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Haki Elimu Organisation Development (OD) Process Report
Final Draft (September 2004).
1. Introduction
1.1
Terms of Reference (TORs)
The terms of reference for this OD process highlighted three areas of concern for the organisation as follows:

· Clarification of roles, responsibilities, powers and accountability of staff, managers, the Executive Director (ED) and Board of HakiElimu (HE);

· Assessment of the human resources requirements of HE in relation to its programme and organisational needs

· Advice on how HE can improve on its ways of working in relation to

a) Communication (information sharing, transparency, feedback)

b) Decision making mechanisms

c) Working relations

d) Motivation and morale

e) Quality assurance and credibility

f) Results based accountability

g) Efficiency and 

h) Time management

The OD process started with consultations with all management team members to confirm the above and elaborate priority areas to be addressed in relation to the TORs and the available time for the process.

1.2
Perceived priorities by HE staff and management
The following were the priority areas to be addressed by the OD process as identified by the management team at the beginning of the process:

· Exploring how far the recently approved administration policies and practices enhance transparency, efficiency, effectiveness and accountability and not being driven by the need to control; in so doing, to identify the strengths and weaknesses of the current policies and any gaps that need attention;

· Examining the various methods and tools used in the implementation of the policies (including approval procedures, reports by units to ED and quality assurance) and assess their impact on interdepartmental cooperation, bureaucracy and stress levels in the organization;

· Establishing the extent to which administration is supportive to programme units and how to administer community governance sub-units in Serengeti and Ukerewi districts including the potential for delegation to the districts;
· Examining the role of the ED in relation to the management team particularly areas of conflict in relation to programme management and quality assurance functions and delegation and how the team members can support and hold each other accountable in their respective roles;

· Identifying strengths and weaknesses of HE organization culture and the impact this has on the relationship between the ED and managers and other staff and the leadership dynamics in the organisation.

· Reflecting on the “wild” ideas in seeking to sharpen the strategic thrust of HE programmes and realign the staffing structure to such a strategic thrust and anticipated workload in order to achieve greater impact.
1.3
Recognizing distance covered thus far
The OD process must be seen in the context of the following salient features of the distance covered so far in the development of the Haki Elimu organization:

· The HE was founded in 2001 and its operations were virtually launched in 2002, making it just over two and half years old;

· It has implemented programme activities of national scale in three areas and engaged grassroots communities in two districts, Serengeti and Ukerewe

· HE has grown from 2 employees at its founding at the end of 2001 to an establishment of 30 employees at the time of its evaluation in early 2004 (at just over two years old);

· HE has developed systems for administration and accounting and quality assurance(internal audit and on-going management operations analysis) which were approved by the HE Board in June 2004;

· HE has set up significant infrastructure and operational capacity in the form of a three storey office building in central Dar es Salaam and vehicles, office equipment and other operations equipment and implements respectively. This constitutes a big asset base for the organisation;
· National and sectoral visibility of HE is very high with several articles appearing in the print media on HE or the work that HE is involved in daily; 

· The February 2004 evaluation noted that HE has a very positive image at national and sectoral level but that this contrasts sharply with a poor self image / perception or status quo inside the organisation;
The distance covered thus far indicates rapid growth, firm establishment of HE in the NGO sector and successful engagement of key stakeholders (including other civil society organizations (CSOs), government, donors and media) in relation to the focus on education as HE’s core business. On the other hand, the above milestones (perhaps kilometer-stones) and the February 2004 evaluation also show that organization development in relation to systems and structures and dealing with syndromes that affect CSOs has lagged behind. The result has been an imbalance within the organisation. This OD process is essentially expected to identify and initiate processes that will begin to try and restore internal balance between growth and harmonious operations management and governance. 
1.4  
Consolidating the Haki Elimu Programme strategy
Just as the OD process was being commissioned, HE staff and management were going through a process of reflection on the structure of the HE programme and how best this could be restructured in order to improve effectiveness in future. The result has been a proposal to consolidate the programme units into three with Friends of Education supported by Information and Media and Publications; phasing out of two district based grassroots engagements and up-scaling to nationwide grassroots and general stakeholder engagement through a network of Friends of Education (FoE) and partner organisations. The result of this programme restructuring is expected to be the emergence of a distinct social movement advancing the cause of every child’s right to education in Tanzania. The HE Board has yet to reflect on this and it is expected that the phase out/phase in process will unfold through to mid year 2005.
1.5
Methodology used and perspective on the OD process
The methodology used for this OD intervention had the following major elements:

· highly interactive focus group discussions which sought to confirm issues identified from literature review and to engage 100% of the HE staff and management in their operating units (their familiar territory) and 50% of the district based staff;

· in the course of the interaction, the dominant process involved collectively identifying, examining and exploring the issues that limited impact of HE and how they could be addressed and by whom;

· sharing personal experiences was a process used from the initial engagement with the management team throughout the exercise; this allowed the participants to illustrate their experiences with systems or structures and their personal struggles with the internal organisational processes of running HE programmes;
· self assessment was also applied to identify and agree the major human resource capacity strengths and weaknesses/gaps in relation to the management team of HE;

· written submissions were solicited from every employee on their  jobs in relation to the main content of their respective jobs currently, what they feel should be excluded from their job descriptions and what they would really wish to be doing in relation to the job and their capability in response to what they see as the priority need for HE; this process generated direct input into the development of job descriptions of HE staff(for most of them, job descriptions were still work in progress at the time of this process). After draft job descriptions were drafted using this raw material from job holders, the drafts were then reviewed by the managers of the respective staff members before being completed as drafts for consideration and approval by the ED and the management team.

· During the interactive sessions, issues which came up for discussion included those specified in the TORs for this OD process and others related but not being part of the OD process. In such cases, direct feedback was given to the HE staff and management with advice on how the issues could be addressed and the options available where applicable. This process took place throughout the exercise and by the end of the sessions, all unit managers and their teams had or should have noted a number of key Things-To-Do (TTDs) as follow up on their own internally at the end of this engagement.

It was recognized by both management and staff that the organisation development (OD) of HE has been taking place since its formation, through to the present time, during the current OD intervention and it will continue after this intervention. Thus, the OD should not be seen as a single intervention but as a process that will continue beyond this consultancy process. To underline this, emphasis was placed on the TTDs mentioned above as the responsibility of management and staff and Board as this current process comes to an end.
2. Emerging Issues – Administration Policies of HakiElimu
How far the recently approved administration policies and practices enhance transparency, efficiency, effectiveness and accountability 
The administration policies of HE were approved by the HakiElimu Board of Directors on 18th June 2004. They have been implemented since then. Although the approval was in June 2004, some of the policies were already in place though unwritten. There is general consensus that the existence of written policies, developed in a consultative participatory manner and approved by the Board and distributed to every staff member of HakiElimu has enhanced transparency tremendously. It is clear on what basis decisions can be made and are being made in relation to those issues that are covered in the policy document. The following emerged as the main observations on how the approved policies have enhanced organisation and management functions in HE:

a) Introduction 
Observations - the provision in section 1.5.2 for setting policies does not spell out the procedure for updating the policies and the timing when staff may approach the ED to request updates. The present statement that staff may “request the ED to consider additions and amendments to the policies and to recommend these to the Board …” reduces the level of transparency and accountability achieved. The ED may consider and decide not to recommend to the Board the request from staff, yet it is the responsibility of the Board to set out the policies as stated in clause 1.5.1.  

Recommendation – any staff member should be in a position to initiate a request for change in or additions to policy to the board. The request, in writing, with justification, should be shared among all staff for their input or alternative views and then forwarded to the Board through the ED for consideration. This will enhance accountability than to make the process dependent on the ED.

b) Code of Conduct 
Observations - this is generally understood; the one aspect that has been viewed as having a negative impact on some staff is item #2.2; it is felt that HE consumes 100% of staff time beyond the minimum expected and this leaves no room for staff to make some supplementary income; it is felt that the salaries would need to be reviewed to take this into account especially for lower level staff.
Recommendation-the culture of income supplementation should be countered as this can compromise HE integrity as has been seen from past experience. It was reported that HE salaries and benefits were determined and set with a view to compensate for the extra effort staff put into HE. Information on how competitive HE packages are compared to others should be shared to dispel any thoughts that staff are less competitively remunerated.
c) Decision making roles, powers and responsibilities 
Observations - these have been clearly stated and are generally understood and applied though some challenges remain; the major ones relate to implementation of respective roles and responsibilities as spelt out – especially for management who have acknowledged experiencing difficulties in fulfilling their responsibility to “implement and foster adherence to the policies and other regulations, guidelines and procedures of the organisation.” The ED’s role to “guide and approve activity plans, budgets and expenditures” has turned out to be seen by management and staff as a major tool for control rather than transparency and accountability; negative perceptions are widely held regarding the underlying purpose of this role and the undue stress that it is said to place on unit managers; clause 3.3.1 is critical to ensure that accountability for overall decision-making lies with the ED. However, it has not enhanced accountability significantly as the collective decision-making culture is still dominant and realization of the full implications of this clause by members of the management team is still evolving; conflict has arisen in relation to this role between ED and the management team (MT) when it appeared that the MT could overrule the ED. This resulted in an appeal to the Board of Directors who upheld the ultimate accountability of the ED for decisions made in spite of the consultations which may take place. This has clarified the meaning of this clause. Clause 3.4 is exclusively devoted to delegation in the absence of the ED and not delegation of responsibilities and authority during the implementation of HE programmes. The latter is the more critical level of delegation. There is consensus among the managers that they have no authority delegated to them as heads of units. Decisions all tend to be reduced to the point of “approval” which is centralized in the ED who has to “approve” almost everything that has to be done or any report produced according to the staff.
Staff meetings have been recognized as necessary but the overall feeling is that there ends up being too many meetings in the organisation The irony is noted that the number of meetings was increased in direct response to staff requests for more consultations. The overall effect is that this is seen to be reducing efficiency levels at unit level. 

Communication is covered in this section only in as far as routing of communications is concerned. The policy is still significantly underdeveloped. The underlying assumption is understood to be that all communications is routed through to the ED. 
Recommendations 
i. The managers have to assume full responsibility in relation to implementing and ensuring compliance with policies in their respective units. The admission by some that it is difficult for them to deal with situations where they have to take a position which might lead to the loss of employment by a staff member is an open admission that they find it difficult to take a management position but rather give precedence to the consequences to staff. This illustrates a role conflict and weakens managerial commitment to effective and consistent implementation of policy.
ii. The “approval” role of the ED needs to be reviewed with a view to sharing the responsibility to approve and implement various aspects of the activity plans between the ED and the Unit Heads. This should be done in the context of annual and quarterly plans having been approved by the ED as the strict framework within which weekly and activity plans are to be developed and approved at unit level. The approval of activity plans should include the Accountant’s approval in relation to the financial component of the planned activity. Aspects of the activity plan which may entail external contacts at senior policy level, budget approval, where this might not have been known at the time of the quarterly or annual plan approval, and any other major policy issues, will require that Unit Heads seek the approval of the ED before implementation.
iii. It is recommend that the policy on communication be expanded to spell out when written communications is mandatory; routing of HR issues direct to administration and finance issues direct to Accountant while operations communications should be routed direct to head of unit; furthermore, it is recommended that all external communication be through the ED or the head of media and information; in addition, a media policy is required to provide guidance to the interaction between HE and the media.

d) Employment and recruitment
Observations- the major observations are two. First, the interviewing panel is not required to submit its recommendations in writing and this is inadequate. Section 4.9.1 can potentially cause major conflict with regard to the veto power of the ED in relation to the recommendations from the interviewing panel. While it is reasonable to release the ED from the obligation to accept the recommendations of the interviewing panel, there is no obligation for the ED to disclose his/her reasons for vetoing an interviewing panel’s recommendations. This compromises accountability and transparency of decision-making.
Recommendations – it is recommended that the interviewing panel in all cases submits its report in writing while the ED must disclose in writing his/her reasons for turning down a recommendation from an interviewing panel.
e) Appointments
Observations – the policy is likely to enhance efficiency and effectiveness of appointments if implemented as spelt out. Letters of reference are key before an appointment is made or confirmed.

Recommendation – the appointing authority must require to see the actual letters of reference and sign them prior to offering appointment or confirmation of appointment. 
f) Personal files 
Observations – the section enhances institutional memory and is a critical source of reference material by administration when major HR decisions have to be made.

Recommendation – none.

g) Working hours
Observations – this is important to accountability. It has been operationalized through the keeping of a time in and out record book for all. This tool will work as long as there is someone at the entrance to the office reminding staff to enter their respective details. It is a record which can raise resistance and staff may skip completing it unless top management insists. There is fairness in relation to overtime worked although there is a contradiction between section 7.2 which specifies no compensation while subsequent sections provide for the taking of compensatory leave by those asked to work outside their normal hours on request from the organization.
h) Outside work and related activities 
Observations – the inclusion of this clause enhances transparency in the conduct of professional staff. The treatment of fees earned from outside work is fair though not so motivating in the case of 8.7.2 and 8.7.3. There is no justification for the value of the project to accrue to HakiElimu 100% even where part of the work is done outside or beyond normal working hours. The tension between corporate representation and personal work is always present in any organisation that allows staff to do personal work outside working hours. The clients don't often distinguish the two. This is why this aspect of work needs very careful monitoring by the ED and Board.
Recommendations – it is suggested that this be reviewed with a view to injecting greater motivation and fairness in the treatment of fees earned where it is approved that specific work be done outside working hours, which should be rare. There is scope also for HE to use external jobs as a window of opportunity for controlled professional development of its staff into higher level professionals while generating additional resources for the office at least for food and staff morale-boosting events. Doing work as individuals should be the rare exception rather than the rule.
i) Salaries
Observations – HE salaries were reported to have been recently reviewed and adjusted to levels that make all but the ED’s salary above the minimum for comparable grades/jobs in a sample of local and international organisations. This was based on a study of fifteen local and international NGOs by a reputable audit firm and by the Tanzania NGO forum. This means the salaries are competitive. The lower end of the scales such as for gardeners/cleaners and security guards are seen by other staff members not to be adequate especially given that this category of employees tends to put in consistently more hours than is stipulated. However, information received from management points out that the rate at which the lower level staff is paid and the benefits they get in Haki Elimu are several times higher than in similar posts in other organisations. Again this is illustrative of differences in between management and staff due to difference in information available. Clause 9.4 is good as it defines the bottom-line condition for any adjustment to take place being that the organization has the resources to afford such changes. Clause 9.5 indicates that salary adjustments for one’s performance shall be awarded only to those whose performance is considered outstanding. This is unusual. It is a departure from conventional wisdom as the organization’s normal expectation is that its staff performs at or beyond expectation. 
Recommendations – It is recommended that salary administration be US$ based and all negotiations for reviews etc be based on US$ parameters. This means an incremental rate commensurate with the US inflation rate plus a real wage increase percentage will be negotiated annually. This will bring about stability in the salaries budget while employees can continue to be paid in Tshs at the ruling exchange rate in order for them to get the entitlement to foreign exchange gains or losses without affecting the budget of HakiElimu.
The  award of performance based adjustment should be changed and based on no adjustment for those performing below expectations while those who meet expectations should be awarded an increment and those exceeding expectations or outstanding be awarded a higher level of increment.
j) Employee benefits
Observations – there is a comprehensive and transparent statement of benefits. There has been controversy among staff with the realization that the provisions for eligibility can and should actually be effected e.g. loss of gratuity if one leaves without giving adequate notice. The recent case of an officer leaving before serving the required notice and loosing out on gratuity is an example. The outcry to “have mercy…” illustrates the lack of appreciation by both staff and some managers that policies are there to be implemented as agreed and not to be set aside each time they appear to disadvantage an employee. This is a wrong managerial attitude. The HE organisation also deserves to be protected from financial ruin and those staff members who stay on in employment are also entitled to protection of their jobs by making sure that any resources that should be paid outside the organisation shall only be paid on agreed legitimate grounds. This secures the jobs of those remaining.

Recommendations – the policy should be explained regularly and thoroughly to all staff so that they know the consequences of their decisions and management are expected to be on the side of implementing policy.  
k) Leave(s)
Observations

This is a very comprehensive section and all types of leave have been catered for. Section 11.8.6 is the only section which appeared not to enhance transparency and accountability. The sole discretion of the ED to waive the obligations to repay part of the obligatory period not served after study leave when an employee terminates services opens room for perceptions of favouritism and therefore lack of fairness. 

 Recommendation – it is recommended that the clause includes that the ED may only waive the obligations of an employee terminating services with the approval of the chairperson of the Board of Directors and not at his sole discretion. The reasons for the waiver shall also be recorded in writing for a record of the precedence for future reference in similar circumstances.
l) Disciplinary action
Observations – clause 12.6.4 is likely to cause problems for the organisation. If the investigation is not resolved or indeterminate, on what grounds can HE terminate the contract of an employee? It is difficult to see how such a decision can be sustained in a court of law. The section on appeal does not provide for any employee to take their matter to a competent court of law in the Republic of Tanzania should they remain aggrieved after all effort at arbitration has failed. It remains the right of the employer and employee to seek relief from the courts.

Recommendations – it is recommended that an indeterminate investigation should not lead to termination but rather dropping of all charges and re-instatement of full benefits and salary and no effect on renewal of contract. Secondly, any employee or the employer, HE, shall be at liberty to seek relief in the court of law in Tanzania should a dispute remain unresolved. The policy can not remove this right.
m) Separation
Observations – the section is comprehensive. Section 13.2.2 on benefits due on termination appears to have some contradictions. For example, if a contract has expired, there can not be the need for a minimum of six months service; this is not meaningful because the contract has run its full course whatever that is and the employee should get their benefits due.
Recommendation – it is recommended that section 13.2.2 be cleaned up for consistency to avoid conflict in future.
n) Grievances
Observations – the section is comprehensive and specifies separation of roles in grievance handling between Unit heads and the ED and the Board. This leaves room for staff to feel that they can stand a good chance to have a good hearing of their grievance and can appeal.

Recommendations- None

o) Procurement
Observations – the section is vital to transparency and effectiveness. The provisions are clear. An example of delegation of authority which the unit managers can exercise is illustrated clearly in clause 15.3.2. The same approach can be extended to other decision making areas. The tender procedure in clause 15.4 is incomplete. It does not specify who actually selects the winning tender. It refers to the ED arranging to forward to the board some recommendations but it is not specified whose recommendations will be forwarded to the board. This is a major gap. The circumstances of the exceptions under clause 15.5 are not defined. This leaves it at the entire discretion of the ED to decide whether a particular circumstance is exceptional or not.

Recommendations – it is recommended that a tender selection procedure be specified and delineated by the value of the tender as attempted under clause 15.5. The tender selection panel must be set up and it should include members of the Board of Directors at a certain threshold as in 15.5. The exceptional circumstances mentioned under clause 15.5 should be anticipated. In such cases where large sums of money are involved, it is desirable to enhance transparency by anticipating what the exceptional circumstances might be or at least specify a procedure by which a particular transaction would be defined as being under exceptional circumstances.

.
p) Publications
Observations – the section has attempted to capture the critical steps in publications but it still lacks sufficient guidelines and mechanisms to ensure that publications of the acceptable standard are produced all the time. The formation of an editorial committee seems to be provided for on an ad-hoc basis. There is no reference to ensuring that the editorial committee may appoint independent non-HakiElimu persons to perform specific editorial functions to ensure high quality publications. There is no outline of the policy regarding editorial standards to be followed by whoever edits HE publications.

Recommendations – HE should constitute a standing editorial committee which should primarily assume responsibility for the quality control function in relation to all publications and media outputs. The structure of the committee should include the ED as a member and should be flexible enough to allow the appointment of non HE people to bring in specialist technical editorial skills, whether paid for or not so that appropriate editorial capacity is in place for any publication when it is required. It is also recommended that an outline of the editorial standards that HE subjects all its publications to must be developed and approved by the editorial committee. The standards shall also include a step-by-step outline of the editorial process whether conducted by staff at HE or by whomsoever. Such an outline can then be used as a checklist for quality assurance by HE even when non-HE persons are hired to conduct editorials.

q) Stores management
Observations – the focus is on the need for stores records and checking on the integrity of the records and the actual stock items. No role has been specified for the Accountant. The Administrator is a key person in the policy outlined and clause 17.2 is another illustration of how responsibility and authority can be delegated to unit managers without centralizing it in the ED. The last clause implies that the ED is the one who then assesses the stores records for accuracy and completeness. This is not the case as the Accountant should be the one to do so.
Recommendations – it is recommended that the Accountant assumes the role to receive and verify the stores report produced by the Administrator. Thereafter, the Accountant shall include a stores section in his/her report to the ED for the month regarding completeness and integrity of the records and adequacy of records in providing data for cost allocation to various units or activities. The Administrator shall include in his/her own report to the ED a section on stores relating to the implementation of the stores management policy. The systems quality assurance officer shall include in his/her own report for the month, the results of any scheduled or unscheduled stock checks and the integrity of the records kept by the administration unit. This way, responsibilities will have been spread and the ED is getting support from two unit managers to ensure that stores management is done efficiently and accountability is maintained.
r) Asset management
Observations – the section is comprehensive enough. It is not clear why clause 18.12.1 specifies the need for approval of the ED for bulk copying order beyond 300 copies. Clause 18.12.6 designates a pricing role for the ED with regard to photocopies. It has been queried by some staff why clause 18.16.2 prohibits sale of HE assets to staff, management or board members. This is a good provision to prevent conflict of interest and enhance the integrity of the disposal of assets. Donations made by the ED as in 18.16.3 are made to his/her peers and therefore subject to conflict of interest and requiring enhanced transparency in the donation process.
Recommendation – the approval of a bulk copying order should be done by the Accountant whose responsibility it should be to cost and therefore set the price for copying with the approval of the ED for the recommended price. Donations in clause 18.16.3 should be made by the Board Chairperson or her/his representative. 
s) Vehicles & Information Technology
Observations – the sections are comprehensive as they are.

Recommendations – None

3. Examining the Various Methods and Tools Used in the Implementation of the Policies (including approval procedures, reports by units to ED and quality assurance)
3.1
Observations
In the course of reviewing the administration policies of HE, the working methods embedded or implied by the approved policies and procedures being used in practice were appraised. The following emerged as the major observations:
i. Approvals – this is one of the most contentious processes in the practice of management in HE. There is consensus among management team members except the ED that there is too much centralization of the approval process in the ED. This results in the lack of delegation of both responsibilities and authority. This has had the impact of disempowering the unit managers and working against the formation of a solid management team. The consultant’s own observation is that there is too much centralization of approvals and this is misinterpreted as reflecting a high degree of mistrust of unit managers by the ED. Discussions reveal that it is not mistrust but the lack of confidence in the ability of the unit managers to perform an effective approval role with regards to either cost effectiveness or quality standards of the issues requiring approval. Examples exist where the ED has actually delegated responsibility and authority to unit management in his absence and approvals given have been costly and not illustrating that the unit management exercised due care to ensure fulfillment of the HE standards and requirements before granting the approval. The two examples include the printing of one of the publications in Policy Analysis and Advocacy (PAA) with some of the text missing and 260 000 copies had to be replaced (costing a massive amount of money); the second one is the recommendation for approval of field budget requests to fund new projects in Serengeti and Ukerewe before reports on previous donations have been received amid allegations of misuse of previous donations. 
ii. Systems quality assurance & credibility – this function has been centralized in one position. Ideally, the responsibility for quality assurance is located close to or at the point at which production or service delivery is done otherwise it is too late to control quality from a distance and ensure that clients of HE receive quality services with integrity. The Systems Quality Assurance Officer (SQAO) is a key post but it plays a post-facto (after the fact/event) role. The closest quality assurer is the Unit Head under whom the staff who deliver services operate. Therefore, while it should be noted that the quality assurance function was only one month old at the time of the OD and therefore still evolving and also being resisted in some cases, it is at that level that the gaps exist in terms of quality assurance i.e. 

· Lack of outline of quality assurance procedures or checklists in key processes for example the editing of publications; 

· Lack of clarity of quality assurance role by the unit managers or supervisors at various levels – this results in the non-performance of the QA role on the understanding that someone else will come and perform it;

· Lack of confidence in performing this role in some unit managers and a conflict in their role expectations and the need to identify with other staff members;

In the present situation, this post gives credibility to the integrity of HE operations but it is not sustainable unless unit managers share it.
iii. Reporting from Unit Managers - this is a critical method being used to implement accountability in the organisation. The system is still evolving as some aspects of the systems on which the unit reports are based are still being developed. However, the current situation is that each unit manager has a range of reports that they have to produce and submit to the ED as required. The general consensus is that these reports are too numerous, some of them too operational to be subjected to approval by the ED and others deemed not necessary at all.

A review of the range of reports produced by the Unit Managers and submitted to the ED reveals the following:

· There are too many reports if they are treated each as a separate report.

· The schedules show a list of up to 20 so-called reports, in some cases, to be produced and this tends to overwhelm the unit managers.

· The reports listed for example for Administration and for Finance Units indicate that all the areas listed are areas which would require monitoring anyway even if the ED did not request for the reports. 
· There is lack of common understanding on the purpose served by these reports. The perception that there are too many reports wanted by the ED results from the misunderstanding that it is the ED who requires these reports for purposes of control and because he does not trust the unit managers and staff. Discussions with the ED reveal that far from this, the ED is desperate to know whether the unit managers and staff appreciate the areas of management information that are critical for them to be able to monitor effectively, the efficiency of their operations and ensure accountability. Thus, the high risk factor at the moment is that, if the ED were to suddenly declare that he does not need these reports, it would imply that the unit managers will also stop producing these reports! This would be disastrous indeed as there would be no way of monitoring the efficiency and effectiveness and accountability of the decisions being made and the operations of HE.
· Management team members do not have adequate perspectives on the management function (capacity) and therefore do not appreciate the purpose of the information generated by these reports. 
Therefore, reporting is seen as a major burden by management team members and there is no appreciation of the need for all the reports to go to the ED for approval. This last step of approval means that until the ED “approves” the reports, the job is not done yet. This inevitably generates anxiety and stress which results in resentment of the system.
*********************
3.2 Recommendations
· Decentralize the roles and authority of approvals of the various processes and hold the responsible managers accountable for the performance of their respective approval responsibilities.

· Decentralise quality assurance role and responsibility to unit managers and supervisors at various service delivery points and hold them accountable for attainment of appropriate quality standards.

· Maintain the systems quality assurance officer (SQAO) position but for follow up and verification of compliance with the quality standards set and agreed.

· Develop and agree on a reporting format for each unit manager covering all key management information points which give the ED an overview of what has been done and what might need verification if he/she so wishes. The basis of the management information required in the report based on analysis of relevant data on specific aspects of the unit’s operations should be the same as what is currently listed in the schedule of reports that the managers are required to submit to the ED. Thus the change will see managers being delegated to perform the necessary monitoring and analysis of the performance of their respective units in the relevant aspects and reporting on the results of their monitoring and analysis on time to the ED. This is a challenge for them to prove that they can indeed be accountable for their respective units.
4. Extent to which Administration is Supportive of Programme Units 
A review of the administration function and how it has supported programme units revealed the following:

· There has been weak management capacity leading to weak support to programmes. Major gaps that exist due to inadequate capacity include the lack of comprehensive job descriptions, lack of a human resources development plan to meet the needs of HE.

· The administration unit and finance unit should interface closely in relation to certain critical functions such as procurement, salaries and benefits administration, stores management and asset management of HE. These functions have been assigned to Administration. In the absence effective administrator capacity, this has meant low performance in these critical areas. This negatively affects the overall accountability of HE.

There is no clear justification for the administration support services to stand alone as an operating unit. It fragments the provision of support services to programmes as one has to source the necessary support from two service points when these could be provided on a "one-stop-shop" basis i.e. administration and financial support services from one unit. This would increase operational efficiency and reduce the demand on senior managerial capacity from two to one. The possible compromise on checks and balances resulting from such a merger could be compensated for by having the SQAO and sharing responsibilities at critical procurement and stores management stages with user departments/units.
5. The Role of the ED in Relation to the Management Team(MT) 
· There is a general perception that the overarching role of ED is to be the ultimate “approver” of all that has to happen; the impact of this highly centralized approval system is to disempower the members of the management team as they wrongly assume that the ED does not trust them and “enjoys” approving everything;
· Conflict arises from the following points in the relationship between the ED and the managers:

· Unwillingness of other MT members to stand up for the policies developed collectively and approved by the Board and leaving the ED to defend them alone;
· Apparent lack of trust by the ED in the managers, perceived or real, leading to a feeling of “let him do it…” by the managers; on the other hand, the ED is yearning to reach a stage where he can trust the managers and they are willing to take up the mantle of leadership of their respective units;

· The over-centralization of the approval system where operations can not take off without the approval of the ED or a sense of tentativeness where things / reports may remain outstanding because of waiting for the approval of the ED as the ED is inundated; as a stop gap measure the ED has had to appoint a systems quality assurance officer to assist with analysis of outstanding reports for the period January to July 2004 from the units;

· Lack of curiosity or unwillingness by the managers to perform analysis of their operations to gain knowledge on efficiency and effectiveness of their own operations and tending to produce reports because they are wanted by the ED; creating the impression that if the ED did not ask for the reports, it is like they would not produce them at all; 

· Refusal of sharing responsibility resulting in resentment of the roles of approving, at unit level, the commitment of expenditure and processing of payments through the completion of the local purchase order (LPO) and the payment voucher respectively; this arises out of sheer ignorance about the virtue of separation of roles and shared responsibility as major pillars of the system of internal controls in any financial management system;

· An almost continuous state of high tension in the ED and loss of confidence in the perceptions regarding the decisions and actions he takes as he feels isolated and the feeling that his team-mates are failing to see his good intentions;

· The above conflict situation and mistrust and refusal to take on responsibility has created an atmosphere not conducive to delegation of responsibilities to team members; there are a lot of processes that can be performed at the unit level but are centralized at ED level because of under-developed delegation of responsibilities.
· Systems quality assurance function is located in the ED’s office or in ID unit. The scope of the function was broadened from being an internal audit function focusing on the financial transactions of HE to one that focuses more on systems compliance at all levels including accounting and HR and reporting on operations of the various units. This is an appropriate function especially when the systems are still evolving. The location of the function is also appropriate as there is a direct reporting line to the ED by the SQAO.

6. The Strengths and Weaknesses of HE Organization Culture.
Strengths
· Open and participatory style for all staff at all levels
· High quest for integrity and accountability and transparency in the conduct of business

· Caring for the welfare of staff

· Pre-occupation with standards irrespective of what this does on the self confidence /empowerment of the team and rest of the staff

· High commitment to honest work in the sector

· Sense of “righteousness” about the work of the organisation/near evangelical zeal 

Weaknesses/challenges
· Very weak management team; lack of trust among the management and staff members or a feeling of lack of trust; a culture of complaining resulting in negative perceptions of decisions emanating from the ED even when such decisions are meant to empower the unit managers;
· High risk aversion by top management, ED not willing to take chances and devolve more responsibility to managers while managers are unwilling to claim space by exercise initiative in relation to operations management and policy implementation; 

· Unwillingness to take responsibility for the implementation of policy by the management team and not identifying with policies that were developed collectively “…till everyone was tired of consultations”;
· Suspicion that policies are meant to be traps for staff and not to facilitate consistent practice in the business of the organisation – some clauses like on gratuity are perceived as evil or purely vindictive yet they are meant to preserve value for those remaining in the organisation; this arises out of ignorance and inadequate explanation of the essence of the policies adopted in June 2004;
· Negative attitude to shared responsibility arising from misunderstanding of the essence of separation of roles and responsibilities as part of the system of internal controls for accountability;
· Centralized micro-management of activities which disempowers staff responsible for such activities and a feeling that it is not done until it is “approved by the ED”;
· Ineptitude and lack of creativity (hiding behind a finger) on the part of some of the staff as there is a tendency to do nothing “until we get approval from the ED” when there are clearly many initiatives that can be spearheaded by field staff even without funds;
· Feeling of being hurt and not appreciated by some staff especially those leaving the organisation – almost a feeling of bitterness, but born out of misunderstandings of policies and procedures of doing business.   
There has been inadequate investment in organisation development processes in the organisation. The most significant neglected area is the need to explain and acquaint all with the provisions of the policies and procedures adopted in June 2004. The limited knowledge base of key managers in administration and finance has meant that there is inadequate explanation of the underlying rationale for the various provisions in the policies and procedures to the rest of the management team and staff. 

Faced with the negative mindsets among the MT members, the ED has limited space to draw from his leadership and facilitation skills to remove this negative mindset and lead the management team to thinking positive and committing themselves to taking the responsibility they are paid for, because he is "one of them" and they look at him as such and in negative light - illustrations are some of the issues raised during this OD process which have been raised before in meetings such as signing of Payment Vouchers and LPOs which have been seen in negative light when explained internally but appear to be new information when explained from external facilitator. Perhaps this underlines why many organisations tend to rely on external facilitation for OD and related systems development work because it is difficult for staff to listen to "one of their own". Once the confidence has been undermined by some incidents involving members of the management team, this has led the ED to put brakes on delegation and an unwillingness to take the risk with key areas of decision-making particularly finance and delivery on the programme commitments to various donors of HE, hence the direct involvement in the operations management of the units. Due to rapid growth of HE, limited basic knowledge of management and OD on the part of the MT members and a high volume of work and multiplicity of functions for the ED, the ED has not had the space to assume a team leadership role which entails not just ensuring that things are done the way they should but that the team members learn to do the right things and grow their own confidence as they go. The ED has attempted to build a coaching relationship with the managers. At present some members take the feedback and input from ED in the spirit of learning and wanting to know the job better while others find it difficult to do so because of undermined confidence levels.
The basic elements of a team still exist but it is fractured and incomplete. The process of building the team requires the recruitment of the full team. Agreement on the full meaning of the job descriptions of the various team members and a commitment to take responsibility and share it where this is given by virtue of one’s appointment or by delegation in the course of implementation.

7. Reflecting on “ild” Ideas Seeking to Sharpen the Strategic Thrust of HE 
Reflections on the strategic direction of the HE programmes by management and staff have brought up the following major issues:
· The present programme structure makes each unit stand-alone thereby limiting the realization of the potential synergies among the units;

· Inside the Public Engagement programme, the media and publications sub-units are also seen as stand alones and not necessarily deriving their brief from the needs of public engagement;

· Community Governance  is essentially public engagement but in a specific geographical area, the Ukerewe and Serengeti districts;
· Friends of Education are seen as a result of public engagement and therefore a product of Community Engagement.

The above correlations make the restructuring of the HE programmes necessary in order that a more efficient programme implementation is realised. The consolidation of the programmes will also allow a more cost effective structure to emerge. The following are the options with regard to the possible future programme structure of HE:
Option A:
Keep Structure As Is – Do Nothing
This option means keeping all the units as they are and retaining the staff in their present positions. The position of PAA Manager would need to be filled in order to release the ED from the double role he is currently playing and therefore putting him under tremendous stress. This option is not viable because of the fragmentation that it entails and the fact that policy analysis and advocacy are being carried out in all other units anyway such as the PE and Community Governance.

Option B:
Complete Consolidation of Programmes and Service units
Merge all units into one programme structure with a programme coordinator leading all units and a manager for support services which will be made up of administration and finance in one unit. This option will bring about the maximum possible synergy as all programme components will operate under one umbrella and, with effective coordination, will respond to a common focal agenda. Thus media, publications and any research carried out will all focus on the core theme set for public engagement. Public engagement will be through the Friends of Education as well as the public and other key stakeholders such as government and other NGOs. This option is also more cost effective as the management structure will be trimmed to just two managers and the ED instead of the current complement of six.
The risk with this option is that it requires a Coordinator with a versatile knowledge base to be able to give leadership to the diversity of media, publications, public engagement, policy research and analysis and community governance. This is likely to be too diverse for effective leadership to be found. In such a case, it is likely that operational inefficiencies will creep in as not all units will receive adequate leadership and operational guidance.

Option C:
Partial Consolidation of the Structure
This is an intermediate option which seeks to optimize the conditions for synergies, unify the programme management structure for greater coordination and effectiveness, reduce interdepartmental boundaries and consequently build more visible operational teams. The option could see Public Engagement and Community Governance as the core operational programme i.e. it is the main thrust for achievement of the HE objectives. It will merge the community governance and public engagement as processes that are focusing on the Friends of Education, the Public, the State and other key stakeholders such as networks etc. The effort in this regard will require direction from a policy perspective in order that the aim to transform people’s participation in education is sustained through the necessary community empowerment as well as policy reform. However, all policy research and analysis that will be done is in direct response to the need for strategic direction and input into the content of the public engagement processes of HE. For that reason, policy research and analysis could become a specialist function in the office of the ED as the ED would be expected to be playing the leadership role advancing the overall policy advocacy agenda of the organisation.  
The Media and Publications units can be merged into one unit in support of the campaigns and other information dissemination support for the main programme addressing the core purpose of HakiElimu.

Administration and Finance units can be merged into one Support Services Unit to give coordinated support to the programmes. 

The Systems Quality Assurance Function and Policy Research and Analysis will be functions with a direct link to the ED as support and not stand alone functions.
The risk with this option is that there maybe challenges as in option B regarding the ability of the management of the consolidated unit. There is evidence that performance of routine operations management functions is imposing a distraction on the present unit managers and they may not be expected to perform effectively in the short term. To improve on this, an option would be to build in support through the creation of programme administration posts for the two departments. This will see a high caliber operations management support capacity injected to release the managers of the consolidated units from operational and administrative drudgery to concentrate on programme delivery and management. The option still achieves fewer saving on management costs but it should increase the overall effectiveness of programme implementation significantly.
Option C is recommended as the one that will yield the highest possible impact and be the most cost effective. It will address the most pressing challenges around realization of synergies and reduce inter-departmental conflict.

The following configuration of the HE human resources requirements at the managerial level emerges from this recommendation:

Configuration of the HE Managerial Human Resources Requirements
	Function
	Required capacity
	Identified gap/s
	Possible response

	Executive Director
	x1 for executive leadership, management and development of unit management capacity
	Coaching skills to develop managers; 
	Training in coaching



	Unit managers
	x3 for the restructured programs

(PE & CG; Media & Publications; Finance & Admin.) 
	Inadequate managerial skills-understanding management responsibility, leadership and financial management for non-financial managers
	On the job (basic) management training plus institution based courses;

	Quality Assurance (accountability)
	x1  for checking compliance across all systems and training staff on the job
	None
	Create time and influence staff attitudes to accept training on the job for compliance


Organisation Development (OD) 
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