old format of running organizations  They
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wanted to do things in a feminist way and establish a feminist culture. They wanted
to create new structures, systems and tools of thought to guide this emerging organ-
ization”.

Programme staff and administrative support staff are working in almost separate
systems. There are regular staff meetings, which are supposed to add to the unity of
staff at the Centre. There used to be ‘informal lunches’ on Wednesdays with the
purpose of team building. Since people felt that these lunches became an obligation
instead of an informal gathering they were dismissed.

Programme Staff meetings are also held regularly, the intention is to have them
once a month. The director has tried to delegate the task of chairing these meetings
but staff is reluctant. Sometimes the meetings are very passive, with staff just
receiving comments on their work and on the course of action for the following
period.

Certain forms of hierarchy evolved in the ZWRCN. The founder members are at
the top of these hierarchies. Staff ask the director’s consent for most of their work,
and activities, and feel intimidated by the chairperson of the Board. The latter does
absolutely not intentionally create this atmosphere. There is surprisingly little inter-
face between staff and board. The board members are more activist and outspoken
than staff is. This is partly because members of the board have had a lot of
international exposure while staff is young and just starting a professional career.

5.1.4 Organizational tasks

One of the trustees, Ms. Zinanga states that so much energy has gone into creating
the perfect administrative structure, that programmes were ‘left behind’. She thinks
the attention should be divided otherwise; 40% of the energy should go to the
administrative structure, 60% to the programmes. There is need for more follow-up
on and evaluation of the programmes. With new programmes the Centre sometimes
seems to have difficulties getting them of the ground, even when there is already
funding available. An example of this is the Linkage Programme. This programme
was funded in 1995, but was not operational yet as of January 1997.
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Staff indicates that they feel they are working too much ad-hoc sometimes and can
therefore not structurally work on their programme for the long-term. There always
seems to pop up some urgent matter. This puts pressure on the young professionals;
they feel too busy and are not sure what their jobs actually encompass. This causes
uncertainty in responsibilities as well. The job descriptions in the office hand book
are not adhered to. Besides responsibility for their own programmy officers also
have to act on other programmes as well.

Other ambiguities in tasks are caused by the ambiguity in the choice of target
group. Addressing grass roots women requires a different approach than addressing
policy makers and such.

5.1.5 Human Resource Management

A problem, also for donors, is that the Resource Centre has had a lot of problems
with staffing, on all levels including the executive. It has been relatively hard for
the ZWRCN to attract staff and to attain this staff. Most of the Programme Officers
who are now in charge of the programmes have been at the Centre since
1995/1996. The Officer at Rural Libraries started also in 1995 at the Centre, as a
Gender Trainer and switched to Rural Libraries mid-1996. The Officer for the
Linkage Programme (Linking Parliamentarians and Civil Society) started in the
first half of 1997.

The idea is to make two programme officers coordinators, while they stay in charge
of their own programmes as well. Given the experience at the Resource Centre this
might be difficult. As mentioned before, most staff is relatively new at the Centre.
Five of the programme officers were recruited in 1995 (ZWRCN; 1996). They are
relatively young for the posts they are holding, as was stated by Shereen Essof,
programme officer Research and Advocacy, in a meeting on 11 June 1996. The
ZWRCN would like to make the programme officers rather autonomous, in the
sense that they take care of their programmes and are responsible for most aspects
of those programmes. Board Members would like to see staff have a feeling of
ownership. Programme officers are hired on the basis of their academic qualifica-
tions and on their years of experience. They are expected to be as independent as
possible, within the organization, while they make sure that the identity of the
organization sticks closely to the mission statement and the vision. One of the
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1  HIVOS is a Dutch NGO, working for emancipation, democratization and poverty
alleviation. It financially supports 550 organizations in 30 countries in Africa, Asia and
Latin America.

problems of the Resource Centre, as with many NGOs has been getting and
keeping the right staff. The quick growth of the ZWRCN is a factor in this, as is the
general nature of NGOs.

In 1996 HIVOS1, as one of ZWRCN’s major donors camed out an evaluation, with
as period under review the years 1993 - 1995. With regards to staff the evaluation
report States that there is “haphazard induction training for new employees”
(HIVOS, 1996, p. 22). This applies to both programme staff and administrative
staff. New staff become involved in urgent tasks, before it can comprehend the
organization, its culture, its structure and the processes. One is expected to take
care of the day to day running of things and learn about the organization by func-
tioning within it. This is partly due to the workload of the organization, and the
many activities located within the various programmes. The ZWRCN, like most
NGOs, is the kind of organization where it is very important that staff feels a com-
mitment to the organization, its mission statement and its vision. That commitment
works as a motivator, and a compensator. If the vision and mission are shared reali-
ties, they form binding elements.

One of the founder members of the organization, Ms Ruzvidzo is now the director.
She is very visionary but sometimes too strict in holding on to the ideas of the
founder members. The founder members are also very strongly positioned in the
Board of Trustees. Ms Ruzvidzo is a strong manager, and she accurately puts sys-
tems in place. Staff perceives her as a strong director. This sometimes causes some
difficulties. Staff feel that their papers, and other products, are graded by her (and
the other founder members), the director on the other hand would like to see staff
take more control over their programs. Nevertheless she fears that the capacity is
not present. The old culture of visionary founder members working towards an
innovative organization sometimes clashes with the new culture of a staff, who see
the organization ‘just’ as their employer. These clashes are actually taking place;
about the vision, about the programmes and about strategic planning. Even within
the board there is sometimes tension between founder members and the other
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1  Hope voiced this several times, during the talks 1 had with her about the ZWRCN and
my research, about women and organizations etc.

Board members. Hope Chigudu, founder member and Chairperson of the ZWRCN,
really wonders when it is time for founder members to get out, and get on1.

5.1.6 Environment

It is often said that the ZWRCN is good at fund-raising. The Board Members have
mostly worked for donor organizations (international donor NGOs) and therefore
know the game. Most donors value the international exposure that Board Members
had by working for international organizations and have faith in the goals of the
Centre.

Donors feel that the Centre, as a relatively young NGO with founder members who
have had a lot of international exposure (working for donors and other ‘aid’-institu-
tions) is a safe investment. The ZWRCN is working with up-to-date ideas of devel-
opment (and financing) trends.

However, donors are getting more stringent about accountability and start
demanding more follow-up and evaluation of activities which were funded (for
instance voiced by HIVOS in the evaluation).

ZWRCN is, for Zimbabwean standards, an activist organization. The Government
of Zimbabwe is sometimes subject to criticism voiced by the ZWRCN. However,
there is a workable relationship, which is also reflected by the fact that several
government ministries have undergone gender training, and by the amount of civil
servants participating in the Training of Trainers -project.

Much of the lobbying and advocacy activities are directed at government, ap-
pealing to improve the national policies affecting women.

The relations with other NGOs are sometimes rather ambivalent. NGOs are trained
by the gender training department and use the documentation centre. Much of the
relations are based on the relations between the directors of the various NGOs.
There is a lot of competition with other young NGOs for scarce resources. On
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special lobbying and advocacy issues incidental networks are formed. However,
when the immediate pressure of these issues subsides, the cooperation diminishes.

5.2 ZIMBABWE WOMEN’S BUREAU

5.2.1 Mission statement, vision and target group

The vision and mission statement of the Bureau directly concern the women of
Zimbabwe. The main target group of the ZWB does indeed consist of women; with
special attention to the poor women in rural and peri-urban areas. However, the
vision seems to be unachievably. The activities following from it are not realistic,
in the sense that the Bureau can on its own not achieve them, and not measure how
much of the effort actually contributes to the wishful situation.

Most of the projects at the Bureau evolved over time as the needs of women were
identified. Only the Training Centre is not part of the ZWB’s core business. It
seems out of place if one couples the activities to the mission and vision. However,
as the Bureau’s own income generating project it seems to do rather well, and
provide the Bureau with an advantage.

The other projects at the Bureau suffer from lack of success in the implementation.
HIVOS, one of the Bureau’s major donors notes in an evaluation report that there
is a need to make the ZWB “understand the importance of accepting responsibility
for its stated goals” (1996, p. 6). The training of the ZWB does not seem to be
regarded as very effective, partly due to unclear morale and rationale behind the
training. According to the evaluation there is a proven need for a focused analysis
and critique of aims, objectives and goals of the Bureau.

Kellog, another major donor, adds that most projects and groups are too small to be
viable (ZWB; Kellog Foundation, Evaluation Report, 1996, p. 12).
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1  The report back session with the groups were held at gathering points, mostly in the
rural areas where several groups then came together with ZWB’s Project Officers to
discuss the Kellog Evaluation. This exercise was carried out in October and November
of 1996.

5.2.2 Organizational structure

The Bureau has been actively involved in development work since independence.
The current director of the ZWB, Ms Lydia Chickwavaire, started at the Bureau as
a projects officer. She has been part of the bureau for thirteen years, ten of which as
a director. The organization is rather formal and the leadership is traditional and
very much absolute. The director strongly influences the decision making body of
the ZWB; the National Council. She also has the final responsibility for the day to
day running of the organization. The National Executive Council and the field wor-
kers are locked up in mutually controlling each other and therefore have problems
in guiding the organization

There is doubt of the sustainability of income generating projects and even of the
ZWB itself. The new motto of the Bureau seems to be ‘hapana man’, which is
Shona for ‘we have no money’. The resources of the Bureau are spread too thinly
on the ground. There are too many groups that are assisted, and this causes budget-
ary problems. At this point in time the Bureau is researching which groups are
viable enough to evolve into small businesses. It is felt better, both by donors and
by the ZWB, to support fewer groups which have more chances for success.

Due to organizational problems, arising from lack of funding and a shortage of
staff, the Bureau can not fulfill all its duties towards the target groups in the field.
During the ‘report back sessions’ with the groups on the Kellog Evaluation1 it was
voiced that there is not enough physical presence of the Bureau’s staff and that the
methods of the Bureau are not participatory enough.

There are regular meetings between office staff of the ZWB. Office staff and direc-
tor then discuss the work to be done, and the current situation of the Bureau.
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5.2.3 Organizational culture

The culture is rather formal. Tea and lunch are being served on set times. People
address each other with Mrs So and So, or with the Shona equivalent Mai. The
titles of the posts that staff hold are used often and sometimes also in addressing
each other, or in referring to one another.

On an informal note the staff at head office drink tea together every morning. This
influences team building and communication. However, the organization remains
one with a rather formal culture. Members of staff keep rather much to their own
programme. The project officers are to a certain extent responsible for contacts
with the donors that specifically fund their programme. This does not mean that
they are in control of it, final control rests with the director. This is sometimes not
very motivating, nor is the fact that in the Bureau there always seems to be a
shortage of money and time. This aspect is incorporated in the culture.

5.2.4 Organizational tasks

Some staff have the feeling that it is high time for innovation, as urged by the
donors; for new ways of carrying out projects and new ways of assisting groups.

Another aspect of organizational tasks involves who does what. At the ZWB
proposals and follow-up are not timely written and carried out. Staff claim that
there is no time to do so. However, if another staff member does have the time, it is
still not accepted that she (or he) takes over tasks from other officers.

With regards to tasks and responsibilities at the Bureau it is also unclear to what
extend officers are responsible for fund-raising and keeping (regular) contact with
the donors.

There is a lack of follow up on activities. This makes evaluation of the tasks that
were carried out difficult. During field visits and during the in-service training it
was also voiced that there is need for more physical presence of the Bureau in the
field, and near the groups. However, with the current amount of staff in relation to
the number of people involved in groups this is not possible.
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5.2.5 Human Resource Management

Part of the staff started at the Bureau as field workers and were promoted over the
years. Others were hired on the basis of their qualifications. The director has a
different view of the organization and on running the organization than part of staff
does. The biggest motivator for most of ZWB’s officers is the target group. The
officers seem to really care for the people they work with at grass roots level and
they do not want to ‘desert’ them.

Sometimes it seems that members of staff do not have the skills and capacities for
the posts they are holding.

5.2.6 Environment

There is need for a clearer fund-raising activities and more open contact with ‘the
outside world’ (donors, groups, and other NGOs). Some of the donor organiza-
tions, and certainly HIVOS, Kellog Foundation and Ford Foundation, stress the
importance of this. The donor organizations are having problems with the lack of
transparency of the ZWB and the disbursement of funds. Members of staff of the
ZWB, however, who have been involved in development cooperation for a long
time have problems with the increased accountability and responsibility placed
within the recipient NGO. However, there seems to be not enough transparency
within the organization and this is both a hindrance in the functioning of the organ-
ization as a place where people work with pleasure and in the relationship of the
organization with its environment, consisting of its target group and donors.

With regards to ZWB’s relationship with government it is sometimes jokingly said
that the Bureau acts as a parastatal. Although the ZWB is not officially affiliated to
the political party, they are very much influenced by party structures and hierar-
chies. The decision making structures of the groups often run parallel with the deci-
sion making structures in the villages and wards. These decision making structures
are made up of ZANU-PF officials. The wives of these ‘chiefs’ often are accredited
with a certain position within the ZWB-structure.

During field visits it became apparent that the ZANU-PF local government officials
certainly extend their influence to have an effect on the Bureau’s activities.
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The way ZWB is run, and the ‘behavior’ of the ZWB as a women’s organization is
rather traditional which agrees relatively well with the traditional roles of women
in society. The activities carried out in the groups also are the traditional activities
of women, but then on a larger scale and for the generation of income.

5.3 COMPARISON

This comparison will summarize some differences (and few similarities) between
the two Non Governmental Organizations. This comparison is again based on the
interviews, questionnaires, practical experience and the background portrayed in
Chapter 3.

5.3.1 Mission statement, vision and target group

Although ZWRCN claims that grassroots women are benefitted directly, the reality
is that they are not part of the immediate target group. The activities of the
ZWRCN are directed towards a target group on a higher level, namely policy
makers, researcher, implementers and development practitioners.

This is a long term approach to the ultimate goals. On the contrary the ZWB uses a
relatively more short term approach. The Bureau aims almost all activities directly
at grass root communities. The ZWB knows very accurately what the needs of the
target group are. Over the years the activities have been catered more towards the
wants and needs of the target group.

In principle the missions and visions of both organizations show an overlap.
However, the mission and vision of the ZWRCN cover the activities more
accurately. There is a dear connection from mission via vision to programmes
(activities and strategies). The mission and vision of the ZWB seem to have been
added upon during the expansion of the activities and strategies. The mission and
vision have become to elaborate and complicated.
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ZWRCN activities (strategies and programmes) are decided top-down. At the ac-
tivities (and programmes) are decided upon bottom-up. The strategies are decided
top-down.

5.3.2 Organizational structure

This comparison of the organizational structures is based upon the organizational
charts (see Appendices).

The chart (and reality) of the ZWRCN gives a top-down approach. The trustees,
which eventually even encompass the director-though she is an ex officio member,
are really the ones who identify and explore activities/programmes. Within the
board the most visionary trustees are the founder members. There are sometimes
disagreements on policy making and direction of ZWRCN. The founder members
are afraid to hand over the organization to less visionary and committed people.
However, on the other hand they feel that there is a time that the new influences get
50 strong that the founder members have to get out. Nevertheless they do not feel
ready to do so at this point in time.

In the structure of the ZWRCN the target group is in no way reflected.

The director’s interface with the officers is through the coordinators (although as of
yet the reality is not like this; there are no coordinators).

Since the National Council and the National Executive Council of the ZWB, which
are placed above the director in the organizational chart, are elected from the
general membership (on the bottom of the chart) one can see this as a bottom-up
approach. The director is a liaison between the needs/wants of the target group and
the staff who create and sustain the activities/programmes. The director’s interface
is directly with officers.

The ZWB includes the target group in the structure, as pictured in the chart. This
(at least in theory) would implicate a participatory structure.
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The above implicates that the ZWRCN has shorter lines of command, and less
complex consultation structures. This would comply with their objectives of being
a feminist organization.

According to the chart the director’s span of control is reduced which should leave
her time to work in external contacts/networks and to invest in the organizational
objectives of (staff) empowerment and in leadership. The structure is rather flat but
in practice not as democratic as it could (and should) be. This is contrary to the ear-
lier objectives of creating a feminist organization where their would be no tradi-
tional hierarchy.

The lines of command at the ZWB are long and therefore time-consuming, as are
their consultation procedures.

The directors span of control is large, and so is the span of control for the field
workers. Both organization incorporate staff functions in ‘the line’.

5.3.3 Organizational culture

This part draws on personal experiences and impressions, gathered during the in-
ternships.

The ZWRCN is in practice rather formal but it is still more progressive and ‘loose’
than the ZWB. In relations with the environment the formality of the ZWRCN
shows more than internally. The ZWB is in relation to the target group less formal
than in the relations at the office. In general the ZWB can be perceived as a tradi-
tional formal organization, reflecting social hierarchies.

The ZWRCN does not incorporate these social hierarchies in its organizational
culture. Although the Centre wanted to be really informal, and it was in the
beginning, it did not succeed in sustaining that objective during the rapid growth of
the organization. Also there is some reflection of position in the programme staff
and admin staff relate.
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5.3.4 Organizational tasks

Both organizations are sometimes unclear in what their tasks are, and what the
tasks and responsibilities of staff are. At the ZWB people stick more to the job de-
scription. ZWRCN is in that light more flexible and more ad hoc.

Another difference is that ZWRCN is in most departments constantly addressing
current and contemporary issues, while the ZWB is more constant in the issues it
addresses.

The main similarity is that they both address the position and condition of women,
and both organizations work towards improving these. Empowerment for women is
the underlying rationale for both approaches.

5.3.5 Human Resource Management

The impression is that the ZWRCN is overstaffed. This complies with the figure of
Blunt and Jones (1992) as portrayed in Chapter 3. That there are no coordinators
yet also complies with that figure in which it is pictured that middle management is
understaffed. The programme officers at the ZWRCN are highly educated, young
professionals. Their capacities are underutilized (or not effectively utilized). Staff
do not have a commitment to the target group, and not all do have a prior commit-
ment to gender and the empowerment of women. The mission and the vision are
not seen as a common motivator.

The ZWB is understaffed at most levels. The operational level has a low productiv-
ity and receives low pay. At the ZWB there is lack of skills and there are disparities
among staff in qualifications and capacities. The commitment to the target group is
very strong. The idea of directly influencing the quality of life for the target group
serves as a motivator for most of the staff.

A difference between the directors of both organizations is that the director of the
ZWRCN is a founder member, with professional experience gained before starting
the ZWRCN. The director of the ZWB has a professional career within the Bureau,
from working as an officer to being elected director.
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They are both strong directors, who can really (verbally) express their (organiza-
tion’s) objectives.

5.3.6 Environment

The ZWRCN has a strong relation with donors, and is very good at fund-raising.
There is adequate capacity to communicate both in writing, and in personal com-
munication with the (international) donors. In the community (especially at grass
roots level) the ZWRCN is not very well known.

For the donors however, this is an organization which is in tune with the current
trend and school of thought on development and financing of development proj-
ects.

The ZWB has a very shaky relationship with its donors. Donors are not satisfied
with the activities of the ZWB, with their accountability. There is a lot of doubt
regarding the sustainability and the future of the ZWB. The activities of the Bureau
are no longer priorities in the financing trends. However, for the moment some
donors honor the longstanding relationships with the Bureau.

The image of the Bureau at grassroots level is very strong. Whenever you travel the
rural areas of Zimbabwe, you will find that the Bureau is known almost every-
where.

The relationship with government of the ZWRCN is reasonable. The knowledge-
based organization used the term information is power, and that is also how it is
perceived by government.

The relationship of ZWB with government is stronger. The ZWB has a tremendous
rural base, and can thus influence a lot of political sentiment. This is interesting for
the powers that be.

All the previous chapters will now lead us back to the questions that where asked
in Chapter 2, and the objective stated there. The next chapter, Chapter 6, Con-
clusions and Recommendations, will give answers to the questions, conclusions
and recommendations.
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CONCLUSIONS AND RECOMMENDATIONS

First, to summarize the main research findings once more, the strengths opportuni-
ties, weaknesses and threats (SWOT) of the organizations will be given. I will start
by giving the SWOT for the ZWRCN and answering the main question for the
ZWRCN, as defined in Chapter 2. After that the same process will be followed for
the ZWB.

Finally, conclusions and recommendations in light of the overall objective of the
project, also defined in Chapter 2, will be given.

6.1 ZIMBABWE WOMEN’S RESOURCE CENTRE AND NETWORK

The main question that the ZWRCN is facing was defined in Chapter 2 as:

How can the ZWRCN attract and keep a motivated and committed
staff?

In this section of the thesis conclusions regarding the ZWRCN and recommenda-
tions for the organization will be given in light of that question.

6.1.1 Conclusions strengths

The overwhelming strength of the ZWRCN lies in its fund-raising capacity. That
capacity is stimulated by the innovativeness and awareness on current financing
trends in development with respect to third world NGOs. The ZWRCN is a
visionary organization with understanding of donor policies and -priorities. The
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organization was founded while the current ideas regarding development (and
women and development) just emerged. The organization is, with that respect,
doing the right things at the right time.

6.1.1.1  Weaknesses

There is no direct link with the target group, and for most of the programmes the
ultimate target group is not concrete. Officers are not satisfied with the effective-
ness of their programmes. This is partly caused by the fact that their responsibilities
and tasks are not dear, and partly by lack of conviction and commitment with
respect to the mission statement and vision. Another problem is that the results of
most of the programmes should be long term attitude changes, which are not meas-
urable.

6.1.1.2  Opportunities

The main opportunities of the ZWRCN are linked with its strengths. The organiza-
tion is held highly in the international (donor) community. Because of this the
organization is very well informed on policies and ideas that prevail with regards to
development. Trends in financing and project/programme priorities can therefore
be anticipated. Another opportunity is the flexibility of the organization, in that it
does not have to answer to a directly served target group. In fact the ZWRCN can
provide services and information in relation to contemporary issues.

6.1.1.3  Threats

One of the threats for the ZWRCN is the lack of continuity, due to staff-turnover
(on all levels). Because of this the organization needs to constantly re-enforce rela-
tions with the environment through new members of staff. This has a negative im-
pact on the way the organization is perceived (the credibility) by both donors and
target groups.
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Another threat is the fact that the direction of the organization lacks clarity. On the
one hand it is trying to establish immediate links with the grass roots, on the other
hand it is getting more and more involved in advocacy and lobbying. This may
diminish the image of a professional, focused organization.

Last but not least, as for all NGOs, the donor dependency is a threat. Donors are
not going too be around forever, especially now support for development is getting
less in the developed countries.

The major weaknesses of the ZWRCN do indeed come from the problems with
staffing. Staff are not committed, they feel not rewarded in their efforts, and not
empowered by the leadership of the organization. Staff can not be committed to a
mission statement, a vision and a target group which they have no feeling for. This
lack of feeling comes from a haphazard induction on the organization at the mo-
ment of joining. There is also no consensus and not enough feeling of ownership
over the mission etc. since it is felt that the board (and especially the founder mem-
bers) decides on strategic matters. This lack of ownership also increases the need
for external reward, encouragement and empowerment. The current leadership
(director and board) is not providing this.

6.1.2 Recommendations

To attract and keep a motivated and committed staff and therewith improve on the
current situation I would suggest the following recommendations:

1. Provide gender training and in depth induction on the mission, vision and
the physical organization for all new staff members. This will create under-
standing, conviction and dedication.

2. Create a regular opportunity for interface between board and staff with
room for discussion, and a joined effort to identify strategies and measur-
able goals, and to evaluate progress.

3. Founder members should step back from the day to day running of the
organization and use their energy for networking with other NGOs, but
more importantly for transferring their energy, motivation, dedication and
hands-on experience to young professionals within the ZWRCN. This will
also contribute to empowerment of staff.
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6.2 ZIMBABWE WOMEN’S BUREAU

The main question that the ZWB is facing is, as defined in Chapter 2:

How can the ZWB align its mission statement, its vision and activities
in order to function effectively for both donors and target group?

6.2.1 Conclusions strengths

The major strength of the Zimbabwe Women’s Bureau is the knowledge of, and the
familiarity with the target group. This is enhanced by the visibility of the ZWB in
grassroots communities and the positive image that participating groups and com-
munities have of the Bureau.

Another strength is the access, through existing power structures and otherwise,
that the Bureau has to grass roots communities. This is enhanced by age of the or-
ganization.

6.2.1.1  Weaknesses

The main weakness is found in the available skills, or lack thereof, and capacities.
The Bureau is understaffed and not all staff has the necessary qualifications to car-
ry such large projects.

Anotherweakness is the geographical spread of the groups. There are too many and
they are too far apart. This implicates that resources are also spread too thinly.

6.2.1.2  Opportunities

The opportunities for the Bureau are created by their direct link to the ‘poorest of
the poor’. Many (donor) NGOs see the ‘poorest of the poor’ as their ultimate target
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group but have no structures to reach them. The Bureau has these structures, and
when working more effectively, will continue to be used as an intermediary.

6.2.1.3  Threats

The major threat at this point is that donors cut funding and move away from
ZWB. This is caused by lack of transparency, lack of capability to effectively com-
municate, report and structure the activities, and the need for ZWB’s programmes.

Another threat is caused by a gap between field staff and head office. Field workers
are not satisfied by the current affairs. If and when field workers decide to leave,
the structure of ZWB will immediately crumble.

Last but not least, the ZWB also is threatened by the same fact as ZWRCN, there
simply is an end to donor funding in general.

There is a gap between field staff and office staff. Office staff does not have the
capacity, nor the resources to bridge this gap. Combined with the fact that both
mission and vision are outdated mainly by the actual activities, this inhibits effec-
tive delivery and communication on grass roots level. Also communication of the
strategic importance and the direction of ZWB to donors, and the accountability are
defected by this. Effective functioning for both, target group and donor is also
diminished by the enormous amount of participants and supported groups.

6.2.2 Recommendations

To work more effectively it is indeed necessary to align mission statement, vision
and activities.

In order to do so the following recommendations are suggested:
1. Identify core competencies in a strategic meeting with representatives of

the membership, all the donors who are funding the bureau and ZWB staff.
The identified core competencies can guide the redefinition of mission
statement and vision. A fit between actual situation and the ‘formal situa-
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tion’ will be the result. This process will also involve cut-back in numbers
of assisted areas and groups.

2. Create a report-, evaluation and consultation structure from target group via
ZWB to donors, and vice versa, for continuous monitoring of projects and
programmes. Staff need training on effective reporting to accomplish this.
Once staff is versed and experienced in consultation and reporting they can
transfer this knowledge to the membership. It is very important that the
membership is, from the onset, made aware of the need to actually use this
structure.

3. Set up dear accountability structures. Groups should be held accountable
for the assistance they receive. The Bureau has to acknowledge responsi-
bilities and accountability to donors. This implicates that the Bureau has to
submit realistic fund-raising proposals with attainable, time bound, measur-
able goals and that it adheres to these proposals.

6.3 PROJECT CONCLUSIONS

The objective of this project is, as defined in Chapter 2:

The objective of this project is to give the two NGOs that are involved
insight and handles on creating an organizational structure and cul-
ture fit for their environment and for their organizational tasks, which
will lead to greater effectiveness.

The conclusions and recommendations in the two sections above are in a way
interchangeable. The current volatile environment (as also portrayed in Chapter 3)
of NGOs requires an approach of participation and empowerment both within the
organization as well as towards the target group. The culture within the organiza-
tion often is formal partly because of the similarity that creates with the donor or-
ganizations, and partly because it is very similar to Zimbabwe’s national culture, in
which strong social relations and leadership ideology prevail and set the tone for
hierarchies.
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Figure 6.1   Continuum between donors and target groups

ZWRCN ZWB

$ $ $

In Zimbabwe the empowerment of women is still not a widely accepted issue.
Organizations working towards that goal should cooperate instead of compete with
each other and duplicate efforts.

No matter what the current situation of both NGOs is they always run the risk of
losing funding. Resources are getting scarcer and donors have more organizations,
projects and programmes to fund than ever before.

NGOs do live up to expectations with regards to their strengths of reaching the
target groups of donors and as vehicles for development. This however, implies
that they need to be aware of changing priorities in development. It also implicate
that they have to take their responsibilities towards donors and towards target
group equally seriously.

In this respect the ZWRCN and the ZWB are on different side of a continuum. The
ZWRCN is very good at fund-raising (getting money) and not very strong in reach-
ing a specific (ultimate) target group. The ZWB has very fundamental problems
with fund raising, but is very strong in reaching the target group.

To secure their future to a certain extend the two women’s NGOs should create a
fit between the needs/wants of the target group and the interests of donors. In order
to do so they will have to cooperate and both move more towards the middle of the
continuum. The ZWRCN has to move in the direction of the target group to fulfill
long term obligations. The ZWB should move in the direction of the dollars.
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6.4 OVERALL RECOMMENDATIONS

To realize the move on the continuum both organizations should tap into their
experiences and each other’s. The suggested recommendations are:

1. Both organizations should identify and select the care competencies that
they want to sustain

2. Both organizations have to spend time and energy on Human Resource
Management; as a way to save human capital. Maintaining human capital is
expensive, but replacing it will eventually cost the organization much more.

3. ZWRCN should use the structures of ZWB to reach grass roots women (if
they decide that they still want to do so). ZWB should use ZWRCN as a
knowledge base regarding trends in the financing of NGOs and the
priorities in development policies.
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Visions must be shared. They are burdensome to the individual

heart. That is probably why the people who experience vision start

shouting for everyone to hear. Visions need company at the moment

of seeing them and later on.

Chenjerai Hove

in:

GUARDIANS OF THE SOIL;

Meeting Zimbabwe’s Elders

(Hove & Trojanow, 1996, p. 21)
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APPENDIX I

QUESTIONNAIRES

A1.1 QUESTIONS

1. What do you regard as your programmes products and/or services?

2. For whom are these products/services meant (target groups)?

3. How do you reach those target groups?

4. Do you think there is a possibility to identify other target groups for your pro-
gramme?

5. Why should people request the provided products/services from ZWRCN?

6. What is the relationship of your programme with other programmes within the
ZWRCN? Do you think the various programmes strengthen each other?

7. What do you know about the other programmes in the organization?

8. Does your programme address ZWRCN’s vision and mission? How do you try
to incorporate these?

9. Could you estimate the cost of various activities within your programme? Do
you find that important?

10. Are the effects of the programme on the position of women in Zimbabwe
measurable? How?

11. Are you satisfied with the level of effectiveness of your programme?

Any suggestions????????
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QUESTIONS OF INTERVIEWS WITH DIRECTORS

A2.1 QUESTIONS TO THE DIRECTOR OF THE ZIMBABWE
WOMEN’S RESOURCE CENTRE AND NETWORK

1. How long have you been the director for the ZWRCN?

2. Can you share some of your experiences?

3. Can you tell me something about the history of the Resource Centre?

4. ZWRCN is a women’s NGO; what is the employment policy?

5. Can you say something about ZWRCM’s vision and mission?

6. What are your dreams for the future of the organization and for the future of
the women in Zimbabwe?

7. Can you tell me a bit more about the structure of this organization, and your
experience with it (decision making etc.)?

8. What are the ideas of the ZWRCN with regards to the Zimbabwe Women’s
Federation?

9. Right now there is a time of changing roles for NGOs and changing attitudes
of donors. What are important factors of this, considering fund-raising, ac-
countability, demands on and for organizational structure etc.?
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10. What is the influence of the recently (1996) amended PVO-act on the organi-
zation?

11. How do you think the programmes will evolve, mature and stabilize?

12. Who in the organization is responsible for donor-/fund-raising proposals?
What are the specific requirements?

13. Are there specific accounting requirements from donors? What about the ac-
countability of the various programmes?

14. Do you think donor dependency influences the organizational structure and
culture? How?

15. What would you give as the definition of a feminist organization?

A2.2 QUESTIONS TO THE DIRECTOR OF THE ZIMBABWE
WOMEN’S BUREAU

1. How long have you been the director for the ZWB?

2. Can you share some of your experiences?

3. Can you tell me something about the history of ZWB?

4. It is said that ZWB is a women’s NGO. What is the employment policy?

5. Can you say something about ZWB’s vision and mission?

6. What are your dreams for the future of the organization and for the future of
Zimbabwean women?

7. Can you say something about the structure of this community-based organ-
ization?
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8. What are the ideas of ZWB with regards to the Zimbabwe Women’s Feder-
ation?

9. Right now we are in time of changing roles for NGOs and changing attitudes
of donors. What are the important factors of this; considering fund-raising
etc.?

10. What is the influence of the recently (1996) amended PVO-act?

11. How do you intend to stabilize the ‘phasing system’? How will it become
more strict, how will you identify people and groups to get involved with?

12. Who in the organization is responsible for donor-/fund-raising proposals? Are
there specific requirements?

13. Are there specific accounting requirements from donors? What about the ac-
countability of the various groups?



APPENDIX III

PRIVATE VOLUNTARY
ORGANIZATIONS ACT 1996

(Original document)
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SUMMARY

During this project the structures and cultures of NGOs, which are non profit
organizations representing civil society, were studied, and especially the specifics
of two women’s NGOs; the Zimbabwe Women’s Resource Centre and Network
(ZWRCN) and the Zimbabwe Women’s Bureau.

The intercultural cooperation in the development process causes a lot of problems
for various organizations. Because of the fact that recipient organizations are func-
tioning in a dependent relation with donor agencies and countries they are often
influenced and sometimes even manipulated towards change (or transformation).
This change in structure and culture is not always for the better since it might not
always be compatible with the national culture and the way things are done in a
specific country.

The two organizations that were involved in this project are local women’s non
governmental organizations, in the South. Trends in development cooperation (and
aid to developing countries) have focused on women and development. Efforts to
improve the position and condition of women have therefore been channeled, more
and more, through women’s organizations. Women also get more and more room
to organize themselves. Women’s organizations thus gain more importance.
(Moser, 1993; Van Arendonk-Marquez, 1987)

Many NGOs, and more strongly so women’s NGOs, state in their mission state-
ment or as their vision that they want to empower women. Many factors are im-
portant in the environment of an NGO, and influencing the way an NGO can ac-
complish what it sets out to do; its target groups, its donors, the restrictions and
mandates provided by the public, and by the government. More and more donor
agencies and countries tum to cooperation with ‘local’ NGOs. This trend is caused
by, among other things, the presumed flexibility of NGOs, their commitment, their
innovativeness and their link with the ultimate target group of many donors; the
grassroots people (sometimes also labeled the poorest of the poor). Alongside with
this trend the local NGOs are increasingly held accountable for money that is in-
vested by donors, on whom they depend. The smooth running of organizations
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therefore gains importance. The objective of this research can be formulated as
follows:

The objective of this project is to give the two NGOs that are involved
insight and handles on creating an organizational structure and cul-
ture fit for their environment and for their organizational tasks, which
will lead to greater effectiveness.

Both the Zimbabwe Women’s Resource Centre and Network (ZWRCN) and the
Zimbabwe Women’s Bureau (ZWB) are actively involved in international develop-
ment cooperation in Zimbabwe. Both of them seem rather well-known and influen-
tial. However, they are, positioned on a continuum from rather horizontal to rather
vertical organizational structures, quite different. Their historical background, and
their underlying ideologies also differ. The ZWB was founded during the colonial
era, the ZWRCN was founded over ten years after independence. Nevertheless they
are both women’s organizations dealing with the specific issues related to this.

For the ZWRCN the main question it is facing at the moment is:

How can the ZWRCN attract and keep a motivated and committed
staff?

At the other hand the main question that the ZWB is confronted with at this point
is:

How can the ZWB align its mission statement, its vision and activities
in order to function effectively for both donors and target group?

In order to arrive at conclusions and recommendations the following activities took
place within the research: literature study and report studies, internships (case
studies), and interviewing. The whole project took place from mid-1996 till the be-
ginning of 1997.

Special areas of interest with regards to the questions were organizational structure,
and organizational culture.

Any organizational structure is made up of the elements of the organization and the
way they relate to one another, both formal and informal. As Hofstede States: “The
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purpose of any organizational structure is the coordination of activities” (1991, p.
229). The structures of organizations influence the culture of the organization and
vice versa. Organizational culture can be defined as: “A pattern of basic assump-
tions - invented, discovered or developed by a given group as it learns to cope with
its problems of external adaptation and internal integration - that has worked well
enough to be considered valid and, therefore, to be taught to new members as the
correct way to perceive, think, and feel in relation to those problems” (Schein,
1985, p. 9).

Decisions on the vision and mission statement, on the organizational structure and
on the organizational culture are part of strategic management. Strategic manage-
ment is essential for all organizations, but especially for those in a volatile environ-
ment.

The African organizational environment is different from the European or Ameri-
can environment. The economic conditions, the political situations, the socio-cul-
tural context, the labor market, and the State of communication technology all vary
from the Western context. Economic conditions in many African nations are very
harsh, most sub-Saharan countries are in the midst of an economic crisis. Political
situations are different since many African democracies are young, and fragile
(Davidson, 1992). Socio-cultural context involves the way people perceive the
extended families, paternalism, nepotism etc. These are just some of the factors that
are greatly influencing the effectiveness of organizations in Africa.

Although it is still difficult for women to amve at positions of the executive
(Jacobs, 1994; Fagenson (ed.),1993; Moss Kanter, 1977) it seems that more women
are now succeeding to do so (Fagenson (ed.), 1993; Jacobs, 1994; Tanton, 1994).
They become managers in organizations that deal with products for women, or in
new fields that are ‘opened’ by women. Not only that, even in mainstream organi-
zation women managers are to a certain extent a developing presence. They are
mostly confined to the level of middle management (Long and Kahn, 1993; Due
Billing and Alvesson, 1993). Nevertheless there are still people (predominantly
men, but also women) who do not want to work for a ‘woman boss’ (Jacobs, 1994;
Fagenson ed., 1993; Moss Kanter, 1977).

Non Governmental Organizations(NGOs) are sometimes grouped under the name
Private Voluntary Organizations(PVOs). However, since most NGOs do not work
with volunteers but with paid staff the term PVOs will preferably not be used in



Summary110

this document. NGOs are usually not-for-profit organizations which are to a larger
or lesser extend, donor dependent. They (try to) have a good working relationship
with both government (public sector), and the pnvate sector. In many countries
NGOs truly contribute as a third sector.

It is often seen that NGOs can fill in gaps that are left open by the public services.
Also various types of NGOs make public policies, mostly with respect to people’s
development and/or empowerment, operational. It is almost impossible to give an
unambiguous, exhaustive definition of non governmental organizations. In a paper
by the Overseas Development Institute (ODI), published in a Journal of SID
(Development 1988, p. 4) is stated: “The term NGO is very broad and can be
applied to any organization which is operationally distinct from government. In the
field of development, NGOs range from large, northem based chanties such as
Oxfam, to local self-help organizations in the south”. According to Peggy Antrobus
from the ‘Women in Development Unit’ in Barbados “NGOs also have as many
foci as there are areas of concern or issues - political, social, economic cultural,
religious, etc.” (Antrobus in Gordon Drabek, 1987).

The NGOs in Zimbabwe have not only been active in the field of development, or
rural development, although the bulk of them were histoncally. Some NGOs con-
centrate on health issues, and on human nghts issues. More and more NGOs are
getting involved in lobbying and advocacy to influence the creation of policies that
will have positive (though often long term) effects for the general public.

The NGOs, and especially the women’s NGOs, are influenced in their functioning
by their donor dependency, their leadership, the general problems of non profits,
the problems of women managers to name just a few factors. They in turn influence
the organizational culture and structure and its effectiveness.

The ZWRCN is a knowledge based non govemmental organization. In its short
existence the ZWRCN has already made quite a name for itself, both in Zimbabwe
and in the business of international cooperation, of development work.

The work that the ZWRCN carries out is mainly aimed at the higher educated
people, at policy makers, development workers and researchers. This is done
through several programmes; gender training, information on women to rural libra-
ries, linking civil society with parliamentarians, documentation centre, publica-
tions, and research and advocacy.
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The major weaknesses of the ZWRCN come from the problems with staffing. Staff
are not committed, they feel not rewarded in their efforts, and not empowered by
the leadership of the organization. Staff cannot be committed to a mission state-
ment, a vision and a target group which they have no feeling for. This lack of feel-
ing comes from a haphazard induction on the organization at the moment of join-
ing. There is also no consensus and not enough feeling of ownership over the mis-
sion etc. since it is felt that the board (and especially the founder members) decide
on strategic matters. This lack of ownership also increases the need for external
reward, encouragement and empowerment. The current leadership (director and
board) are not providing this.

To attract and keep a motivated and committed staff and therewith improve on the
current situation I would suggest the following recommendations:

1. Provide gender training and in depth induction on the mission, vision and
the physical organization for all new staff members. This will create under-
standing, conviction and dedication.

2. Create a regular opportunity for interface between board and staff with
room for discussion, and a joined effort to identify strategies and meas-
urable goals, and to evaluate progress.

3. founder members should step back from the day to day running of the or-
ganization and use their energy for networking with other NGOs, but more
importantly for transferring their energy, motivation, dedication and hands-
on experience to young professionals within the ZWRCN. This will also
contribute to empowerment of staff.

The second organization that was studied, the Zimbabwe Women’s Bureau (ZWB)
is a non govemmental organization which was founded in 1975 to support women.
It was registered in 1978, and functioned mainly as a referral center for other
NGOs. The start of the Bureau during the colonial era lead to some of its major
objectives. These were, among others, to ‘sensitize women to their plight of being
oppressed minors’ (ZWB, 1996), research into women’s probiems and disseminate
information pertaining to women, and coordinate and promote cooperation in their
endeavor to improve their quality of life. The programmes used to reach the
objectives are; agriculture and nutrition, marketing and training, information, and
training centre.

At the ZWB there is a gap between field staff and office staff. Office staff does not
have the capacity, nor the resources to bridge this gap. Combined with the fact that



Summary112

both mission and vision are outdated mainly by the actual activities, this inhibits
effective delivery and communication on grass roots level. Also communication of
the strategic importance and the direction of ZWB to donors, and the accountability
are defected by this. Effective functioning for both target group and donor is also
diminished by the enormous amount of participants and supported groups.

To work more effectively it is indeed necessary to align mission statement, vision
and activities. In order to do so the following recommendations are suggested:

1. Identify core competencies in a strategic meeting with representatives of
the membership, all the donors who are funding the bureau and ZWB staff.
The identified core competencies can guide the redefinition of mission
statement and vision. A fit between actual situation and the ‘formal situa-
tion’ will be the result. This process will also involve cut-back in numbers
of assisted areas and groups.

2. Create a report-, evaluation and consultation structure from target group via
ZWB to donors, and vice versa, for continuous monitoring of projects and
programmes. Staff need training on effective reporting to accomplish this.
Once staff is versed and experienced in consultation and reporting they can
transfer this knowledge to the membership. It is very important that the
membership is, from the onset, made aware of the need to actually use this
structure.

3. Set up dear accountability structures. Groups should be held accountable
for the assistance they receive. The Bureau has to acknowledge responsib-
ilities and accountability to donors. This implicates that the Bureau has to
submit realistic fund-raising proposals with attainable, time bound, meas-
urable goals and that it adheres to these proposals.

The current volatile environment of NGOs requires an approach of participation
and empowerment both within the organization as well as towards the target group.
The culture within the organization often is formal partly because of the similanty
that creates with the donor organizations, and partly because it is very similar to
Zimbabwe’s national culture, in which strong social relations and leadership
ideology prevail and set the tone for hierarchies.

In Zimbabwe the empowerment of women is still not a widely accepted issue.
Organizations working towards that goal should cooperate instead of compete with
each other and duplicate efforts.
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The ZWRCN and the ZWB are on different sides of a continuum. The ZWRCN is
very good at fund-raising (getting money) and not very strong in reaching a
specific (ultimate) target group. The ZWB has very fundamental problems with
fund raising, but is very strong in reaching the target group.

To secure their future to a certain extend the two women’s NGOs should create a
fit between the needs/wants of the target group and the interests of donors. In order
to do so they will have to cooperate and both move more towards the middle of the
continuum. The ZWRCN has to move in the direction of the target group to fulfill
long term obligations. The ZWB should move in the direction of the dollars for
their immediate survival.

To realize the move on the continuum both organizations should tap into their
experiences and each other’s. The suggested recommendations are:

1. Both organizations should identify and select the core competencies that
they want to sustain

2. Both organizations have to spend time and energy on Human Resource
Management; as a way to save human capital. Maintaining human capital is
expensive, but replacing it will eventually cost the organization much more.
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3. ZWRCN should use the structures of ZWB to reach grass roots women (if
they decide that they still want to do so). ZWB should use ZWRCN as a
knowledge base regarding trends in the financing of NGOs and the priori-
ties in development policies.




