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ABSTRACT

This thesis is an assessment of human resource management among NGOs in Techiman

Municipality of the Brong Ahafo Region of Ghana. It sought to establish whether NGOs in the

Municipality practice human resource management and thus, the factors that inhibit human

resource management amongst the NGOs.

Questionnaire administration, interviews and observation were the data collection tools

employed by the study. Relevant literature was also reviewed to support primary data collected.

Data was mainly analyzed qualitatively by narration and with the use of SPSS, version 16.

The study found out the following: NGOs in the Techiman Municipality do not have well

functioning governing boards; employee motivation is low; the value of the human resource is

recognized but not given the deserved attention; human resourcing is poorly done; the practice of

performance appraisal falls short of standards and conflicts abound in the NGOs with high labour

turnover upon mostly failed negotiations (the most commonly used conflict resolution mechanism

by the NGOs).

Other findings were: employee commitment is only moderate and best described as behavioral;

induced by compulsion with threats of economic sanctions for non-compliance. There is low

level of employee initiative and employee involvement; achieved mainly through team briefing

with instructions to be carried out. The NGOs have often mistaken welfare for rewards and

therefore only a few of the NGOs really have welfare packages for employees on a very limited

scale. Values considered essential for effective human resource management are not fully

understood and are often mistaken for traditional personnel management as Goss (1997)

postulates.

Therefore the study concludes that, NGOs in the Techiman Municipality do not really practice

human resource management. What they practice can best be described as near human resource

management if not traditional personnel management.
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CHAPTER ONE

1.1.0 BACKGROUND OF THE STUDY

The role of Non-Governmental Organizations (NGOs) in development of less developed

countries, Ghana inclusive, cannot be overemphasized. They "represent a huge industry"

and "have become increasingly linked to the wider aid community in a manner that could

never have been foreseen in the days when NGOs simply 'filled the gaps' at a grassroots

level" (Bennett, 1997:1-2). In Ghana, NGOs operate in almost every sector of the

economy; providing support to governments' development efforts (BANGO, 2009). These

NGOs are international or national organizations and in some instances, community-based

(informal indigenous organizations) or faith-based organizations. They are nonprofit

oriented organizations in terms of their operational objectives and as their name implies,

are non-governmental entities; meaning, they have authority to make decisions that are

independent of governmental control (Green and Matthias, 1997:3233). A mention can be

made of NGOs in all districts, municipalities and metropolises, including the Techiman

Municipality in the Brong Ahafo Region.

As part of their contribution to society, NGOs engage human resources for their operations

which according to Ivancevich and Matteson (1987) are common and most valuable assets

to every organization. The management of human resources in these organizations is of

great significance. This is partly because the current trends of globalization and

technological development and their related influence on organizational structure and

strategic management have greatly influenced the organizational environment, making the

handling of human resource issues more complex than before (Goss, 1997). Richard

Donkin puts it that how work is being done today is different from how it was done 50 or

100 years ago and that there have been defining moments in the relationship between

employers and employees thus, requiring changes in the management of people today as

against the past (Donkin, 2001).
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Again, there has been a recent significant shift by NGOs away from being organizations

that are volunteer-driven to being organizations that now heavily depend on the use of

trained and salaried staff whose ambitions are complex to handle; a condition that has

given birth to NGO career professions and new management agenda (Green and Matthias,

1997).

Moreover, Billis and MacKeith from their study of International Non Governmental

Organizations (ING0s) assert that the growth and change processes in NGOs are highly

complex. Activities, mission, structure, governance and resources in these organizations

are closely knit together in a complex and mutually dependent web such that a change in

one has a rippling effect on the other (Billis and MacKeith, 1992). Added to these, issues

of human resources have become more global than before with resulting international

human resource implications such as employment instability. Again, there are changes in

the skills and competencies needed by the labour force in the organizations. For instance,

computer-literacy has in recent years become a basic requirement for some employment

ventures (Barnatt, 1995).

Efficient human resources are thus required to carry out NGO activities successfully.

Unhealthy human resource management practices within the NGO will limit

opportunities for communication between NGO and staff and the likely result is

inefficiency. All these have implications for human resource management within the

NGO and are likely to result in an unstructured and adhoc approach to human resource

management especially in the light of their focus on project specific staff (Green and

Matthias, 1997). This is particularly the point with NGOs that are teething as in the

Techiman Municipality and other less developed ones in the world and especially in

developing countries.

In human resource terms, these implications call for organizational re-awakening—NGOs

inclusive to the tune of human resource management that will ensure organizational survival

and growth.

2
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Thus, the rightful management practices will assist NGOs to favorably respond to the

prevailing changes, ensure their effective and efficient application of scarce resources and

to effectively develop their human resource potentials (Green and Matthias, 1997). In fact,

while there is much more to study about NGOs and their operations, the focus of this

study is on their management of human resources as with those in the Techiman

Municipality in the face of a rapidly changing world.

1.2.0 PROBLEM STATEMENT

The number of NGOs in Ghana in recent years is on the increase. In the Brong Ahafo

Region alone, 57 NGOs are on record of having registered their membership with the

Regional Coalition—BANGO as of November, 2010, with an estimation of more than 50

others in the region not registered. The national and community-based ones, especially,

are mostly established and managed by individuals or with a few staff (BANGO 2010).

NGOs play very significant roles in development. They create and offer employment. The

NGO sector is an important employer in terms of numbers (Concern Worldwide, 2010).

Their phenomenal increase in number and size has however to a greater extent happened

without close inspection of their actual performance—their management of human

resources inclusive (OECD, 1990 in Bennett, 1997). Bennett argues that NGOs have lately

been hailed by the press in most instances as being saviors than demons perhaps because

of their distinguished records of being in the frontline in response to the needs of society

(Bennett, 1997). Should this account make us complacent of their performance from

inside? Bennett adds "for all their laudable success, some NGOs have been guilty of poor

practices, wastage and a lack of professionalism which to a large extent has gone

unchecked" and "they tend to throw a veil of secrecy over actions that would stand up for

public scrutiny" (Bennett, 1997:2).

Of particular concern and interest in this debate is their practice of human resource

management; stemming from the fact that, the practice of traditional personnel management

has been mistaken by many for human resource management and practiced as such (Goss

1997).

3
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According to Cherrington (1995), "human resource management addresses the issues of

staffing, performance appraisals, compensation and benefits, training and development,

employee and labour relations, safety and health and human resource research. It is

responsible for bringing people into the organization, helping them perform their work,

compensating for their labour and solving problems that arise". For Bohlander et al

(2001:4), human resource management is about "staffing an organization, designing jobs,

developing skilful employees, identifying approaches for improving their performance and

rewarding employee successes". Goss (1997:1) views human resource management in its

broad terms, concluding that it "claims to be the novel approach to the management of

people that reflects a concern with the flexibility and adaptability of labour and the

integration of human resource issues with an organization's wider goals and objectives". In

a simple sense, human resource management implies employing people, developing them,

utilizing and compensating for their services. This study focuses on human resourcing,

performance appraisal, labour conflict resolution, commitment and employee participation

and employee welfare which according to Stoner et al (1995) together with other essential

values make up the human resource management concept.

Traditional personnel management on the other hand, is about the management of people

that reflects the formulation and monitoring conformity to rules and procedures (Goss,

1997). Storey (1992) in Goss (1997) perceives traditional personnel management as

emphasizing on clearly defined contracts and written rules where management action is

governed by conformity to procedures, customs and practices. Goss sees human resource

management and traditional personnel management as "soft human resources

management" or humanistic and "hard human resource management" or instrumental

respectively. For Goss, there is little agreement over the exact detail of human resource

management as it is positioned on a continuum from humanistic (the human resource

highly recognized and measured above other non-human resources and are managed

differently) at one end to instrumental (people treated as equivalent to any other kind of

resource and managed according to principles of profit maximization and cost

minimization) at the other (Goss 1994).

4
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The recognition of variation between traditional personnel management and human resource

management has not resolved many of the tensions apparent in the human resource

management debates of academics and practitioners. Many of these remain driven by

arguments over how human resource management is really being practiced in the

organizations if at all (Goss, 1997).

Ivancevich (1998:5) observes "when an organization is really concerned about people, its

total philosophy, culture and tone will reflect this belief' and that, this is hardly seen with

most organizations. Higgs (2002) in Pickford (Ed), (2003) is of the view that although the

phrase "our people are our most important asset" has become a cliché, for several years,

just a few organizations recognize and practice such a principle in their daily activities.

For Higgs, it is perhaps because, until recently, there had not been much evidence as

regards the impact of people management on organizational performance. "Whilst

companies pay lip service to the importance of their people, in reality they invest in

anything else...to enhance performance." "The most obvious and overlooked, source of

strategic advantage is to use people better" (Bilmes, 2002 in Pickford (Ed), 2003:37).

All these views and more point to the fact that, there is lack of clarity as regards how

organizations really manage their human resources in the drive to enhance performances.

The situation is even more serious among NGOs which have to content with plans that

do not go beyond project-specific timelines. Employees argue that employers are holding

on to traditional personnel management that ignores their interest; which according to

Goss (1997), numerous organizations claim to have practiced long before the human

resource management 'label' became popular. Employers on the other hand, think they

are practicing human resource management. And so Green and Matthias (1997:177) think

"although one reported attribute of NGOs is the motivation of staff, this may not be true

in all cases" and that whilst "NGO founder leaders often are highly motivated, many of

their paid staff may view their own appointment merely as a useful and often a

remunerative career move".

5
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The assertion by Green and Matthias (1997:177) appears to be the case amongst NGOs in the

Techiman Municipality. Whereas employees have frequently complained of not being

handled well by their employers as should have been the case, their employers (founder

leaders) think their employees are accorded the right human resource treatment. Donor

activities and beneficiary services of NGOs in the Municipality alike are impacted negatively

by these internal grumbles.

The lack of clarity on how human resource management is practiced thus creates

inconsistencies and contradictions on the handling of human resource of NGOs in the

Techiman Municipality. The results are employee apathy, high labour turnover and

organizational inefficiencies (BANGO, 2009). An assessment of how NGOs are

practicing human resource management is thus critical in a bit to contribute to resolving

the prevailing tensions between employers and employees in the Techiman Municipality

on their conditions of work and to create the enabling environment for NGO growth; what

Bratton (1989) refers to as NGO internal management strengthening.

1.3.0 RESEARCH QUESTIONS

1.3.1 Main Research Question

The main question that the research seeks to answer is: What factors inhibit effective

human resource management amongst NGOs in Techiman Municipality?

1.3.2 Research Sub-Questions

Specifically, the research addresses the following questions:

1. How do staff performance appraisal systems influence the capacity of staff of NGOs in

Techiman Municipality?

2. What approaches are used in handling labour related conflicts within NGOs in the

Municipality?

3. What factors engender commitment and employee participation in the management of

NGOs in the Municipality?

4. How do NGOs handle welfare issues of their employees in the Municipality?

5. What values are considered essential in effective human resource management?

6
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1.4.0 RESEARCH OBJECTIVES

1.4.1 Main Research Objective

The main objective of this study is to find out the factors that inhibit effective human

resource management amongst NGOs in Techiman Municipality.

1.4.2 Research Sub-Objectives

The specific objectives of the study are as follows

1. To find out how staff performance appraisal systems influence the capacity of NGOs in

Techiman Municipality.

2. To find out the approaches that are used in handling labour related conflicts within

NGOs in the Municipality.

3. To explore the factors that engender commitment and employee participation in the

management of NGOs in the Municipality.

4. To examine how NGOs handle welfare issues of their employees in the Municipality.

5. To find out values that are considered essential in effective human resource

management.

1.5.0 JUSTIFICATION OF THE STUDY

As Ivancevich and Matteson (1987:4) put it, "there is no such thing as a peopleless

organization". The effectiveness and efficiency of every organization is highly dependent

on the availability and quality of its human resources. According to a former U.S.

president of labour, Robert Reich, an organizations' competitiveness is what it can do

uniquely and the thing that is most unique in each organization is the capabilities of its

people (Verespej, 1999). How this asset is managed therefore means a lot to the survival

of the organization and is a concern to academicians and practitioners alike; hence the

looming debates. The relevance of this research therefore stems from the fact that it seeks

to clarify the situation/practice amongst NGOs in the Techiman Municipality in a bit to

contribute to the prevailing debate of the human resource management concept. This

study will help identify efficient ways of managing human resource for organizational

growth and success as it will clarify the mode of practice of the human resource

management among these NGOs.

7
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This buttresses Ivancevich's observation that efficient management of the human resource

"often leads to greater satisfaction among employees and its consequences: lower

absenteeism, lower turnover, fewer accidents and high quality of work and thus eventually

making the practice of human resource management a success" (Ivancevich, 1998: 147).

The study therefore assesses the practice of human resource management among the

NGOs to bring about clarity in the practice. Clarity in the practice of human resource

management will resolve the prevailing tensions between employers and employees and

improve performances of the NGOs in the municipality to grow and develop.

In addition, the study would prompt other researchers and trigger their interest to research

further on the area, using this study as the basis. This will lead to new findings on the topic,

adding to the knowledge base of society required to deal with societal concerns.

1.6.0 SCOPE OF THE STUDY

NGOs and their operations represent a major field too wide to study. This study focuses on

their practice of human resource management with particular reference to NGOs in Techiman

Municipality.

Given that human resource management is equally too broad a concept as per the various

definitions to exhaust, this study focuses on: human resourcing (human resource planning,

recruitment and selection), performance appraisal, labour conflict resolution, commitment

and employee involvement and employee welfare which according to Stoner, et al (1995)

together with other essential values make up the human resource management concept.

The research tries to use these parameters as the basis to assess the practice of human

resource management among the NGOs under study.

Other areas examined by the research include: employee motivation, NGOs and NGO boards

and organizations and organizational development.
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1.7.0 PROFILE OF STUDY AREA

The study location is Techiman Municipality of the Brong Ahafo Region of Ghana. The

research was conducted among randomly sampled NGOs in the Municipality. The Techiman

Municipality covers a geographical area of 669.7 sq km, constituting 1.69% of the total land

area of the Region (TMA, 2011). The 2010 Population and Housing Census (PHC) estimates

the population of the Municipality at 225, 385; growing from 131, 269 in the year 2000

(PHC, 2010).

The Municipality is well known for its commercial and agricultural activities in the

region. The Municipal capital, Techiman is a nodal city with one of the biggest market

centers in the country which is well patronized by both national and foreigners alike

between Wednesdays and Fridays each week.

The Municipality has 22 registered NGOs (TMDSW, 2011). The concentration of these

organizations in the area is probably due to the fact that the Municipality is made of diverse

people with diverse needs that require their services. These organizations have operational

staff, the management of whom is the concern of this study.

 1.8.0 ORGANIZATION OF THESIS

The research is organized in five chapters to make presentation clear and orderly. Chapter

one gives a general introduction of the study. The problem statement, research questions and

objectives, justification, scope of the study, a brief profile of the study area, and limitations

to the study are captured in this chapter.

Chapter two covers a review of literature on the study. It explores scholarly debates on the

topic. Conceptual issues and their operational definitions as well as the theoretical bases of

the study are also dealt with here.
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The research methodology goes into chapter three. It clearly indicates the research design,

sampling techniques, sampling units and sampling size, sources of secondary data and the

analysis of data and presentation. It thus deals with the approaches employed in the collection

of data to address the problem.

Chapter four presents findings of the research activity. Data collected are analyzed and

organized in this chapter in response to the research questions.

Chapter five summarizes the main findings of the research, discusses and draws conclusions.

Here too, the research problem, questions and objectives are revisited.

1.9.0 LIMITATIONS OF THE STUDY

Limitations of the study were primarily associated with the collection of data, where it

was difficult getting respondents, especially, employees and board members to administer

questionnaires and interview. While most employees were not only uncomfortable

responding to questions, they had to be reassured of the confidentiality of the data

collected before getting them answer questions. For the board members, it was difficult

locating them and so it took a couple of days, pestering the founder leaders to get them to

administer questions. For some of the board members, they could tell only a little of the

organizations to which they are board members. Inferences therefore had to be made from

responses that could not be taken wholesale. Also, some NGO founder leaders were

reluctant to open up to speak to the reality of issues and had to be persuaded to continue

with the interviews especially. Interview questions on the field therefore had to be subtly

rephrased and asked. Despite the above limitations, relevant data was obtained for the

study.

Also the intended number of respondents for the administration of questionnaire fell short of

one, since one of the 11 NGOs sampled for the study did not have a governing board from

which a member would answer a questionnaire.
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CHAPTER TWO

LITERATURE REVIEW

This chapter reviews the theories, concepts and debates about human resource

management. It examines the nature of organizations taking cognizance of their human

resourcing and other relevant issues that affect human resource management in

organizations.

2.1.0 THEORETICAL FRAMEWORK

2.1.1.0 Theories of Management

Closely connected to the evolution of management and worth noting are the various

approaches to management both classical and contemporary. An approach to management

explains how management is perceived and practiced or carried out. The knowledge of the

management approaches is fundamentally required by managers if they can be focused in

providing good leadership to achieve organizational goals. There is the need to understand,

however, that though several theories exist, not all of them are relevant in the management

of NGOs.

The scientific approach to management

Developed by Frederick Taylor, the scientific approach to management postulates that

management should not be operated on opinions but on scientific principles. It requires the

establishment of standards and principles founded on truths and facts that are based on

systematic observation, enquiry or reasoning to govern the operations of organizations

(Taylor, 1947). The scientific theory of management draws on rational approach to

organizational governance. It provides the basis to justify organizational behavior and is

thus a healthy approach to management that could improve organizational performance.

Cole (1996) however, is right to observe that the approach has the tendency to reduce

employees' role of rigid adherence to methods and procedures over which they have no

discretion; which could negatively affect organizational performance.
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The bureaucratic management approach

This approach is built on the views of Max Weber, referring to management style that is

based on a rigid formal organizational structure with set of rules and regulations meant to

eliminate arbitrariness/inconsistencies and ineffectiveness. For Weber, the existence of

logic, order and legitimate authority in an organization will enforce adherence to rules

that will promote smooth operations of the organization (Weber, 1947). Although this

approach could be very useful for large organizations, over application could be a

deviation from the real meaning of human resource management and could also slow

down the operations of organizations and as well kill personal initiatives thereby

demotivating employees.

The administrative management approach

Also known as the functional or process approach to management, the administrative

management approach is founded on Hennery Fayol's belief in the universality of

management. Fayol believed that those who acquire general managerial functions and

principles are capable of managing all types of organizations. He attributed his stance to

the fact that all organizations share similar managerial responsibilities such as technical,

commercial, financial, security, accounting and managerial responsibilities (Fayol, 1930).

In support of Fayol's view, Kreitner (2001) notes that, although organizations may vary in

purpose, they require the same managerial processes and that universal management

processes can be reduced to separate functions and related principles. By this theory, it is

possible for successful managers to interchange organizations successfully. This could be

the basis for Green and Matthias's (1997) argument that, at least in principle, there is no

much difference between the management of NGOs and other types of organizations.

The scientific, bureaucratic and administrative management approaches are classical

managerial approaches, which view individuals as mechanisms of production and whose

performance would improve when given incentives. Reducing the individual to a

production mechanism in this regard cannot be said to be a logical conclusion since

people vary in terms of what motivates them to improve performance. It is therefore

difficult to predict the individual as a production mechanism.
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Again, incentives do not always lead to improved performance since people are variable in

terms of what motivates them to perform. Indeed, man cannot be put to scientific conclusions

as per the classical approaches.

The behavioral approach to management

The behavioral approach to management views the individuals in the organization as

the major determinants of the organizational and managerial effectiveness. The

emphasis here is on understanding the behavior of people and their drives within the

organization and motivating them accordingly to achieve organizational goals by

blending organizational goals with that of employees (Stoner et al, 1995; Wright and

Noe, 1996). The behavoural approach to management draws largely on the theories of

motivation. It is more human resource management sensitive than the classical

approaches. It takes cognizance of the principles of the diversity of man. According to

Kreitner (2001), the approach emphasizes that useful management depends largely on

manager's ability to understand and work with people who have variety of backgrounds,

needs, perceptions and aspirations.

The quantitative management approach

This approach is reliant on mathematical models and techniques in solving complex

organizational problems. With the belief that mathematical models are based on logic, the

contention is that their application in management will yield quality decisions for

effective problem solving (Wright and Noe, 1996). The approach helps in generating

problem solving alternatives and is fast and reliable for effective decision making.

According to Wright and Noe (1996), the approach involves the use of mathematical

models in solving management problems and is the force behind computer applications in

organizational management today. Its application however could be very complex

especially for managers whose level of education is low.
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The systems management approach

The systems management approach and contingency approach to management are both

contemporary approaches to organizational management. These have evolved as a result

of the recent thinking that the environment can also impact on management of an

organization. According Wright and Noe (1996), the systems management approach sees

organizations as a system with interrelated parts that form a whole and functions or

operates in relation to the environment. The organization as a system "takes inputs from

the environment and transforms them into outputs which it offers to the environment"

(Wright and Noe, 1996:15). Important to note here is that, as a social system, what affects

one part, such as employees of the organization, surely reflects the other part such as the

employers and the consequences will follow. It also suggests that there may be more than

one path leading to the same destination. The contention here is that for every problem,

there could be several different ways of tackling and the best option should always be

considered. According to Stoner et al (1995), the systems approach requires that managers

view the organization as a unified, purposeful entity and be dealt with as such.

The contingency approach to management

Unlike it is with early management theories which are premised on set rules and

standards, the contingency approach to management also known as situational

management approach suggests that there is no one best way by which organizations are

managed but that managerial decisions are successful when taken based on circumstances

at play. The approach thus requires that, diagnoses be made of problems and decisions

made based on prevailing elements or factors. Proponents thus, do not agree to the

assertion that organizations have similar managerial responsibilities and as such can be

managed based on universality of management principles (Stoner et al, 1995; Kreitner,

2001 and Cole, 1996). The contingency approach is situation-oriented in its approach to

management.

Proponents of the approach argue that the managerial decisions of a given organization

are influenced by: the prevailing external environment of the organization and its

complexity, the internal strengths and weaknesses of the organization,
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technological factors at play, and the human skills and motivation (Cole, 1996 and Kreitner,

2001). Since these factors differ from organization to organization, there could not be a

universal approach to the management of all organizations.

2.1.2.0 Social Responsibility Theory

NGOs like other organizations do not operate in a vacuum but in a community of people

donors, beneficiaries and other stakeholders. According to Aras and Crowther, (2010),

every good organization makes a positive impact on its environment; both social and physical

environment. Aras and Crowther assert that an organization's concern for people and for the

environment have been shown to have a positive correlation with corporate performance. The

theory of corporate social responsibility is thus an issue of concern for all kinds of

organizations including NGOs.

Organizations' social responsibility refers to their "obligations and accountability to

society of individuals and organizations above and beyond their primary functions and

interests" (Beamish and Ashford, 2007:15). This definition is explicit. It implies that an

organization's corporate social responsibility must be seen to be beyond the execution of

its functions to society as stipulated by law. Thus, McWilliams and Siegel (2001) in

Beamish and Ashford (2007) observe that corporate social responsibility relates to

actions which are above and beyond that required by law. Social responsibility shows

how responsible an organization is to society and the environment to ensuring that

development is sustainable. Viewed in economic terms, social responsibility is likened to

the external economies that accrue to society and the environment resulting from the

existence and operations of the organization. Social responsibility is more than

compliance to law to simply doing things right and recognizing the benefit of doing so

(Beamish and Ashford, 2007). It is about the ability of an organization to deliver value to

stakeholder groups beyond shareholders, employees, customers and suppliers (Banerjee,

2007).
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The issue of corporate social responsibility emerged in the mid-twentieth century and has

become a common organizational practice where organizations see themselves as not being

responsible only to themselves but also to society and the environment in which they operate

(Banerjee, 2007).

In the analysis of corporate social responsibilities of NGOs, there is the need to give a

basic distinction between profit-making organizations and NGOs. Whereas commercial

organizations focus on making money, NGOs aim at changing the lives of people and

making differences in difficult conditions. According to Werther, Jr. and Chandler (2011),

while businesses are largely responsible for creating wealth and driving progress within

society, government sets the rules and parameters within which society and businesses

operate. But beyond these, NGOs exist to do social good without seeking profits—they

reach into areas where politics and profits often do not go. Whereas most profit-oriented

organizations may carry out their social responsibilities to win the confidence of

customers and advertise their presence, NGOs would do that often to win the confidence

of their donors to win more funding. It should be noted however, that, whatever the

purpose, there is value maximization when the organization's goals and society's

expectations are aligned. This is what all organizations must seek to achieve. Indeed,

corporate social responsibility should be seen as both a social and moral responsibility for

the organization to fulfill if it has to thrive.

The NGO sector is seen to be increasing its corporate social responsibility due to the

retreat of the state (Aras and Crowther, 2010). Aras and Crowther (2010), note that,

NGOs apart from being socially responsible also cause other organizations to be

responsible to society and the environment in which they operate; usually acting as

advocates for society and the environment. Thus, the role of NGOs in societal welfare

cannot be under estimated.
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2.1.3.0 Understanding the Theory of Man in the Organization

Understanding the diversity of man helps in managing people effectively and efficiently. As

Williams (2003:460) puts it, "deep-level diversity matters because it can reduce prejudice,

discrimination, and conflict while increasing social integration". Knowledge of

dispositional and personality differences helps in knowing who to put in charge of what if

some results have to be achieved in the organization.

The criticality of the understanding of these personality dimensions is about the fact that

they "are related to honesty, trust, teamwork, persuasive abilities, job performance,

decision making, stress, heart disease, adaptability, promotions, interpersonal skills,

motivation, initiative, jolt satisfaction absenteeism, accidents, retaliatory behavour, mood

linkage, and management potential" (Williams, 2003;460) which are key to effective

organizational management. It is also worth knowing that the theory of man is highly

connected to the theory of motivation such that ignorance of it could be likened to pouring

water on the back of calabash since what motivates one does not motivate another largely

because of the differences in personality.

2.1.4.0 Theories of Motivation

Many theories of motivation have evolved and continue to evolve. These theories draw on

the analysis of individual differences in motivation as well as the dynamism of

organizational life in relation to organizational objectives. There has therefore been the

difficulty of arriving at one generally accepted model of motivation for all (Stoner, et al,

1995, Goss, 1997 and Kreitner, 2001). Kreitner, however, argues that, despite, the many

different theories of motivation that exist, four of them have been very pronounced and

influential. He identifies these as: Maslow's needs hierarchy theory, Herzberg's two-factor

theory, expectancy theory, and goal setting theory.

Maslow's need hierarchy

This theory is premised on the notion that human needs are relative in significance and that

people will always strive to satisfy the most pressing needs first before attending to the next

need on the list in terms of importance to them.
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Maslow categorized human needs into a hierarchy of five need categories: physiological

needs, security needs, social needs, esteem needs and self-actualization needs; arranged in

order of importance (Maslow, 1943 in Kreitner, 2001). Kreitner thinks this theory has

become popular possibly because it is straightforward and intuitively appealing. Tyson and

York (1996) add that human needs could be classified into higher needs and lower needs.

Fitting Maslow hierarchy of needs into this classification, Tyson and York say that

physiological, safety and love needs are basic or lower needs whereas esteem and the self-

actualization needs are higher needs. They point out two fundamental truths in their

analysis of Maslow's needs hierarchy theory of motivation; which are that higher needs do

not become operative until lower needs have been met and that a need once satisfied is no

longer a motivating force. Commenting on Maslow's motivation theory, Bennett (1994)

asserts that individuals pursue self-actualization needs when they have satisfied all other

needs but quickly escapes criticism by adding that only a few people ever reach this final

stage of Maslow's needs hierarchy. Managers need to know that human needs are not static

(they move up and down) and so Maslow's idea of human movement up a scale to get

needs satisfied does not always work for all people.

Herzberg's two-factor theory

Developed out of Maslow's motivation theory, Herzberg categorizes needs into two;

corresponding to the lower and higher levels of human goals and calling one group

"hygiene factors" and the other group 'motivators'. The 'hygiene factors' are factors in the

working environment which need constant attention in order to prevent dissatisfaction

whereas motivators are factors that promote satisfaction (Tyson and York, 1996).

Herzberg thus challenged managers to create a motivating climate and to make every

effort to enrich work (Herzberg 1968 in Kreitner, 2001). Tyson and York rightly argue

that Herzberg's two-factor theory is too generally applied with little account of individual

differences. They, however, side with Herzberg that motivation comes from within each

individual and that managers cannot truly motivate but can stimulate or stifle motivation;

which is indeed true.

1 8

www.udsspace.uds.edu.gh 

 

 



Stoner, et al (1995) in their study of this theory underscores the need for managers to

understand the differences between human beings when designing motivational

/M. approaches. The significance of this theory to motivation in organizational development

has also been alluded to by (Robbins and Coulter, 2003).

Expectancy theory

Robbins and Coulter (2003) hold to Victor Vroom's expectancy theory as the most

comprehensive and widely accepted explanation of employee motivation up to date. The

expectancy theory is founded on the belief that an individual tends to behave in a certain

manner based on the expectation that the behavour will be followed by a given outcome

attractive to him/her (Vroom, 1964 in Robbins and Coulter 2003).

Three relationships are drawn here by Robbins and Coulter: expectancy - performance

linkage; which they say the individual perceives as the level of performance attainable

by exerting a given amount of effort, instrumentality or performance - reward linkage: a

measure of the degree of individual performance which is instrumental in attaining a

desired outcome and valence or attractiveness of reward that looks at the value an

individual places on the expected outcome or reward that can be gotten on the job

(Robbins and Coulter 2003). Vroom's expectancy theory could be summarized as

expectancy + instrumentality + valence = the driving force that motivates an individual

to put in effort, achieve a level of performance and obtain rewards in the end. It stresses

the importance of individual's perception or expectation in the motivational process.

There is the need to constantly create in employees some sort of expectation that they

will strive to achieve by putting in some effort.

Goal setting theory

One other important way of motivating employees is to set for them goals to achieve

(Robbins and Coulter, 2003). Robbins and Coulter are of the view that setting specific

goals increase performance and that difficult goals when accepted, result in higher

performance than do easy goals. Kreitner (2001:403) defines goal setting as "the process

of improving performances with objectives, deadlines or quality standards".
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Locke and Latham (1984) have written extensively on this theory. It is premised on the

thesis that motivation is driven by goals/objectives that individuals set for themselves.

For Locke and Latham, the effectiveness of the theory rests largely on ownership of

goals, regular feedback on individual's performance, individual's commitment,

specificity of goals and the harmony between individual and organizational goals.

Managers who wish to apply the theory need to encourage individual

participation/involvement. More importantly, employee initiatives, guided by

organizational goals should be a central organizational practice. The caution, however,

is that unguided goal setting could lead to the diversion of organization focus/direction.
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From figure 2.1, it is conceived that functional NGO management boards are required to

ensure that NGOs become functional and responsible. The figure further indicates that

when NGOs have functional management boards, such boards will provide the NGOs

with effective leadership and good policy environment to operate. Functional and

responsible NGOs will be able to handle challenges of human resource management and

thus enhance the overall organizational responsibility in the human resource management

process. As part of the human resource management process, staff will be well trained to

be capable of managing conflicts. When the preceding situation holds, NGO workers will

become dynamic and motivated enough to be responsible in their job roles and be

motivated to perform. There will equally be quality employee development. Such

dynamic and motivated staff will be proactive and committed to high performance. There

will equally be enhanced employee welfare and staff participation in decision-making.

The expectant factors of the forgoing analogy are that there will be effective management

and employee relations. Conflicts will minimize for all stakeholders to benefit and

consequentially, there will be the development of goodwill towards the NGOs; both from

their internal and external environments. These expectant factors will feed back to

reinforce the NGOs to be more responsible and functional.

2.2.1.0 Management

Although the analysis of management only began in the late nineteenth and early

twentieth centuries, it has become a very important element in organizational

development. Tyson and York (1996) argue that management came about during the

industrial revolution of the first half of the nineteenth century when man exhaustively

exploited his fellow. Indeed, management has since undergone various stages of

transformation in meaning. The question of how far management has come regarding the

handling of human resource is let loose. This is perhaps due largely to organizational

differences and for that matter the differences in their approach to management of

resources, especially man. Of particular interest in this research is the application of some

management theories and practices that have been discussed earlier to the handling of

people within NGOs; considering the fact that there is always the element of individual

differences at play within the organization.
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The management of every organization is very crucial for its survival, growth and

development. So are NGOs. In fact, Green and Matthias (1997:175) agree "the actual day-

to-day processes of managing financial, human and physical resources within the NGO

may be no different from many for-profit or government organizations". According to

Bennett (1994:1) "all types of organizations—public or private, profit or non-profit,

government agencies, theatres, opera houses, educational institutions, sports and social

clubs, etc—need to be managed; else they collapse". The approach or procedure to

management as Green and Matthias would add however, differ from organization to

organization due to the differences in their orientation to the concept of management. It is

perhaps for this reason that management has been conceived and explained differently by

different scholars depending on their scholarly background. For example, Kreitner

(2001:5) defines management as "the process of working with and through others to

achieve organizational objectives in a changing environment". Kreitner concedes that

"central to this process is the effective and efficient use of limited resources" which is a

reality as resources of all kinds, more importantly, quality human resources are scarce and

delicate and therefore need to be put to effective and efficient use.

Turban and Meredith (1991:4) on their part, see management as "a process used to

achieve certain goals through the utilization of resources (people, money, energy,

materials, and space, time)". "Management is concerned with the deployment of material,

human and financial resources, with the design of organizations, their structure, and

development, their specification of objectives and choice of criteria for evaluating

organizational efficiency" (Bennett, 1994:1). For Bennett, management covers areas of

planning, coordination, motivation, controls and leadership and as well sets standards for

budgets and decision-making. Management thus initiates and monitors organizational

performances. Central to these definitions of management is the use of resources,

especially the human resource towards the achievement of a desired end, hence the

relevance of human resource management in the organizational set up.
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2.2.1.1 Levels of Management

Bennett (1994) classically, views management at three levels within any organizational set

up: Strategic Management Level, which he says, concerns deciding the general direction of

the organization and formulating the overall organizational policies, the Executive

(Tactical) Management Level which has to do with implementing/executing the strategic

decisions taken at level one by acquiring, deploying resources, allocating duties,

specifying secondary objectives, monitoring performance and reporting back to higher

levels of authority and the Supervisory (First Line) Management Level where supervisors

exist; acting as a link between management and other grades of employees to control

operations in the organization. NGOs, like other organizations operate at all these levels

where the human resource is key and the management of which greatly impacts on

organizational success.

2.2.1.2 Management Functions

There are several definitions to management and attendant functions. Management can be

split into five broad areas that make the managerial functions—planning and forecasting,

organization, command, coordination and control (Fayol, 1949). In Fayol's view, planning

and forecasting takes a look at the future and decisions taken today about the events that

are likely to occur. The division of work into units and the allocation of same to people

and departments is what he considers as organization. Fayol referred to the unification of

efforts in the organization as co-ordination whereas command is the issuance of

instructions to get targets met. For control, Fayol said it is about the setting of targets and

monitoring activities towards achieving these targets while taking remedial actions where

appropriate to address the issue of divergence from the targets. These functions are

fundamental to the operations of NGOs and need to be well understood by their managers

if they have to succeed.
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2.2.2.0 Motivation

The management of man as a resource in an NGO cannot be complete without the

understanding and application of motivation. Williams (2003:512) intimates "the process

of finding, developing and keeping the right people to form a qualified work force remains

one of the most difficult and important of all management tasks" and that motivation is

critical in this regard. Motivation, according to Tyson and York (1996:8) is "an inner force

that impels human beings to behave in a variety of ways". Relevant though this definition

is, it is somewhat limited in scope; implying only of forces that are inherent to the

individual. It ignores the fact that for many a time man is externally (extrinsically)

influenced to behave a certain way that he would not have behaved if left alone. Tyson and

York however, are right to point out that the concept of motivation is so difficult to

understand both in oneself and in others due largely to the extreme complexity of human

individuals and their differences. This argument of theirs affirms the view of Schein

(1970) regarding the diversity of man in motivation.

Schein (1970) in his theory of motivation identifies three categories of people: the

economic rational man whose motivation is based on the economic returns to his efforts,

the social man who feels motivated when given deserved social recognition and the self-

actualizing man whose motivation is derived from his accomplishment of a set task.

Bennett (1994:300) observes "motivation results from the drives, needs and aspirations

that determine behavior". For Bennett, the behavour of an individual is influenced by

drives, needs and aspirations. His use of the word 'drive' literally puts his definition of

motivation ahead of Tyson and York to include forces that could be external, given the

fact that he has not been very explicit in its use. A more detailed definition of motivation

is given as "a term used to describe those processes, both instinctive and rational, by

which people seek to satisfy their basic drives, perceived needs and personal goals which

trigger human behavior" (Cole 1995:119). This definition is all encompassing as it

captures the reality of individual difference by using the phrase those processes, both

instinctive and rational that could influence human behavior since different people are

motivated by different things. Motivation in an organization relates well with employee

performance. It induces commitment towards improving organizational performance.

2 5

www.udsspace.uds.edu.gh 

 

 



However, Stoner et al (1995) thinks that despite its significance, it is in short supply and in

need of periodic replenishment since it can easily be ignored or simply forgotten.

2.2.3.0 Man as a Resource to Manage

In their book "The Earth's Resources" Spilsbury and Spilsbury (2006:6) give a rather

skewed definition of resources limiting them only to "things the earth provides that people

need and use, such as energy, water and raw materials for making things". This definition

of resources ignores man as a resource. Human resource is regarded as all individuals who

fulfill one or more function of management (Sumpf, 2005). Sumpf adds that the human

resource embraces the individuals who control, form and develop the organization in any

way. The human resource is thus the employees of the organization. For Sumpf, employees

and their skills build up the human resource otherwise called the human capital of the

organization. He notes that these employees include those in management and non-

management positions of the organization.

How the human resource is perceived in a given organization usually reflects statements

made and actions taken about him/her. For instance, many organizations use the phrase

'our people are our most important asset' or something close to it, to acknowledge the

important role that employees play in organizational success" (Robbins and Coulter,

2003:306). Ivancevich (1998:5) buttresses this, arguing that "when an organization is

really concerned about people, its total philosophy, culture and tone will reflect this

belief'. The phrase "our people are our most important asset" has become a cliché, for

several years, amongst organizations (Higgs, 2002 in Pickford (Ed), 2003). Indeed, it has

been concluded that an organization's human resources can be a significant source of its

competitive advantage (Pfeffer, 1994 in Kreitner, 2001). In his analysis of human

resource management, Kreitner (2001:328) tries to bring out the value of human

resource. For him, people are valuable resources that require careful nurturing, hence the

contemporary shift from personnel management to human resource management by the

organization. He adds that human resource management is more people centered and

goes beyond "viewing labour simply as a commodity to be both exploited to exhaustion

and discarded when convenient".
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Despite this recognition, the reality is that, most organizations tend not to practice what

they say. Bilmes (2002) in Pickford (Ed), (2003:37) says "whilst companies pay lip

service to the importance of their people, in reality they invest in anything else...to

enhance performance." He adds that "the most obvious and overlooked source of

strategic advantage is to use people better". Despite the recognition of the human

resource as a valuable asset, just a few organizations recognize and practice such a

principle in their daily activities (Higgs 2002 in Pickford (Ed), 2003). The reason could

be that until recently, there had not been much evidence as regards the impact of people

management on organizational performance. There is the need for organizations to

recognize that achieving competitive success through people requires a fundamental

change in how managers think about their employees and how they view the work

relationship.

For Robbins and Coulter (2003:306), recognizing the human resource value "involves

working with and through people and seeing them as partners, not just as costs to be

minimized or avoided". The human being in NGOs should not only be seen as resource but

also handled as such.

2.2.4.0 An Organization

Kreitner (2001:260) defines an organization as "a cooperative social system involving the

coordinated efforts of two or more people pursuing a shared purpose". Barnard (1938:73)

on his part defined an organization as "a system of consciously coordinated activities or

efforts of two or more persons". Thus for Kreitner and Barnard, an organization is formed

when people gather and formally agree to put their efforts together for a common purpose.

Though Kreitner and Barnard have not commented on the purpose for which the group

coming together forms the organization, it is far from being a group for organized crime—

syndicate.

On the nature of organizations, Bennett (1994:109) says: "they are social groupings

contracted to achieve particular ends". Bennett adds that those contracted could be

categorized into two groups as core workers who are full-time permanent employees and
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who plan, take decisions and organize the work of casuals within the organization and

peripheral or flexible workers who are hired as and when required on short term and/or part

time contracts and so exercise little discretion over how they perform their duties.

2.2.4.1 Characteristics of an Organization

Organizations are identifiable with some features. Schein (1980) in Kreitner (2001)

identifies four of these characteristics which are common to all organizations:

coordination of efforts, common goal or purpose, division of labour, and hierarchy of

authority. These characteristics are consistent with those of (Bedeian and Zamnuto 1991

and Bennett, 1994).

The issue of coordination of efforts is captured clearly by both definitions of organization

above. Given the diversity in man, not one man can possess all the efforts required for all the

activities to be carried out for any goal. This thus requires that different individuals come

together to contribute their efforts to getting something done.

As regards common goal or purpose, Kreitner (2001) argues that coordination of efforts

is only possible when those who have joined together agree to strive for something that

is of mutual interest to them. Bedeian and Zamnuto say that it is the common goal or

purpose that directs the organization's efforts and focus.

By division of labour, Kreitner (2001) thinks that an organization can use its human

resources efficiently by systematically dividing complex tasks into specialized jobs for

individuals. By doing the same task repeatedly, one becomes proficient and is able to work

efficiently to achieve organizational goals.

Hierarchy of authority helps define roles and responsibilities within the organization that

make coordination of efforts easy. For Kreitner (2001), authority is about who has the

right to direct the actions of others and who is accountable to whom? Hierarchy of

authority delineates organizational function for employees that helps prevent conflicts.
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2.2.4.2 Classification of Organizations

Organization vary from one another by intent and purpose. Organizations of all forms are

created for specific purposes even though some of these purposes do sometimes overlap with

others. By their purpose, Blau and Scott (1962) in Kreitner (2001) classify organization into

four types: business organizations, nonprofit service organizations, mutual-benefit

organizations and commonweal organizations.

Business organizations are said to exist to make profits in a socially acceptable manner.

These organizations survive and grow on the profits they earn by efficiently satisfying

demand for products and services. Automobiles, restaurants and manufacturers of

electrical are examples.

Nonprofit service organizations both survive and grow without making profits. The measure of

their success is on how well they provide specific services for some segment of society. They

operate from donations, fees,

grants or appropriations which are usually unreliable. Nonprofit service organizations could be

private-sector or public-sector oriented. Public universities, welfare agencies, public hospitals

and NGOs are examples.

Mutual-benefit organizations exist to satisfy the interest of members. For instance, labour

unions and political parties, survive by striving to satisfy the self-interests and needs of those

who join.

Commonweal Organizations offer public services without earning profits in return.

Commonweal organizations differ from nonprofit service organizations. While the latter

provides service to segments of society, the former offer services to all members of a given

population. The Army, the police and fire service are examples of commonweal

organizations.
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2.2.4.3 Non Governmental Organizations

According to Hulme and Edwards (1996), the public image of NGOs has improved in recent

years. The rise of NGOs is not an accident; but a response to local initiatives and voluntary

action. They got on board economic and social development since the "association

revolution" in the late twentieth century and their numbers have since grown exponentially

(Hulme and Edwards 1996).

NGOs have achieved improved recognition and assistance for a number of reasons.

Their ability to reach poor people even from inaccessible areas, their representativeness

and close links with poor communities is commendable. Their participation skills and

their ability to fill in the gaps and as well serve as a response to failures in the public

and private sectors is very pronounced (Bratton, 1989 and 1990 in Hulme and Edwards

1996).

Hulme and Edwards observe that the extent to which the NGO succeeds depends on the

tradition for voluntary activity, levels of tertiary education and government policies, practices

and attitudes;

all of which can influence the capacity of NGOs to operate and grow. Voluntariness in this

case implies selflessness, altruism, compassion, a sense of dedication and service for its own

sake without expectation of reward for oneself

Contrary to this view, it should be noted that most NGOs have shifted away from the use

of volunteers to the use of paid staff for their operations to the extent that Hulme and

Edwards argue that they offer higher and more regular salaries, easier working

environment and more flexible management of resources thereby creating incentives to

professionals to move out of government to them.

Although Bennett (1994) asserts that in recent times non-profit organizations'

management techniques focus on target setting and human resources management, I

perfectly agree with Hulme and Edwards (1996) who are skeptical of how well NGOs

manage their human resource given their inclination to indigenous culture.
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NGOs cannot easily insulate themselves from the prevailing indigenous culture. Many

countries in the poor world contain strong hierarchical and authoritarian social forms,

often stemming from the authority structures within peasant households and associated

social practices such as relationships of dependence and deference. In the villages, these

are often referred to as patron-client relations. These patron-client relations are transferred

into official organizations, despite any appearance of rational, bureaucratic and objective

practices. Most NGOs are started by one or a few individuals who retain charismatic

control over the organizations at the expense of other staff. This is often reinforced by

donors insisting upon dealing with the executive director only. Staff will be recruited using

a leader's personal network, sometimes including immediate and extended family, but

certainly including friends (Hulme and Edwards, 1996). Promotions and advancement

within the organization will follow the same pattern, other things being equal. Many trivial

decisions will be pushed up to the top for resolution, through fear of giving offence; thus

ignoring the practice of human resource management practices all together, hence the need

for reexamination.

2.2.4.4 NGO Boards

Organizations, both private and public are mostly governed by boards of directors—often

simply referred to as the board; the membership of which is usually between 2 and 12.

Green and Matthias (1997:175) assert "whatever the actual structure of an NGO, almost

all NGOs will have some form of board". Members of these boards are often elected or

appointed by stakeholders. The boards serve as 'watchdog' to the operations of the

organization. Boards formulate policies and make sure they are implemented to achieve

organizational objectives. They are responsible for appointing top executives of the

organization, keeping the right organizational structure and maintaining effective

management (Green and Matthias, 1997 and BECMAN, 1997).

In most instances, employees have the opportunity to serve on these boards to participate in

deciding the direction of the organization. Bennett sides with this view saying that the

appointment of employees to company boards has become a common practice (Bennett

1994).
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It should be noted that every organization has its own laws that guide the operations of the

board and so boards differ in their composition. NGOs mostly operate with fewer board

members of between two and seven. It is important to note that how functional a board is,

determines how functional an organization can be.

2.2.4.5 Organizational Development

Cole (1996) has defined organizational development as "a strategy for improving

organizational effectiveness by means of behavoural sciences approaches, involving the

application of diagnostic and problem-solving skills by an external consultant in

collaboration with the organization's management". This definition goes to emphasize the

fact that every organization exists to achieve a set of goals through coordinated efforts of

its sub-system. And that it does so through the process of problem solving.

With organizational development, emphasis is on the improvement of organizational

efficiency through the modification of human behavour and technical development. In this

regard, employee motivation, involvement and commitment are very important to consider.

Some interventions of organizational development have evolved and make up the activities

designed to enhance organizational performance through the involvement of the members in

the organization.

According to Cole (1996) and Glassman and Cummings (1991), these interventions

include: organizational diagnosis, sensitivity training of employees, team building,

enhancing inter-group relationships and carrying out process consultations. Whilst an

organization may use just one of the interventions at a time, another may use two or more

simultaneously. Generally, however, all organizational development efforts are meant to

effect behavoural changes and encourage collective membership drive towards improving

organizational efficiency.
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2.2.5.0 Human Resourcing

Bossert (1990) in Green and Matthias (1997) argue that managers of NGOs tend to be

more visionary and energetic than their colleagues in other government departments and

that NGO management style and system often reflect their leadership than other types of

organizations. Green and Matthias (1997) though agree to Bossert's view, note that

leadership of the organization cannot operate without a nucleus of staff, hence the need

for effective human resourcing. The art of people management begins with recruitment

and selection of people into the organization. Giving their traditional view, Stoner, et al

(1995) observes that the human resource management process involves: human

resource planning, recruitment and selection amongst others. This goes to emphasize the

need for human resourcing in the organization if any other human resource management

practice has to work. The question, however, is how many organizations plan their human

resource needs, especially, NGOs which are generally known to be working with

volunteers (Green and Matthias, 1997)?

2.2.5.1 Human Resource Planning

Williams (2003:514) defines human resource planning "as the process of using an

organization's goals and strategy to forecast the organization's human resource needs in

terms of attracting, developing, and keeping a qualified work force". Human resource

planning is ensuring that there is the right number and kind of people in the right places,

and at the right times to effectively and efficiently perform assigned tasks. It assesses

current and future human resource needs and develops programmes to meet those

future needs (Robbins and Coulter, 2003 and Kreitner, 2001). As Stoner, et al

(1995:376) would say, human resource planning "is designed to ensure that personnel

needs are constantly and appropriately met".

Williams is right to assert that, "companies that don't use human resource planning or

that do human resource planning poorly may end up with either a surplus of employees

and have to use layoffs to correct the surplus or a shortage of employees that leads to

increased overtime costs and an inability to meet demand for the company's product or

service".
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Adding to this assertion, Stoner, et al (1995) are of the view that even though the need for

human resource planning may not readily be apparent, organizations that ignore it may not

meet either their personnel requirements or their overall goals effectively. Jones (1996)

who sees human resource planning to be directly linked to an organization's strategic

planning process thinks that the human resource planning process begins with a

consideration of the organization missions, strategy, and objectives. This is however,

hardly, the practice among many organizations.

In human resource planning, work force forecasting is necessary. This helps to predict

the number and kind of workers with specific skills and abilities that an organization will

need in the future (Atwater, 1995). Forecast could be internal or external. Internal

forecasts look at factors within the organization that affect the supply and demand for

human resources: finances, productivity, organization's mission, termination, promotion,

transfer, retirement, resignation and death of current employees amongst others. External

forecast examines factors outside the organization that affect the supply and demand of

human resource such as change in education, policies and competition. The method of

forecast could be a direct managerial input, best guess, and statistical/historical ratios.

For direct managerial input, straightforward projections are made by managers. With

best guess forecasting, managers assess current head count, plus a best guess of how

internal and external factors will affect that head count. Statistical/historical ratios use

statistical methods such as multiple regressions in combination with historical data to

predict the number and kind of workers a company should hire. The most frequently

used method is the direct managerial input with the statistical/historical ratio least used

(Williams, 2003; Stoner, et al 1995; Kreitner, 2001 and Major, 1993). It should be noted

that human resource planning is a challenging task today due to increasing competitive

environment and changing labour policies.

2.2.5.2 Recruitment

Closely following human resource planning is recruitment meant to ensure that the right

workforce is selected for the organization. It involves the art of finding qualified job applicants

or candidates in line with the human resource plan.
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The recruitment processes helps locate, identify, and attract capable applicants. In fact, it

is regarded as an organization gate keeping, operating at the interface of the organization

and the labour market (Stoner, et al, 1995; Williams 2003; Robbins and Coulter, 2003 and

Goss, 1997).

For Stoner, et al, recruitment is meant to provide a pool of candidates that is large enough

to let managers select the qualified employees as per their human resource plans and that

an organization's ability to recruit employees largely depends on its reputation, location

and the attractiveness of specific jobs on offer. This is true since qualified personnel may

decide to turn down job offers due to its unattractiveness in terms of location, reputation or

job nature. The situation is even worse where there are alternative jobs to choose from.

Williams (2003) stipulates that the recruitment process should begin by conducting job

analysis to get important information that relates the job on offer. The analysis becomes

the bases for writing a job description (basic tasks, duties, and responsibilities) and job

specifications indicating the knowledge, skills, and abilities needed to perform the job.

This helps to give a good picture of the job to applicants. Ideally, this should be the

practice in all organizations if the right workforce requirements have to be met.

However, it could hardly be said to be the practice in most local NGOs especially with their

patron —client relationships with management.

2.2.5.3 Selection

"Selection involves using application forms, resumes, interviews, employment and skills

tests, and reference checks to evaluate and screen job candidates for the managers who

will ultimately select and hire a candidate" (Stoner, et al, 1995:377). Selection as a means

of getting suitable workforce has become a core concern for many contemporary

organizations. This concern is to identify very specific forms of job performance potentials

since researchers have documented very large differences in individual job performance.

Selection thus involves screening job applicants to ensure that the most appropriate

candidates are hired (Goss, 1997).
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Selection is an exercise which seeks to predict which applicants will be successful

(perform well) on the criteria the organization uses to evaluate employees if hired. Some

selection tools usually employed are: psychometric testing, biotada and graphology

amongst others with interviews remaining the dominant technique in most selection

decisions. The task of managers is to ensure that any selection device they use to

differentiate applicants is related to job performance. Selection, if well done helps to find

the best available talent for organizational development. It prevents unfair discrimination

against any segment of society (IDS, 1991b in Goss, 1997; Robbins and Coulter 2003 and

Kreitner, 2001). In the selection process, organizations decide how attractive a job offer

should be, and job candidates decide if the organization and the job fit in their needs and

goals. This is to say that the process should be mutually decisive. Unfortunately however,

the selection process is often more one-sided such that when jobs are extremely scarce,

several candidates will be applying for each position giving managers the opportunity to

use a series of screening devices to identify the most suitable candidates for hiring. On the

contrary, when there is a shortage of qualified workers and/or when highly qualified

candidates are being hunted for by several organizations, managers will have to make their

offers more attractive (Stoner et al 1995).

In developing countries like Ghana, where unemployment abound, the former situation is

applicable with several people struggling for fewer existing jobs, requiring rigorous

screening. Stoner et al (1995:388) give a summarized version of the selection process in

table 2.1.
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Table 2.1 Steps in the selection process

S

Requests only information

that predicts success in the

job

Asks questions on

experience, salary

expectation, willingness to

relocate, etc.

Many include computer

software testing,

handwriting analysis,

medical and physical

ability.

Calls the applicant's

previous supervisor (with

permission) and confirms

information from applicant.

Conducted by the manager

to whom the applicant will

report.

Often performed by

company's medical doctor.

Offers a salary plus benefit

package.

3 7

1. Completed

application

3. Initial

interview

job Indicates applicant's desired

position; provides

information for interviews. screening

Provides a quick evaluation of

applicants suitability

3. Testing

4. Background

investigation

5. In-depth

interview

Measures applicant's job

skills and the ability to learn

on the job

Checks truthfulness of

applicant's resume or

application form

6. Physical examination Ensures

effective

performance by applicant;

protects other employees

against diseases; establishes

health record on applicant;

protects firm against unjust

worker's compensation

7. Job offer Fills a job vacancy or

position.

selection Finds out more about the

applicant as an individual
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Tyson and York (1996) are of the view that although selection is largely done from

outside the organization it is usually more advantageous to consider applicants from

within the organization since employers already know what knowledge and skills existing

employees have, their attitudes and personal attributes displayed in performing their jobs.

They also refer to the promotion of existing staff as another form of employee selection.

The employee selection process must ensure validity and reliability. Williams (2003) sees

validity as the process of determining how well a selection test or procedure predicts

future job performance by an employee. For Tyson and York (1996), reliability means

results of any selection device are consistent and do not vary with time, place or different

subjects. They argue that whatever test devices may be used, the selection process

invariably includes an interview and that most often it is the only method used. In Ghana,

interviews seem to be the only selection test device used.

2.2.6.0 Staff Performance Appraisal

Another critical component of the human resource management practice is appraising staff

performance mostly against predetermined laid down job evaluation criteria.

Stoner, et al (1995:377) have identified performance appraisal as one of what they refer

to as the seven basic human resource management activities; observing that it "compares

an individual's job performance to standards or objectives developed for the individual's

position". Thus, in performance appraisal, each employee's work is measured against the

performance standards or objectives established for his or her job. On his part, Williams

(2003) sees performance appraisal as having to do with the assessment of how well

employees are doing their jobs; adding that most employees and managers intensely

dislike it. In most organizations, promotions, transfers, demotions, and employee

separation are the direct outcome of performance appraisal (Tyson and York, 1996). This

shows how important this organizational practice is. In fact, performance appraisal serves

as the means through which managers ensure that employee activities and outputs are

congruent with the organization's goal and is central to gaining competitive advantage

(Noe et al, 1996).
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Performance appraisal was mainly a practice in the public sector of employment.

However, it has now become a common practice in the majority of work organizations in

both public and private sectors with a number of formal schemes/systems being widely

used (Tyson and York, 1996). Kreitner, (2001:340) even says that the "annual

performance appraisals are such a common part of modern organizational life that they

qualify as a ritual" and "as with many rituals, the participants repeat the historical pattern

without really asking the important questions, 'Why'? and 'is there a better way?".

The practice of appraisal is increasing both in absolute terms and in relation to the groups

of employees appraised; from being exclusively associated with managerial employees and

now spreading down in the line (Long 1986, Storey, 1992 in Goss, 1997 and IDS 1989 in

Goss, 1997). The nature of appraisal, however, is premised on two broad approaches:

judgment appraisal which relates to current performance in a particular job and

development appraisal which seeks to identify and develop a potential for future

performance (Goss, 1997).

2.2.6.1 Performance Appraisal Systems

Tyson and York (1996:129) have observed "the details of formal appraisal

schemes/systems used vary considerably depending on the purposes and preferences of

individual work organizations. These differences are reflected in terms of the format of

reports, degrees of confidentiality and openness, the appraisers, the level of participation

by those being appraised, and the nature of appraisal discussions between those appraising

and those being appraised". Robbins and Coulter (2003:321) have outlined seven basic

performance appraisal systems that are being used in most organization as follows:

Written essays: The written essay is a performance appraisal technique in which an

evaluator writes out a description of an employee's strengths and weaknesses, past

performance, and potential. The evaluator would also make suggestions for improvement.
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The use of critical incidents: focuses the evaluator's attention on those critical or key

behavours that separate effective from ineffective job performance. Kreitner (2001) calls

the effective and ineffective performances as superior and inferior performances

respectively. The appraiser writes down anecdotes that describe what the employees did

that was especially effective or ineffective. The key here is that only specific behavours,

not vaguely defined personality traits are cited.

Graphic rating scales: this is one of the oldest and most popular performance appraisal

methods. This method lists a set of performance factors such as quantity and quality of

work, job knowledge, cooperation, loyalty, attendance, honesty, and initiative. The

evaluator then goes down the list and rates the employee on each factor using an

incremental scale. The scales typically specify five points; for instance, a factor such as

job knowledge might be rated from 1 ("poorly informed about work duties") to 5 ("has

complete mastery of all phases of the job"). Noe, et al (1996) calls this system, the

attribute approach to performance appraisal which focuses on the extent to which

individuals have certain attributes such as identified by (Robbins and Coulter, 2003:321).

Behaviorally anchored rating scales (BARS) as sided by Kreitner is one increasingly

popular performance appraisal approach. These scales combine major elements from the

critical incident and graphic rating scale approaches. The appraiser rates an employee

according to items along a numerical scale but the items are examples of actual behavour

on a job rather than general descriptions or traits. Noe, et al (1996) refers to the BARS as

the behavioral approach to performance appraisal. It attempts to define the behaviors an

employee must exhibit to be effective in the job and assesses the extent to which

employees exhibit them. The behavioral approach is split into two—Behavioral

Observation Scale (BOS) specially defines all the behaviors that are necessary for

effective performance and rates the frequency with which the employee has exhibited

each behavior during the rating period. Organizational Behavior Modification (OBM):

entails managing the behavior of employees through a formal system of behavioral

feedback and reinforcement (Noe, et al, 1996). BARS vary but most of them have four

components. First, they define a set of key behaviors necessary for job performance.
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Second, they use a measurement system to assess whether these behaviors are exhibited.

Third, the manager or consultant informs employees of those behaviors, perhaps even setting

goals for how often the employees should exhibit those behaviors. Finally, feedback and

reinforcement are provided to employees (Robbins and Coulter, 2003).

Multi-person comparisons: compare one individual's performance with that of one or

more others. It is a relative, not an absolute measuring device. The three most popular

approaches to multi-person comparisons include group order ranking, individual ranking,

and paired comparison. The group order ranking also called forced distribution by Noe et

al (1996) requires the evaluator to place employees into a particular classification such as

"top one-fifth" or "second one-fifth." The individual ranking approach requires the

evaluator merely to list the employees in order from highest to lowest. Noe and et al

(1996) like Kreitner (2001), simply refers to this appraisal system as ranking. In the

paired comparison approach, each employee is compared with every other employee in

the comparison group and rated as either the superior or weaker member of the pair. After

all paired comparisons are made each employee is assigned a summary ranking based on

the number of superior scores he or she received.

Management by Objective (MBO): is also a mechanism for appraising performance.

Bretz, et al (1992:331) argues that MBO has so far been "the preferred method for

assessing managers". With MBO, employees are evaluated by how well they accomplish a

specific set of goals that have been determined to be critical in the successful completion

of their jobs. Kreitner (2001) explains that the evaluation under this condition is done

based on objectives set on earlier dates.

The 360 degree feedback is an example of what Kreitner calls multirater appraisals. It is a

performance appraisal method that utilizes feedback from supervisors, employees and co-

workers. In other words, this type of review utilizes information from the full circle of

people with whom the manager interacts. Users of this approach caution that, although it

is effective for career coaching and helping a manager recognize his or her strengths and

weaknesses, it is not appropriate for determining pay, promotions or terminations.
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Noe, et al, (1996) conclude that for any of the systems used to appraise performance, it is

of great significance to decide whom to use as the source of the performance measures or

source of information for the appraisal exercise. For Noe, et al (1996), five primary

sources are available: supervisors, peers, subordinates, self and customers. The choice of

any of these depends largely on the job and appraisee under consideration. It is more

reliable when more than one source is used to gather the information.

Indeed, it is very necessary to ensure that the performance appraisal system chosen elicits job

performance that is congruent with organizational strategy, goals and culture if the evaluation

has to be relevant. It should also be emphasized that a performance measure is deficient if it

does not measure all aspects of performance.

2.2.6.2 Performance Appraisal and Organizational Development

Performance appraisal establishes an explicit relationship between organizational

objectives and the performance of individual employees. It involves a process of setting

objectives, assessing performance against these objectives and allocating rewards

according to performance. Here, both results (performance) and the process through

which they are achieved are emphasized for the purposes of improvement. This way,

performance appraisal does not only help to meet organizational objectives, but also,

simultaneously build employee motivation and commitment as it creates a climate that

facilitates and rewards efforts in a fair and transparent manner leading to enhanced

organizational performance (Goss, 1997).

Tyson and York (1996) point out that performance appraisal identifies good and bad

employees for the purposes of employment, advancement, promotions, demotions,

transfer, rewards, inefficiency or disciplinary procedures; all for the good of

organizational development. In fact, performance appraisal feedback develops and

enhances communication and relationships between managers and their staff.
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Again, the feedback if properly packaged helps employees to develop themselves through self

analysis, self-reliance and the search for solutions to their own problems (Tyson and York,

1996).

Indeed, performance appraisal plays the coordination function of management. However,

even though, Kreitner, (2001:340) has noted: "annual performance appraisals are such a

common part of modern organizational life that they qualify as a ritual", its

implementation, could be difficult among organizations with weak legal defensive

framework regarding its practice and especially, among NGOs that are patron-client

centered in their approach to management, more particularly in countries like Ghana

where the issue of quality assurance in the discharge of duty is problematic.

Performance appraisal evaluates individual's job performance as a basis for making

objective personnel decisions that help to deal with personnel conflicts (Dulebohn and

Ferris 1999). Komaki, et al (1983) in Noe, et al (1996) summarizes the purposes of

performance appraisal into three:

The first is strategic purpose in which performance management links employee

activities with the organization's goals usually by defining the results, behaviors and to

some extent, employee characteristics that are necessary for achieving that strategy, then

developing measurement and feedback systems that will maximize the extent to which

employees exhibit the characteristics, engage in the behaviors and produce the results to

achieve this strategic change. Komaki, et al (1983) in Noe, et al (1996) observes

however, that those performance management systems do not commonly achieve this

purpose.

Administrative purpose: this is where organizations use performance management

information (performance appraisal, in particular) in many administrative decision

such as salary administration (pay raises), promotions, retention/termination, layoffs,

and recognition of individual performance. Despite the importance of these decisions,

managers feel uncomfortable evaluating and feeding those evaluations back to the
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employees. They tend to rate everyone high or at least rate them the same and as a result, the

performance appraisal information becomes relatively useless.

Developmental purpose: according to Komaki, et al (1983), the aim here is to develop

employees who are effective at their jobs and improve the performance of those not doing

well. The feedback given during a performance evaluation process often reveals the

employee's weakness and the causes of these deficiencies. For example, a skill deficiency,

a motivational problem or some obstacle that is holding the employee back. Giving high

ratings to all employees enables a manager to minimize conflicts but then, the

developmental purpose of the performance management system is not fully achieved.

2.2.6.3 The Problem of Appraising Employee Performance

The list of alternative performance appraisal techniques is long and growing. However,

many of them are too simplistic, invalid, and unreliable and therefore cannot accurately

measure what they are supposed to measure. Some other techniques are so complex that

they are impractical and burdensome to use (Kreitner, 2001). Organizational goals can

hardly be specified in detail and reduced to measurerable individual objectives thereby

making appraisal difficult. On this basis, appraisees sometimes feel they are being

unfairly assessed and sanctioned. The result is appraisee dissatisfaction and hence

organizational conflicts leading to low organizational productivity (Goss, 1997).

Objectivity is less achieved in most performance appraisals with many superiors using it

as a powerful instrument of managerial control to identify, coerce and eventually dismiss

union sympathizers (Goss, 1997). The issue of acceptability of the performance appraisal

results is another bone to content with which often carry with it some legal implications

involving those appraised and the appraiser organizations (Noe, et al, 1996).

According to Goss (1997), when performance appraisal and pay are closely linked, the

pay issue usually will overshadow all other purposes of the performance appraisal

with the tendency for employees to withhold negative information about performance,

influence appraisers, set lower and more conservative goals rather than improve their
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overall performance. Also, appraisers may be tempted to over-rate employees if they think

that adverse financial consequences may result. This is indeed, a reality.

2.2.7.0 Organizational Conflicts

Conflicts are part of human life such that people can hardly exist anywhere—home, work or

even at a place of worship without conflicts. "Conflict is an ever-present feature of modern

life" and "an unavoidable aspect of organizational life" (Kreitner and Kinicki, 2004:485).

Conflicts are not always negative.

Bennett (1994) is right when he says that conflicts can spur initiative, create energy for

competition and stimulate the formulation of new ideas even though it can also cause the

misdirection of efforts against workmates rather than towards the realization of the

organization's goals. In this regard, Kreitner and Kinicki (2004) add that while most

organizations aim to minimize conflicts for negativity, the best organizations have always

learnt to harness it to spur creativity and development.

Wall and Callister (1995: 517) define conflict as "a process in which one party perceives

that its interests are being opposed or negatively affected by another party". By this

definition, the source of a conflict can either be real or imagined. Forsyth (1999: 236) on

his part says that conflict implies "disagreement, discord and friction that occur when

actions and beliefs of one or more members of a group are unacceptable and resisted by

another". For every conflict situation, there is an element of disagreement over interest—

power, status, a resource or any other scarce value. Marfo (unpublished, pp10) provides a

workable definition of conflict as "a social activity, a manifestation of perceived and

objective incompatibility by a person or persons or group of persons over interest, values,

needs, data and relationships, which may result in the destruction of an opponent or self".

Opposed to this argument however, is the fact that conflict does not always lead to

destruction as pointed out earlier.

It is worth noting that the resolution of most conflicts ends with third parties. Thus, the

discussion of conflicts cannot be complete without tackling the conflict triangle.
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It refers to a situation whereby two parties having a problem fail to address it directly with

each other and instead, one of them gets a third party. Third-parties need to be skillful if they

have to succeed in resolving conflicts.

2.2.7.1 Conflicts and Organizational Development

Two main types of conflicts are noticeable and common in the work place. Conflicts

emanating from issues relating to authority struggle and those between and amongst the

execution of functions as is often manifested in interpersonal disputes (Bennett, 1994).

Whether based on authority struggle or on the execution of functions, Kreitner and

Kinicki (2004) in categorizing conflicts focus on how they affect the organization's

interest. Conflicts that support the goals of the organization and improve performance are

termed functional or constructive or cooperative forms of conflict. Kreitner and Kinicki

argue that functional conflicts benefit or support the main purposes of the organization.

An example of a functional conflict could be a disagreement over the choice of which

alternative is best for achieving an organizational goal. Such a disagreement will bring

about critical thinking leading to arrival at the best of all available options.

Kreitner and Kinicki identify the second type of conflicts as dysfunctional or destructive

which they say are types of conflicts that hinder organizational performance and as such

are undesirable, hence the need for efforts to eradicate them or at worse, reduce them.

Kreitner (2001) opines that cooperative conflicts are based on win-win negotiating

attitudes and serve as tools for avoiding groupthink.

Dysfunctional conflicts take the form of strikes, confrontation, and various forms of

withdrawal of co-operation by workers in furtherance of their claims. For Tyson and York

(1996:234) "high labour turnover, absenteeism, high accident rates due to inattention,

poor training and customer complaints could also be regarded as implicit conflicts in the

sense that they are indicative of at least a lack of interest or motivation to work and at

worst animosity towards the organization and what it represents. All conflicts of

dysfunctional nature impede organizational growth and development.
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Not only do dysfunctional conflicts lead to waste of productive working hours, they tarnish

the public image of the concerned organizations; reducing the goodwill the public has for

them.

2.2.7.2 Handling Labor Related Conflicts

Conflicts could be constructive with such desired outcomes as equitable and fair

agreements, stronger relationships between conflicting parties through the building of

bridges of goodwill and trust for future use and enhanced self-awareness and creative

problem solving experience (Bennett, 1994). Unfortunately, most conflicts turn out to be

dysfunctional; plagued by apathy, lack of creativity, indecision, and missed deadlines. In

their extreme end, conflicts erode organizational performance, breed dissatisfaction, lack

of teamwork, and increased turnover (Kreitner and Kinicki, 2004).

In Ghana, most organizational conflicts could be said to be dysfunctional and usually lead

to reduced organizational performances and high labour turnover especially, in the

informal sectors of the economy where organizations are owned by individuals.

Occupational mobility of labour in Ghana could partly be attributed to organizational

conflicts; a situation that denies employees the opportunity to specialize on a job through

long service. This throws a challenge to managers who lead teams towards achieving

organizational goals on the need to critically examine how to handle conflicts by not only

controlling dysfunctional conflicts but also to spur up functional conflicts for

organizational growth.

Negotiation is said to be the commonest and the most widely used of all conflict

resolution techniques. Negotiation is a give-and-take decision-making activity that

engages interdependent parties with different preferences. By this activity, the parties

agree on what each will give and take. Its scope spans all levels of human interaction;

between and amongst individuals, organizations and nations. Organizations negotiate

wages, hours and working conditions of employee (Kreitner, 2001; Kreitner and Kinicki,

2004 and Neale and Bazerman, 1992).
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Two types of negotiation are identified by Kreitner (2001) as two-party and third-party

negotiations. It is two-party negotiation when the issue is handled sorely by the parties

concerned but becomes a third-party when a party external to the issue is brought aboard

the process. Distributive and integrative negotiations have however been labeled by

Kreitner and Kinicki (2004) as the two basic negotiation types. For them, the distributive

negotiation usually involves a single issue in which one party gains at the expense of the

other party. But where there is more than one issue at stake, and each party values the

issues differently, we can talk of integrative negotiation.

Rather than wait to resolve conflicts when they occur, Bennett (1994:288) believes in

minimizing their occurrences and has thus suggested the improvement of team spirit, the

improvement of the flow of information through the organization and regular employee

counseling as the ways out. Bennett's suggestion is apt. By improving the organization's

team spirit, Bennett believes that members of different groups will interact and that this

will lessen intergroup conflicts. Bennett argues further that adequate flow of information

will increase understanding of organizational activities and prevent misunderstanding by

reducing the impact of the grape-vine and make it easier for employees to voice

suggestions for problem solving. He adds that frequent counseling also helps to identify

and deal with workers problems; all of which help to minimize conflicts to ensure

increased organizational performance.

2.2.8.0 Commitment and Employee Participation

2.2.8.1 Commitment

Employee commitment is central to the wellbeing of almost every organization and so

should be a central focus of human resource managers. Commitment is concerned with the

ability of a workforce to perform continuously to its maximum capacity. Two types of

commitment are distinguishable: behavioral and attitudinal (Goss, 1997). For Goss,

inducing behavioral commitment involves manipulating organizational conditions to get

employees to do what management wants and when it wants it without resistance.

Consistent with the 'hard' or 'instrumental' human resource management, it is all about

behavioral compliances with minimal concern for subjective attachment.
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Attitudinal commitment is consistent with 'soft' or 'humanistic' form of human resource

management. That is, though, it requires compliance, it does so through a positive and

mutually consensus manner and enhanced through participation and involvement. Here,

commitment is willingly given and not extracted under coercion. Lowe and Oliver (1991)

in Goss (1997) observe that the attitudinal commitment model involves multi-skilling,

flexible organizational structures, horizontal communication flows and a high level of

employment security. Managers seeking employee commitment should strive to avoid

extremes since both of them have negative implications for the organization.

For Randall (1987) in Goss (1997:88), "the negative effects of low commitment can

range from high labor turnover, high absenteeism and poor performance to sabotage".

And that the negative effects of high levels of commitment include the stifling of

individual creativity and innovation, resistance to change and high levels of stress; all of

which negatively impact on organizational performance.

2.2.8.2 Securing Employee Commitment

There is less agreement over how commitment is to be secured. Yet commitment is not

something that can be easily or unproblematically harnessed to achieve predictable and

determinate outcomes (Goss, 1997). Behavioral commitment is induced by direct or indirect

economic coercion by which employees are forced to comply to avoid undesirable

consequences.

The implication is that in time of labour shortages, the tide could turn such that it

becomes difficult to force employees to give of their maximum capacity since they can

easily quit the organization to join another. A similar situation could happen when

dealing with employees with special skills who are equally needed by other

organizations. In fact, attempts to induce behavioral commitment could cause their exit.

Securing attitudinal commitment should be important to organizations that seek to retain

and sustain employee performance. This is so because the mode of inducing it is equally

a form of employee motivation. The more employees are involved and made to

participate, the more they willingly will strive to perform to their maximum capacity.
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Salancik (1977) in Goss (1997) is of the view that to secure any form of employee

commitment, let him take the credit and or blame for his action.

2.2.8.3 Participation

Employee involvement otherwise called participation in some circles in management

decision-making is not an uncommon term. Bennett (1994) argues that employee

involvement in management decisions has been a common practice for many years and is

most often legally necessary. The level and extent of participation, however varies from

organization to organization usually depending on the value placed on it by the concerned

organization. Tyson and York (1996) affirm this assertion saying "there is a general

correlation between an organizational type and the type of involvement".

Etzioni (1975) in Tyson and York (1996) in line with this view of organization—involvement

correlation, identified three types of organizations premised on their lines of authority and

their corresponding individual involvement types as in table 2.1.

Table 2.2 Organizational type and type of individual involvement

Organizational type Type of individual involvement

Coercive Alimentative

Utilitarian Calculative

Normative Moral

Source: Etzioni (1975) in Tyson and York (1996).

Etzioni likened the coercive organization type to such units as prisons, mental hospitals

and military where members join simply because they are compelled to do so. For Etzioni,

this type of involvement lacks psychological overtone and like it is with behavioral

commitment often breed resentment with little motivation if any.
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The utilitarian type of organization compares with industry which relies mainly on economic

rewards where members join primarily to satisfy their economic and related needs. Such

organizations are cherished by people who Schein refers to as the 'economic rational people'

who will do nothing except it has an economic reward. Here, higher rewards induce

attitudinal employee commitment.

Etzioni's normative organizational type fits in well with voluntary service organizations,

religious, welfare, political, professional associations and NGOs. According to Etzioni,

members in these organizations place a high value on organizational objectives than

personal interest and that involvement in these organizations is based on personal volition

and thus has a high level of employee commitment that positively impacts on

organizational growth and development.

Etzioni's compartmentalization of the organization is too distinctive to reflect reality since

organizations of all kinds have at least some form of commonalities that apply controls on the

choices of employees regarding what to do and what not to do.

Whereas his coercive organization type cannot only have people compelled to join as in

the case of military as he claims, his assertion regarding the attitude of members of the

normative organization really might not be apt since most individuals will always put

personal interest ahead of organizational goals. In the case of the military, some people

join out of interest and for his utilitarian type of organizations such as the industry, people

do not always join solely for economic returns, but also, for such reasons as prestige and

social recognition.

Kreitner (2001) notes that employees may participate in: setting goals, making decision,

solving problems, and designing and implementing organizational changes and that this

empowers and motivates employees to assume greater control of the workplace.
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2.2.8.4 Employee Involvement Techniques

Employee involvement practices have been classified into four by Marchington, et al

(1992) in Goss (1997: 90) as downward communication (such as team briefing), upward

problem solving (such as suggestion schemes, attitude surveys and quality circles),

financial measures and representative mechanisms. These categorization forms the bases

for outlining the employee involvement techniques Goss discusses below:

Team briefing is a widely-used downward communication strategy (Storey 1992 in Goss,

1997: 90) operated by line management to ensure that all employees know and

understand what they and others in the organization are doing and why. Team briefing

makes it possible for leaders and their teams to get together in groups on a regular basis

to talk about things that are relevant to their work. It promotes group accountability,

increases commitment through feedback on performance,

prevents misunderstanding by reducing the impact of the grape-vine' and improves upward

communication and makes it easier for employees to voice suggestions for problem solving.

Team briefing thrives on trust between management and workforce and the culture of

openness and honesty.

Suggestion schemes involve inviting employees to submit relevant ideas to improve

organization performance. These are innovative and help cut cost of decision making.

Suggestion schemes also involve employees in the search for improvement schemes that

encourage a climate of change in the organization (IDS, 1991b in Goss, 1997). Suggestion

schemes contribute to commitment especially when management reciprocates employee

involvement and puts into practice ideas which have emanated from outside managerial

channels. The complications with suggestion schemes include deciding who can participate

and what ideas are acceptable and the type of award that is made. Participation could be

limited if eligibility is limited but a blanket coverage could make suggestions less

manageable and irrelevant.
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Goss observes that attitude surveys are used to solicit employee opinion by giving them

the opportunity to express their views through such surveys. Attitude surveys help to

generate employee commitment and raise their morale. Attitude surveys objectives are

realized when employees have the opportunity to express their opinions and management

acts on them. The challenge is whether management is able to act on the views expressed

by employees.

Quality Circles and Total Quality Management: quality circles (QCs) usually involves a

group of employees meeting frequently and voluntarily to solve work-related problems

of their own identification and where possible, implementing solutions. Group members

will often invite managers to contribute their views. Quality circles can improve the

quality and reliability of products and or services of an organization, boost employee

morale and commitment, enhance employee problem solving ability and save cost of

decision making (Ramsay 1991). The problem with quality circles is that they often fail

since they are hardly institutionalized. Total Quality Management (TQM) is an extended

form of quality circles that makes employee involvement more purposeful. Here, groups

and teams work as part of normal working practice for all employees and not on

voluntary terms to deal mostly with issues identified by management. Total Quality

Management achieves results quickly and easily and so is an effective source of

commitment that instills in employees a sense of achievement.

2.2.9.0 Employee Welfare

Though often used interchangeably with rewards by some scholars, welfare is not the

same as rewards. Whereas rewards can conveniently be equated to direct returns on work

in the form of wages or salaries, welfare benefits include virtually any kind of

compensation other than direct wages and salaries paid to employees (Bloom, 1999). This

means that welfare benefits are extras to employee's pay. "Welfare generally, refers to

polices directed at aspects of employees well-being" and is a "part of reward and

development packages (e.g. holiday entitlement, sick pay, access to education, job

satisfaction and increased entitlement)" (Goss, 1997:101). Goss's view is highly classical

and could hardly be practicable in most Ghanaian organizations. Goss laments however,
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that essential though welfare is to organizational development, it has received less attention

than other areas within human resource management. This he says is probably

IAA due to organizations' inclination to traditional personnel management than human

resource management which is more business focused than welfare.

2.2.9.1 Welfare Schemes

A wide range of welfare benefits are on offer by organizations seeking to attract and retain

a good workforce. They include retirement plans and pensions, paid holidays, paid

vacations, sick leave, health insurance, life insurance, dental care, eye care, daycare

facilities, paid personal days, legal assistance, care for the stressed, physical fitness

facilities, educational assistance, grant of loans, canteen services, counseling and discounts

on organizational products and services (Williams, 2003; Tyson and York, 1996 and

Stoner, et al, 1995). Welfare thus connotes care for employees relative to organizational

needs since poorly nourished employees are unlikely to achieve organizational objectives.

Williams (2003) categorizes welfare schemes into financial and nonfinancial which Stoner,

et al (1995) say foster teamwork, commitment and job satisfaction and enhances the

achievement of organizational goals. The practice of any of these welfare schemes depends

largely on an organization's welfare policies.

While some organizations may not practice any of these schemes, other organizations

including NGOs, especially, those in good organizational standing, practice a wide range of

them depending on the premium they place on them and on the bases of the existing legal

framework.

Note however, that, the institution of some of these schemes could also have negative

implications. For instance, I strongly agree with Tyson and York (1996) that sick pay

schemes sometimes influence those who are not genuinely ill to stay at home once there

is no threat of losing their earnings. There is therefore the need for managers to take

caution on how these schemes are operationalized if the rationale for instituting them has

to be realized.
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Today, it has become common to find welfare associations formed by employees of

organizations to either cater for their total welfare needs where the organization does not have

such schemes in place or to supplement existing organizational welfare schemes. Welfare

schemes pursued by the welfare associations themselves as is common in Ghana are usually

social welfare schemes such as funeral and wedding welfare schemes.

A special mention needs to be made of employee separation and sexual harassment as

critical welfare issues that need management attention in today's organization. Employee

separation covers the loss of an employee for any reason; voluntarily or involuntarily.

Either way, whether an employee decides to quit or retire or is laid off by his employer, it

needs to be done with care and in a less hurtful way to avoid legal implication. In fact

laying off an employee should be the last resort and should be preceded by warning,

reprimand, probation, suspension, disciplinary transfer, demotion and discharge (Stoner,

et al, 1995 and Williams, 2003).

2.10.0 Summary

There is a consensus in the literature about the need for all organizations to be well managed.

Also key is the fact that, in terms of principles, there is no much difference in the

management of NGOs and governmental or for-profit organizations. The tenets of human

resource management—motivation, human resourcing, staff performance appraisal,

organizational conflicts, commitment and employee involvement and employee welfare

applicable to other forms of organizations are also applicable to the NGOs.

Robbins and coulter (2003) assert that not only do effective human resource management

practices serve as part of organizational strategy and contribute to its competitive

advantage but also impact significantly on its performance. Pfeffer (1994) in Kreitner

(2001) believes that people-centered practices can enhance organizational profits and

lower employee turnover.
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The challenge is that only a few organizations practice these values. According to Pfeffer

(1994) in Kreitner (2001), only about 12 percent of today's organizations are people-

centered and so practice some of these values. This is probably because of organizational

constraints or because of the little value they place on human resource management

generally or better still, their attachment to traditional personnel management.

In Ghana and in Africa in general as evidenced by the literature reviewed, there is little

written on the concept of human resource management. Whereas there is abundance of

foreign publications to review on the study, it has been very difficult to locate locally

written materials on the topic. This, however, does not point out that our local

organizations do not practice human resource management nor does it suggest there are

no local scholars in the area. Notably, this calls for vigorous exploratory research into

the concept of human resource management as it is a key factor in organizational

performance.

5 6

www.udsspace.uds.edu.gh 

 

 



CHAPTER THREE

RESEARCH METHODOLOGY

3.1.0 INTRODUCTION

This chapter examines the approach to data gathering in the research process. As

Sarantakos (2005:30) puts it, "methodology is a research strategy that translates

ontological and epistemological principles into guidelines that show how research is to be

conducted. In other words, methods are instruments employed in the collection and

analysis of data". It is very critical in ensuring the reliability and validity of findings. For

Sarantakos (2005:30), methodology occupies a central position in the research process.

This is so, because unlike it is in the physical sciences where findings are based on

rigorous laboratory process, the social scientist faces the problem of precision in dealing

with human beings who are most variable among all variables. For this reason, the choice

of methodology needs to be given the needed attention in helping to check and detect

inconsistencies of findings. Twumasi (2001) has said that the choice and use of the

appropriate approaches in social research helps in collecting reliable and valid data that

can favorably compare with those obtained from physical/biological research. Ghosh

cautions that, the methodology should be 'research purposed' dependable and appropriate

in arriving at a logical conclusion (Ghosh, 1992).

3.2.0 RESEARCH DESIGN

According to Jahoda, et al

(1962:30), "a research design is the arrangement of conditions for collection and analysis

of data in a manner that aims to combine relevance to the research purpose with economy

in procedure". Thus, it serves as a guide as regards how to go about the research work. For

Ghosh (1992), such a design is based more or less on some methodology providing

guidelines as to the purpose of the study, the type of data required, sources of data, scope

of the study, methodology of the study and data analysis amongst others. Flick (2002)

opines that, the design of research could be qualitative, quantitative or a combination of

both, which Johnson et al (2007:123) call the "mixed research design".
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This study employed both quantitative and qualitative designs in the collection and

analysis of data. Referred to as the Mixed Research Design, it is defined by Johnson, et

al (2007:123) as "the type of research in which a researcher or a team of researchers

combine the elements of qualitative and quantitative research approaches (e.g. use of

qualitative and quantitative research viewpoints, data collection, analysis, inference

techniques) for both broad purposes of breadth and depth of understanding and

corroboration". While the quantitative design is inferentially statistical and therefore

reliant on figures and for that matter measurements, qualitative research design draws

more on description in its approach. In this study, some quantitative techniques used

were surveys (survey questionnaires) for data collection by sampling respondents and the

use of Statistical Package for the Social Scientist to analyze and organize data.

Qualitative techniques used in the data collection stage were interviews and observation.

At the analysis stage, summaries and drawing of themes were employed. The two when

used together play the role of complementing each other since no research is completely

descriptive or statistical.

Neuman (2003) holds the view that when both methods are used effectively, they yield

better results in the investigation of a social phenomenon. It is worth noting that though

this study draws on both designs, it leans more on the qualitative research design; a

decision informed by what Sarantakos (2005:134) outlines as factors in favour of

qualitative methodology. It is an explorative study that is based on the inadequacy of

knowledge on the subject. It studied reality from inside. That is, understanding it from the

viewpoint of the subject. The study object is complex and has very much need for

qualitative methods. It captured reality 'as it is', that is in an interaction. Presentation of

information gathered is not numerical or formulae inclined but are detailed in descriptive

form. The study approached reality without preconceived ideas and assumptions.
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3.0 PRIMARY DATA COLLECTION TOOLS

Often used interchangeably, data collection tools/instruments/techniques/methods refer to

the specific means by which data is generated in the research process. According to

Twumasi (2001), the use of more than one of these tools in a given research work is

necessary if the researcher wants to evaluate his data sources to detect inconsistent

answers. Added to this assertion, the use of multiple tools helps in validating findings. In

the collection of primary data for this study, surveys (survey questionnaires), interviews

and observations were the tools used.

3.3.1.0 Survey

Survey is "a method of collecting data in which a specifically defined group of

individuals are asked to answer a number of identical questions" (Baker, 1994:172).

Baker adds that, it is the answers to these questions that form the data set of a study.

Survey is the most commonly used data collection method in social research, especially,

when dealing with large samples since it helps reach many respondents within a short

space of time. It is quantitative oriented and most often is useful when the data required

is more general than specific (Baker, 1994; Twumasi, 2001 and Sarantakos, 2005).

Specifically, the door to door survey approach (reaching respondents from their location)

was used for this study.

The survey questionnaires enabled me gather general views/information on human

resourcing of NGOs, how staff performance appraisal systems affect the overall growth

and development of NGOs in Techiman Municipality, the approaches that are used in

handling labour related conflicts among NGOs in the Municipality, the factors that

engender commitment and employee involvement in the management of NGOs in the

Municipality, how NGOs handle welfare issues of their employees in the Municipality,

the practices considered essential in effective human resource management and on some

conceptual issues of the study. The usefulness of surveys in this regard is in line with the

view of Osuala who believes that surveys are very helpful in uncovering beliefs,

opinions, attitudes, motivations and behavours of people from which implications are

drawn (Osuala, 2001:254-255).As Osuala, argues,
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surveys rarely study whole population due to the difficulty in having to attempt to study the

entire universe. They therefore draw on studying samples from which inferences are made of

the population (Osuala, 2001).

In conducting the surveys, questionnaires were administered to 65 respondents out of an

estimated population of 127 [110 of whom are board members and staff and founder

leaders/executive directors of 11 of the 22 registered NGOs in the Techiman Municipality

(that is 5 board members and 5 staff and founder leaders/executive directors of each

NGO), 15 being executives of three NGO networks in the Brong Ahafo Region and two

being the Techiman Municipal Director and the Deputy Director of the Department of

Social Welfare]. Of the 65, 54 of them were picked from 11 out of the 22 NGOs in the

Municipality. The 54 respondents comprised five respondents from 10 of the organizations

made up of one board member, the executive director/founder leader and any other three

employees and also four respondents (less a board member) from one of the 11 NGOs

sampled which had no governing board of directors. Of the remaining 11 respondents for

the surveys, nine were executives drawn from three NGO networks in the region of the

study area with the remaining two respondents being the Director and the Deputy Director

of the Department of Social Welfare in the Techiman Municipality. Questionnaires

administered were both structured and semi-structured.

3.3.2.0 Interview

"An interview is a method of field investigation whereby the researcher meets respondents

and through the interaction asks specific questions to find answers to his research

problem" (Twumasi, 2001:35). It is a social encounter in which one person asks questions

for another to provide answers. An interview is a research method commonly used for the

study of human behavior. By an interview, the researcher can imaginatively enter into the

life of comparative stranger (Ghosh, 1992 and Young, 1949).

Though interviews take after the form of questionnaires, they are verbally administered and

are very useful in generating specific and in-depth qualitative data on the problem of study

(Baker, 1994: Twumasi, 2001 and S arantakos, 2005).
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For this study, semi-structured interviews were employed to solicit respondents' views on

the problem. Semi-structured interview is a form of interview in which the researcher

adopts an interview structure that is flexible with minimal restrictions which in most cases

takes the form of guide rather than rules (Sarantakos, 2005).

According to Flick (2002:91), "it is characteristic of these interviews that more or less

open questions are brought to the interview situation in the form of interview guide" and to

which the interviewee is expected to answer freely. This gave me the opportunity to adjust

to and appraise given research points to make findings more valid and reliable. The sample

for interviews in this case was quite sizeable, making it possible to explore for details and

clarity of issues of concern to the problem both intensively and extensively as Kumekpor

(2002) purports. For the interviews, six of the 11 selected NGOs were targeted. From

these, a member from each board of directors, all executive directors/founder leaders and

an employee each of the NGOs were interviewed. A member from each of the three NGO

networks was also interviewed. The Municipal Director of Social Welfare was as well

interviewed; making a total of 22 interviewees, responding to interview questions for the

study.

3.3.3.0 Observation

Observation gives an inside look at the research problem. It is a method of collecting

data in which the researcher gets involved in the activities of the respondents and from

that point, observes or takes note of the activities in order to find answers to his research

questions (Twumasi, 2001). Mason (2002:85) "suggests that knowledge or evidence of

the social world can be generated by observing or participating in or experiencing

"natural" or "real life" setting, interactions and so on. Stated differently, she believes that

"meaningful knowledge of the social world cannot be generated without observation

because, not all knowledge is for example articulable, recountable or constructable in an

interview".
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Observation can be structured and thus requiring the counting of frequencies of

occurrences of particular events under study over time or less structured in which case the

observer attempts to remember what occurs during the day whilst posing as a participant

observer and then records these impressions in privacy at night.

In specific terms, the less structured observation type was undertaken of the operations of

NGOs in the Municipality as regards the problem being studied. Things of interest for the

observation included: the people and their relationships and the work environment/setting

which according to Baker (1998:241) is "the widest angle that can be taken for field study";

taking into accounts "the social temperature, a smell, a look and a feel about it"—how pleasant

or otherwise.

Other things observed were behaviors and activities (labour related conflicts,

commitment and employee involvement and welfare issues of employees) and the

psychological stances and histories of staff of these organizations. The relevance of the

use of observation in the study also hinged on the conviction that practices are mostly

accessible through observation, enabling the researcher to find out how things factually

work; not only by perceiving things visually, but also by hearing, feeling and smelling

(Flick, 2002: 134-135 and Adler and Adler, 1994 in Denzin and Lincoln (Eds.), 1998).

The observation was done through six NGOs in the Municipality. Aside observing things

of concern during the interviews, unannounced visits were also made to the NGOs

purposely to observe things. The observation gave me the opportunity to get first hand

information of the problem to validate and consolidate findings generated by the surveys

and the interviews.

3.4.0 REVIEW OF SECONDARY DATA

The two main sources of data for social research are the primary and secondary data

sources; both of which are necessary and worth using to complement each other

(Pannerselvam, 2007; Ghosh, 1992 and Twumasi, 2001).
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The use of secondary data sources helps to identify and fill existing research data gaps during

the collection of primary data; much as it also provides relevant previously collected

data/information on the problem being studied (Sarantakos, 2005).

In this study, secondary sources of data such as articles, published and unpublished books,

interne, and newspaper publications on NGOs and human resource management and their

related issues were consulted.

3.5.0 SAMPLING DETAILS

3.5.1.0 Sampling Techniques

Sampling in social research is very important. It guides the researcher in determining the

coverage of the study as regards the type and number of people who would have to be included

in the study to make it acceptable (Twumasi, 2001 and Sarantakos, 2005). According to Baker,

"sampling refers to systematic methods of selection". Sampling is of two types and the use of

any of them depends on the study focus even though researchers have often combined the use

of the two as it is in the case of this study. The two types are probability and non-probability

sampling techniques.

Baker (1994:154) defines probability sampling as "the procedure in which the choice of

respondents is guided by the probability principle in which every unit of the target

population has an equal, calculable, and non-zero probability of being included in the

sample". The most commonly used types of probability sampling are the systematic

sampling and the simple random sampling. In this study, the latter (simple random

sampling technique) was used. This was simple to use because of the existence of the list

of NGOs in the Municipality from which the sampling was made for the study. The use of

this technique gave all the organizations which are homogenous, equal chance of being

selected thereby minimizing biases and ensuring universal representativeness since the

selection of one NGO did not depend on the other (Twumasi, 2001 and Sarantakos,

2005).The simple random sampling technique was applied to the selection of board

members; using their available list from each organization chosen for the study.
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Purposive sampling technique was employed to select the rest of the respondents. The

executive directors/founder leaders of the sampled NGOs and the Municipal Director

with the Deputy Director of Social Welfare as respondents were selected purposively.

Thus, they were chosen not by chance but for the purpose that they have views that are

relevant to the problem being studied, given their involvement in the operations of these

NGOs (Sarantakos, 2005).

3.5.2.0 Sampling Units

Sampling units refer to people or a group of people who by virtue of their knowledge of a

problem area and who affect or are affected by the problem are selected for a research

study (Osuala, 2001). Ghosh points out that, clearly defining the sampling units is very

important since it helps in deciding the choice of sample size and that the units in target

should be suitable to the problem. Ghosh adds that, the units could be structural, social,

geographical or individual (Ghosh, 1992). The sampling units for the study included

employees, executive directors/founder leaders and members of boards of directors of

NGOs in the Techiman Municipality. They were considered for the study because of their

direct involvement in the running of the organizations under study and of which they were

thought to have adequate information required to address the research problem.

Executives of three NGO networks in the Brong Ahafo Region and the Municipal Director

with the Deputy Director of Social Welfare of the Techiman Municipality were also

contacted for information on the problem since they work hand in hand and have records

of information relevant to the study.

3.5.3.0 Sample Size

According to Baker, "a sample is a selected set of elements or units drawn from a larger

whole of all the elements of the population" (Baker, 1994:148). The selection of the

sample size is very critical if the researcher indeed wants to ensure representativeness of

the population under study. Parten (1950) points out that, for a sample size to be

considered as optimum for survey, it should fulfill such requirements as:

representativeness, efficiency, flexibility and reliability.
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In this study, a pre-research investigation had revealed average staff strength of five per

an organization. The 11 out of 22 NGOs selected produced 55 staff with about the same

number of members in their boards of directors. This made a total population of 110, Out

of the 110, five respondents were purposively sampled out from 10 of the organizations

made up of one board member, the executive director/founder leader and three

employees. For one of the 11 NGOs sampled, there was no governing board of directors

and so only four respondents (less a board member) were sampled; summing up to 54

respondents. From each of the three NGO networks in the Brong Ahafo Region

(BANGO, NGOs in Health and NGOs in Child Rights), three members out of five of the

executives were added to the 54 respondents.

The Director of the Department of Social Welfare with the Deputy Director of Social

Welfare, Techiman Municipality were also brought on board making a total sample size of

65 for the survey questionnaires. This represented 51.2% of the estimated population of

127. The sample ratio (sample size/target population) is 65/127.

The interviews were done in six randomly sampled NGOs. From these, a member from

each board of directors, all executive directors/founder leaders and an employee each

with a member from each network were interviewed. The Municipal Director of Social

Welfare was also interviewed. In all 22 respondents were subjected to the interview

process. That is 17.3% of the study population.

The selection of the samples for both the survey and the interviews was motivated by

arguments made by Ghosh and other scholars. From the point of view of Ghosh

(1992:237), "the sample must be small enough to avoid unnecessary expenditure and

large enough to avoid sample-error", adding that for a valid generalization to be

achieved, the sample should be free from bias. In affirmation to the statement by Ghosh,

Sarantakos (2005: 170-171) says that the wise qualitative rule in deciding the sample

size is to make sure it is as large as necessary and as small as possible noting that large

samples do not always guarantee a higher degree of precision and validity.
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3.6.0 RESEARCH VALIDITY AND RELIABILITY

Validity, a property of research instrument, measures its relevance, precision and accuracy

(Sarantakos 2005). Equivalent to consistency, reliability relates with the ability of a

method to produce consistent or same results in repeated use. In this case, results will be

replicated in repeated circumstances (Sarantakos, 2005 and Flick, 2002). Validity and

reliability are of great importance in research since they determine the credibility of the

study in question. One way of ensuring research validity and reliability is by means of

triangulation.

Triangulation refers to the use of or the combination of several research tools for the

study of a problem. Triangulation enables the researcher to view the problem from

several different angles (Sarantakos, 2005: 145-146; Flick, 2002 and Osualal, 2001:80-

183).

To achieve valid and reliable research results, this study employed not only more than one

method of investigation such as survey questionnaires, interviews and observation, but

also resorted to the consultation of more than one source of data such as primary and

secondary sources which Denzin (1989b) in Flick (2002:226) refers to as data

triangulation; taking cognizance of the relevance in using the mixed research design in

research studies.

3.7.0 TECHNIQUES OF DATA ANALYSIS

In the field of social research, the analysis of data and interpretation of results are very

necessary. These are mostly done immediately after the data collection even though in

some instances, the analysis can be done alongside the data collection process (Ghosh,

1992 and Sarantakos, 2005). Data analysis refers to the art of summarizing data and

organizing in the manner to addressing a research problem under study (Yin, 2003).

Twumasi (2001:86) refers to data analysis "as a critical examination of materials in order

to understand its parts and its relationships and to discover its trends".
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The analysis of data in this research employed both qualitative and quantitative

approaches and followed an outline given by (Twumasi 2001 and Ghosh 1992).

Statistical Package for Social Sciences (SPSS) was used to generate into graphs,

percentages and frequencies of the various variables for appropriate interpretation and

description.
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CHAPTER FOUR

DATA PRESENTATION AND ANALYSIS

4.1.0 INTRODUCTION

This chapter focuses on the analysis and presentation of data collected. Much of the

presentation in this report is in narrative form as in line with the view of Goodwin and

Goodwin (1996) concerning the presentation of qualitative research results. The version

16 of SPSS was also used in the quantitative analysis of questionnaires into figures on:

respondents' sex, respondents' level of education, respondents' status of engagement

with their organizations, to mention but a few. The presentation is a reflection of data

gathered with questionnaires, interviews and observation and is organized in line with

the study objectives and other thematic areas of relevance to the study for the purposes

of clarity.

4.2.0 BACKGROUND OF RESPONDENTS IN NGOS IN TECHIMAN

MUNICIPALITY

The socio-demographic features of respondents of NGO executive directors/founder

leaders, board members and employees who are directly involved in the activities of the

NGOs and whose activities border much on the research problem were analyzed. The data

include their sex, age, level of formal education, residential status, status of engagement

with their organizations, and their position in the organization in relation to the study

objective.

4.2.1 Sex and Position of Respondents in NGOs in Techiman Municipality

There are many more males within the NGO set up in the Municipality than their female

counterparts. The difference (7.4%), however, is not much. While the males make up 53.7%

of the respondents, the females are 46.3% as shown in figure 4.1.
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Figure 4,1 Sex of Respondents of NGOs of Techiman Municipality
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The male-female ratio shows how gender sensitive the organizations are. The practice is

meant to meet current donor requirements of ensuring gender equity. However, it was

noted that the females in the NGOs are lowly positioned. For instance, of the eleven

executive directors/founder leaders for the study, only one was a woman. Other positions

occupied by the females in these organizations are secretaries, office assistants and field

workers with the males assuming positions in the boards and at the top management
level.
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This calls for a more vigorous placement restructuring if the NGOs have to attract funding

for their operations since most donors today are more concerned with the involvement of

the female sex in project activities; aimed at bridging the gender disparity gap in the

pursuance of development.

4.2.2 Level of Formal Education of Respondents in NGOs in Techiman Municipality

According to Hulme and Edwards (1996), the extent to which the NGO succeeds depends

among other things, on the levels of tertiary education of its workforce. It was found out

that the eleven out of twenty-two NGOs in the Techiman Municipality were manned by

workforce and boards, majority (38.9%) of whom are educated to only Senior Secondary

School (SSS) level with merely 33.3% of them having tertiary education qualification. An

indication of the fact that the organizations are operated with less qualified and

experienced personnel. They have difficulty attracting and retaining qualified and

experienced staff; given that they are unable to generate enough funding to offer good

remunerations to personnel. Even among the executive directors/founder leaders of the 11

organizations studied, only three of them have university degrees. The level of education

of the personnel of these organizations no doubt impacts on their understanding and style

of management which may not augur well for organizational development. Figure 4.2

summarizes the level of education of the respondents in NGOs in the Techiman

Municipality.

70

www.udsspace.uds.edu.gh 

 

 



www.udsspace.uds.edu.gh 

 

 



4.2.3 Age and Level of Formal Education of Respondents in NGOs in Techiman

Municipality

The age categorization of respondents in the NGOs is a manifestation of how youthful and

energetic they are with only 14.8% falling within the age range of 51+. This has a bearing

on the argument by Bossert (1990) in Green and Matthias (1997) that managers of NGOs

(in this case, personnel) tend to be more energetic than their colleagues in other

government departments and that NGO management style and system often reflect their

leadership than other types of organizations. However, by the findings, his assertion that

they are equally more visionary than their colleagues in other departments is far from the

truth; given their low level of education with only 33.3% having tertiary level education.

4.2.4 Residential Status of Respondents in the NGOs

As many as 90.7% of respondents in the eleven NGOs studied are natives of the Techiman

Municipality; drawn largely from relations and friends. The study dwelt on the residential

status of the respondents to ascertain geographically, how far the NGOs cover in their

search for staff since the search for quality of personnel knows no geographical

boundaries. It was discovered that concern for quality of personnel is very little, hence,

the consideration of personnel within reach for hiring as revealed by the study.

4.2.5 Respondents' Status of Engagement with Their Organizations

By status of engagement with the organization, the study sought to know whether one was

a paid staff or a volunteer. Aside the level of education of staff discussed earlier, Hulme

and Edwards (1996) are also of the view that the extent to which the NGO succeeds

depends on the tradition for voluntary activity and government policies, practices and

attitudes; all of which can influence the capacity of NGOs to operate and grow.

Voluntariness in this case implies selflessness, altruism, compassion, a sense of

dedication and service for its own sake without expectation of reward as Hulme and

Edwards noted or with the readiness to receive less than one's service is worth as

observed by (Green and Matthias, 1997).
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Hulme and Edwards however, have noted that most NGOs have shifted away from the

use of volunteers to the use of paid staff many of whom, according to Green and Matthias

(1997) view their appointment merely as a useful and often a remunerative career move.

The study confirmed that the NGOs engage both volunteers and paid staff. Specifically,

57.4% of the personnel to whom questionnaires were administered are volunteers with

the remaining 42.6% being paid staff as illustrated in figure 4.3.

Figure 4.3 Respondents' Status of Engagement with Their Organizations
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The volunteers in these organizations do not work without expectation of reward as Hulme

and Edwards think. Rather, their engagement reflects Green and Matthias' (1997) volunteer

perspective. They are paid though they receive less than the daily minimum wage of

GHS3.73 for paid staff. It was noted that the spirit of voluntarism among volunteer staff is

low. The quality of the volunteer work output is equally low; arising out of their non

commitment to the core values of voluntarism: selflessness, altruism, compassion, a sense

of dedication and service for its own sake without expectation of reward Hulme and

Edwards (1996) or the readiness to receive less than one's service is worth (Green and

Matthias, 1997).

4.3.0 CONCEPTUAL ISSUES OF THE STUDY

Relevant to addressing the research problem, some issues related to the boards of the

NGOs, motivation within the NGOs, staff turnover and the exercise of social

responsibilities by the NGOs in Techiman Municipality were thoroughly examined.

4.3.1 NGOs Boards in Techiman Municipality

Functional organizational boards have great influence on organizational performance. In

conformity to Green and Matthias (1997) and BECMAN (1997), respondents appreciated

the relevance of governing boards to organizational performance. They acknowledged

that they formulate policies and see to their implementation to achieve organizational

objectives. Green and Matthias (1997) further argue that the boards are responsible for

appointing top executives of the organization, keeping the right organizational structure

and maintaining effective management which is in line with respondents' understanding

of the functions of the boards. Where there are no boards or at best non functioning

boards, much power is wielded by the top level management to monopolize and

manipulate subordinates usually to their own selfish ends. The study made a revelation

that is contrary to Green and Matthias's (1997:175) assertion, "whatever the actual

structure of an NGO, almost all NGOs will have some form of board". Out of the eleven

NGOs sampled from the Techiman Municipality for the study, one did not have a

governing board of directors.
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It was discovered that, even though it is a requirement for the registration of companies

by the Registrar General Department of Ghana, most organizations only conjure names

for the purposes of the registration. Among the respondents were such persons, who

hardly knew anything about the organizations to which they are board members. It was

revealed that even where the board is constituted; with an average membership of five,

they hardly meet as required. An interviewee remarked:

"We do not have any functioning board in this organization. They only

exist in theory to fill space in constitution, but in reality, they do not

exist.

I have worked here for two years, but I do not remember witnessing a

meeting of the board. On need to meet donor requirements, some people

are called to stand in as a board".

Those NGOs that responded as having boards, no staff except the executive

directors/founder leaders were said to be on such boards as opposed to Bennett's (1994)

view that the appointment of employees to company boards has become a common

practice. Employees are thus not privileged to contribute to organizational policy making.

It is an indicator to the non-involvement of employees in the strategic management level of

NGOs in the Municipality.

4.3.2 Motivation of NGOs Staff in Techiman Municipality

The application of the concept of motivation by an organization cannot be different from

how the concept is really understood. Much as respondents never underscored the

relevance of motivation to organizational performance, their understanding of the concept

was merely equated to rewards received in exchange for efforts made. As many as 91% of

the respondents believed that employees are motivated when their efforts are duly

rewarded. The remaining 9% also associated motivation to the recognition of employee

effort on the job. There was a 0% response each for other options on the question of

motivation such as the delight in an objective achieved on the job and involvement in

setting job objectives.
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These responses undoubtedly reflect the true understanding and application of the concept

in NGOs in the Techiman Municipality. The understanding of the concept in this regard is

too narrow and defeats the goal-setting theory of motivation, which according to Locke

and Latham (1984) is premised on the thesis that motivation is driven by goals/objectives

that individuals set for themselves.

While the responses fulfilled the first and second categorization of people (the economic

rational man and the social man) by Schein (1970) for motivation, his third motivational

category of people, that is self-actualization, is not ideal in the case of NGOs in Techiman

Municipality.

It was observed that employee involvement in organizational goal setting is low and their

desire to achieving such goals was also low with much focus on what they would get for

putting in some effort, especially for those working on commission. In an interview, a founder

leader of an NGO said: "You work according to my instructions, I pay you. You lazy around,

I send you away".

Looking at the NGOs situation in Techiman, Stoner, et al (1995) are somewhat right to state

that motivation in most organizations is in short supply and in need of periodic replenishment

since it can easily be ignored or simply forgotten despite its significance to organizational

performance.

4.3.3 Turnover of NGOs Staff in Techiman Municipality

The rate of an organization's labour turnover could be used as a measure of how it values

and manages it human resource. It is not for nothing that Ivancevich (1998:5) observes

"when an organization is really concerned about people, its total philosophy, culture and

tone will reflect this belief'; creating a good environment to keep employees. It is believed

that when personnel are well motivated, their level of commitment increases and they

hardly will want to separate from the organization. The study revealed that there is high

labour turnover among NGOs in the Techiman Municipality.
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It was established that each of the 11NGOs for the study hired between one and five

employees and lost the same range of employees over a three-year period. This confirms

BANGO's (2009) assertion of high prevalence of labour turnover in the Municipality that

prompted the study.

Reasons advanced for the separation included employee pursuit of further education,

resettlement, and matters of family concern, salary related problems and

misunderstanding with management. Approximately, 64.9% of all questionnaire

respondents attributed the reasons for employee separation to the last two factors. It was

found that all the 11NGOs work with "paid volunteers" to implement projects and that

since the projects have lifelines, the engagement of these staff end with the projects on

hand since it becomes difficult retaining and paying such staff upon the end of the

projects in question. An employee responded:

"I have severally been asked to stay away after the end of projects

and only recalled back to help implement new projects in which my

services were needed for the simple reason that there was no money

to pay for my continued stay. As I talk to you now I still have a

salary of GHS 100.00 in arrears for more than eight months. I have

not left here because I have no option. Others have left but I am still

looking for an opportunity. In fact, NGOs do not develop because of

high turnover of especially, experienced staff compelling them to

work mostly with less experienced guys."

An NGO founder leader also said:

"John, I will tell you the truth which others will not tell you. The

reality is that we find it difficult to pay our staff when there are no

projects and so they leave; except a few who are ready to stay and

help us generate funding and even for those few we are unable to pay

them satisfactorily.
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. I will therefore not deceive you that we do not experience labour

turnover especially with staff whose qualification is high."

4.3.4 Social Responsibilities of NGOs in Techiman Municipality

Aras and Crowther, (2010) have observed that every good organization makes a positive

impact on its environment; social and physical environment. The manifestation of an

organization's corporate social responsibility is usually reflected on its concern for

people and society beyond its primary interests and functions stipulated by law.

Findings of the research buttress the point made by Aras and Crowther (2010) that the

NGO sector is seen to be increasing in its corporate social responsibility although there

was no evidence of retreat by the state in this regard as Aras and Crowther claim.

In terms of corporate social responsibilities of NGOs in the Municipality over the past

three year, the following activities were identified: clean up exercises, provision of

boreholes, medical screening, provision of educational facilities and materials, provision

of certified seeds to farmers, advocacy on behalf of the vulnerable and award of

scholarships to pupils. The execution of these corporate responsibilities is an evidence of

the presence of the NGOs on the ground. The NGOs execute these corporate

responsibilities to complement government's efforts towards improving living standards

in society.

Though confirming these as having been done by NGOs in the Municipality, the

Department of Social Welfare was of the view that NGOs in the Municipality do not

really live up to expectation. The department's exercise of oversight responsibility as the

supervisor and monitor of the NGOs' activities at the local level is low. The NGOs in the

Municipality are less compliant with the department in the discharge of its oversight

responsibilities. A staff of the Department of Social Welfare stated:

"The operation of NGOs is not transparent. They hardly disclose

.,. information to us. And we have the difficulty in supervising and

monitoring their activities as part of our oversight responsibilities.
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Two reasons account for this difficulty: the problem of logistics and

funding and the fact that the Registrar General Department registers

them without prior recommendation from the Department of Social

Welfare as is the stipulated procedure. We are therefore unable to track

their performance. They are interested in their own gains rather than

their intended beneficiaries and what we think is their exercise of

corporate social responsibilities could simply be their discharge of duty

as per their donor requirements. Some of the NGOs are not even

functional, they do not have offices and for others, their offices are

located in very obscure places. But donors do not cross check these

from us before dealing with them".

This statement means that while from outside, the NGOs are mostly seen as doing well, the

same is not absolutely true when they are observed from inside. In fact, the statement

cements Bennett's argument that "for all their laudable success, some NGOs have been

guilty of poor practices, wastage and a lack of professionalism which to a large extent has

gone unchecked" and that "they tend to throw a veil of secrecy over actions that would

stand up for public scrutiny" (Bennett, 1997:2).

4.4.0 HUMAN RESOURCE AMONG NGOS IN TECHIMAN MUNICIPALITY

How the human resource is perceived in a given organization usually reflects statements

made and actions taken about such personnel. Robbins and Coulter (2003:306) say many

organizations use the phrase "our people are our most important asset", or something

close to it, to acknowledge the important role that employees play in organizational

success. In line with this observation, the study examined the perception of the human

resource by the NGOs in the Municipality. Findings indicated that the human resource is

appreciated as a resource by the NGOs studied. There was a 100% respondents'

recognition of the employee as an organizational resource. Despite this recognition

howev9 the study gathered that the human resource is not given the needed attention it

deserves as compared to the attention paid to the pursuit of funding.
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Thus, Bilmes (2002) in Pickford (Ed)'s, (2003:37) point in this regard is pertinent: "whilst

companies pay lip service to the importance of their people, in reality they invest in

anything else...to enhance performance" and "the most obvious and overlooked, source of

strategic advantage is to use people better". Indeed, despite, the recognition of the human

resource as a valuable asset, just a few organizations recognize and practice such a

principle in their daily activities (Higgs, 2002 in Pickford (Ed), (2003). During the

interviews, a respondent observed:

"Even though everybody will tell you that the employee is

recognized as a resource, for our directors, all they know is money,

money, money and money and nothing more. The rest is lips service.

When there are no funds they plead to have you working and as soon

as there is funding, they are bosses and want you to worship them or

they sack you".

The statement above is a clear manifestation of the analysis of Bilmes and Higgs to the

effect that the employee is duly acknowledged as an important organizational resource but

is hardly treated as such as revealed in the study of NGOs in Techiman, where employees

are exploited and discarded when convenient.

4.4.1 Human Resource Planning among NGOs in Techiman Municipality

Human resource planning is ensuring that there is the right number and kind of people in the

right places and at the right times to effectively and efficiently perform assigned tasks. It

assesses current and future human resource needs and develops programmes to meet those

future needs (Robbins and Coulter, 2003 and Kreitner, 2001).

•
Important as human resource planning is to the organization as by the statements of

Robbins and Coulter and Kreitner, the study gathered that NGOs in the Techiman

Municipality least plan their human resource requirements. Sixty-one percent of

respondents were of the view that NGOs in Techiman do not plan their human resource

requirements.
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Thirty-nine percent of the respondents think that the NGOs plan their human resource

needs by the straight forward projection method. Asked whether the organization plans its

human resource needs, the Founder and Leader of an NGO and an executive member of

BANGO responded: "Not really, but as and when more hands are needed, we look for

more to assist us temporarily and when there is not much to do, they leave, especially

those who are unable to perform as we require of them". This remark by and large

confirms what Williams (2003) said: "companies that don't use human resource planning

or that do human resource planning poorly may end up with either a surplus of employees

and have to use layoffs to correct the surplus or a shortage of employees that leads to

increased overtime costs and an inability to meet demand for the company's product or

service".

4.4.2 Recruitment of Staff for NGOs in Techiman Municipality

Recruitment of staff by NGOs in the Techiman Municipality is exactly a reflection of

Hulme and Edwards' (1996) description of the NGO inclination to indigenous culture that

draws on relationships of dependence and deference or put differently as patron-client

relationships that are transferred into official organization despite any appearance of

rational, bureaucratic and objective practices. In fact, Hulme and Edwards noted that staff

recruited in these organizations will usually be done using the leader's personal network,

sometimes including immediate and extended family and certainly including friends.

Figure 4.4 illustrates the means by which NGOs in the Techiman Municipality recruit

their employees.
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-... Figure 4.4 Methods of Recruitment of Employees by NGOs in Techiman

Municipality
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From figure 4.4, as many as 55.6%, of employees ofNGOs in the Techiman Municipality

were recruited by virtue of their relationship with the founder leaders with little regard if

any of their qualification and thus ability to perform. Only 37% were recruited by

advertisement and from unsolicited applications which are the ideal means of

recruitment of staff if quality is a matter of concern to the organization as they provide

what Stoner, et al (1995) call a pool of candidates that is large enough to let managers

select the qualified employees to fulfill organization's mission.
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4.4.3 Selection of Staff for NGOs in Techiman Municipality

Respondents (64.8%) believe that NGO employees in the Municipality go through

interview which was identified to be the only selection method used by NGOs in the

Municipality. This proves Tyson and York (1996) right in their argument that whatever

test devices may be used, the selection process invariably includes an interview and that

most often it is the only method used.

However, from observations and the interviews conducted, although interviews are usually

conducted in the selection of employees, much of it is done as a formality without much

influence on who gets hired at last. Using application forms, resumes, employment and

skills tests and reference checks to evaluate and screen job candidates for hiring as pointed

out by Stoner et al. (1995) as being the effective selection means never came up as a

practice by NGOs in the Municipality. In fact, of all the six employees interviewed, only

two of them responded in the affirmative to have been given appointment letters when they

were employed. One other employee said: "We met in church and my mother told my

Director to help me get a job. He invited me to meet him in the office where he asked me a

few questions and told me to report for work the next day".

The study established that the NGOs do not search to hire and work with what Goss

(1997) terms as the most appropriate employees since the selection is not done as

required. The employee selection processes in the NGOs do not provide equal

opportunities to all job applicants.

4.5.0 STAFF PERFORMANCE APPRAISAL

Staff performance appraisal is another critical component of the human resource

management practice that the study examined. Stoner, et al (1995:377) has observed that

staff performance appraisal "compares an individual's job performance to standards or

objectives developed for the individual's position". The study sought to know whether

performance appraisal is being practiced by the NGOs, the appraisal systems they use, the

usefulness of the practice in their development and the challenges of its practice by the

NGOs in the Municipality.
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4.5.1 The Practice of Performance Appraisal among NGOs in Techiman

Municipality

As regards the practice of performance appraisal, 72.2% of the respondents said that

performance appraisal was practiced by NGOs in the Municipality. It was however,

unearthed that it is not a regular practice and that it is usually not done within the

organization but by donor partners at the end of funded projects to assess staff capacity

under which the projects were implemented. For instance, a respondent remarked: "We

have never been appraised internally. It is only our donor partners who do appraise us

both as an organization and as staff capable of implementing projects they fund".

This revelation is contrary to the stipulation by Kreitner, (2001:340) that the annual

performance appraisals are such a common part of modern organizational life that they

qualify as a ritual.

4.5.2 Performance Appraisal Systems used by NGOs in Techiman Municipality

Guided by Tyson and York's (1996:129) stipulation that the details of formal appraisal

systems used vary considerably depending on the purposes and preferences of individual

work organizations, the study gathered that the only appraisal systems used by NGOs in

the Techiman Municipality are the multi-person comparison and MBO with the former

being the most widely used. The choice and use of the two performance appraisal

systems were associated with the fact that they are relatively simpler to use. It was

revealed that Noe, et al's (1996) five primary sources of information for appraisal:

supervisors, peers, subordinates, self and customers are utilized by the NGOs. While the

use of supervisors ranked highest followed by peers, the use of self was discovered to be

very insignificant.

4.5.3 The Usefulness of Performance Appraisal to NGOs Development in Techiman

Municipality

The usefulness of performance appraisal to organizational performance cannot be over

emphasized. It establishes an explicit relationship between organizational objectives and the

performance of individual employees.

8 4

www.udsspace.uds.edu.gh 

 

 



It helps in allocating rewards according to performance, build employee motivation and

commitment as it creates a climate that facilitates and rewards efforts in a fair and

transparent manner leading to enhanced organizational performance (Goss, 1997). Tyson

and York (1996) point out that performance appraisal identifies good and bad employees

for the purposes of employment, advancement, promotions, demotions, transfer, rewards,

inefficiency or disciplinary procedures; all for the good of organizational development.

Komaki et al (1983) in Noe et al (1996) say that performance appraisal is meant for three

purposes: strategic, administrative and developmental purposes. In line with these arguments,

the research sought to unveil the rationale behind the NGOs' conduct of staff performance

appraisal and the extent to which the objective(s) is/are met.

NGOs in the Techiman Municipality conduct performance appraisal of their staff.

However, the appraisal is ineffective. The purposes of appraisal by the NGOs are not

different from what has been identified by Komaki et al (1983) in Noe, et al (1996):

administrative, developmental and strategic purposes. The administrative purpose which

Komaki et al say, is useful for administrative decisions on salary administration (pay

raises), promotions, retention/termination, layoffs, and recognition of individual

performance, ranked highest among the purposes for the performance appraisal by the

NGOs.

From the study, one fact clearly emerged. Though 70.3% of the respondents claimed that

the performance appraisals have been useful in building employee motivation and

commitment and for meeting organizational objectives, it was found out that it has created

conflicts rather than resolved them as claimed by Dulebohn and Ferris (1999) that it

evaluates individual's job performance as a basis for making objective personnel decisions

that help to deal with personnel conflicts. This is due to the fact that it employs systems

that are relative and non-absolute measuring devices that bring along with them biases in

judgement, especially by comparisons.
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4.5.4 Performance Appraisal Challenges of NGOs in Techiman Municipality

Despite the relevance attached to performance appraisal, Williams (2003) says that most

employees and managers intensely dislike it. Indeed, the study found out that performance

appraisals by NGOs in the Techiman Municipality are usually not well purposed and

focused. About 55.5% of respondents who think that performance appraisal is practiced

by NGOs in the Municipality believe that the objectives of the practice is met but is rated

by72% of them as being effective only to a reasonable extent.

Reasons advanced for this level of effectiveness were in conformity with those reviewed by

(Kreitner, 2001, Goss, 1997 and Noe, et al, 1996). They are: less objectivity, difficulty in

specifying organizational goals and measuring individual objectives (without specified

operational goals, the organizations jump into any area where funding is available), employee

dissatisfaction and hence organizational conflicts and its use as an instrument of managerial

control by superiors to reprimand subordinates.

Other challenges were noted as the employment of relatives, friends, and temporary staff

who are mostly volunteers, thereby creating what Hulme and Edward (1996) term as

patron-client relations in the organizations of work who are difficult to appraise. Figure

4.5 gives a picture of the performance appraisal challenges identified by respondents as

been associated with NGOs in the Techiman Municipality with the difficulty of specifying

organizational goals and detailing individual objectives for measurement ranking highest.

"Others" in the pie chart represent the employment of relatives, friends, and temporary

staff who are mostly volunteers.
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Figure 4.5 Performance Appraisal Challenges of NGOs in Techiman Municipality
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A respondent said:

"1 don't know what we can be appraised against except biased

comparisons of staff. NGOs here have no strategic plan to follow, no

agenda.

87

www.udsspace.uds.edu.gh 

 

 



Even though they are helping to fill the gabs of government's efforts,

some of them have no focus. They jump into any area with funding

just to benefit them".

4.6.0 ORGANIZATIONAL CONFLICTS

Premised on arguments by Kreitner and Kinick, (2004:485) that conflict is an ever-present

feature of modern life and an unavoidable aspect of organizational life, the research

endeavoured to find out the nature of conflicts that prevail among staff of NGOs in

Techiman Municipality, what causes such conflicts and the mechanisms by which they

are resolved to bring about organizational development.

4.6.1 Nature of Conflicts among Staff of NGOs in Techiman Municipality

The study found out that conflicts in NGOs in the Techiman Municipality manifest

themselves mostly in the form of labour turnover. Other forms of conflict manifestation in

the NGOs were identified as confrontation, withdrawal of cooperation, absenteeism and

complaints by clients. Specifically, labour turnover was rated by respondents at 68.5% as

being the number one in terms of the form of conflict manifestation in NGOs in the

Municipality.

Most of the these NGO conflicts were described as being personality clashes usually

between employees and the founder leaders leading to high labour turnover as mentioned

in the preceding paragraph.

Personality clashes as the commonest type of conflicts amongst staff of NGOs in the

Municipality is rated at 94.4%. Conflicts can tarnish the image of organizations as well as

impede the development of NGOs.

4.6.2 Causes of Conflicts among Staff of NGOs in Techiman Municipality

Of the causes of conflicts among staff of NGOs in the Techiman Municipality, the

following were identified: overlapping job functions, personal disputes, conflict of

interest and authority structure, competition for limited organizational resources,

88

www.udsspace.uds.edu.gh 

 

 



ineffective communication systems, and unsatisfactory salary related issues. What the study

found out somewhat conforms to Forsyth's (1999) argument that for every conflict situation,

there is an element of disagreement over interest—power, status, a resource or any other

scarce value.

Of these causes and contrary to the assertion by Hulme and Edwards (1996) that NGOs

offer higher and more regular salaries thereby creating incentives to professionals to move

out of government to them, unsatisfactory salary related issues was graded highest by

respondents at 59.3%. This confirmed what a respondent interviewed under the labour

turnover said: "...no money to pay for my continued stay. As I talk to you now I still have

a salary of GHS 100.00 in arrears for more than eight months..." Another interviewee

added: "Not only does the payment of our salaries delay. Sometimes they are not paid at

all, resulting in quarrels and termination of appointment."

4.6.3 Conflict Resolution Mechanisms used by NGOs in Techiman Municipality

The most used conflict resolution mechanism by NGOs in the Techiman Municipality is

negotiation which Kreitner (2001), Kreitner and Kinicki (2004) and Neale and Bazerman

(1992) all agree is the commonest and most widely used conflict resolution mechanism

between and amongst individuals, organizations and nations. Figure 4.6 is a graphic

representation of respondents' view on the mechanisms for resolving conflicts in NGOs in the

Municipality.
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Figure 4.6 Conflict Resolution Mechanisms used by NGOs in Techiman

Municipality
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The least used amongst these conflict resolution mechanisms is ignoring and this is

probably because most people fmd it difficult to ignore conflict issues. The worst

mechanism however, is the separation of employee which in this case is termination of

appointment.
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4.7.0 EMPLOYEES COMMITMENT IN NGOS IN TECHIMAN MUNICIPALITY

The study gathered that employees of NGOs in the Techiman Municipality were

committed to organizational task but rated the level of commitment as being only

moderate. Factually, 53.7 % of respondents gave this rating; attributing it to low level of

employee motivation as established earlier in the analysis. This implies that NGO

workforce in the Municipality do not work to their maximum capacity as per Goss's (1997)

definition of commitment. It therefore follows that the NGOs are unable to tap the required

employee effort needed for their growth and development. It is not surprising then that

high labour turnover and absenteeism which Randall (1987) in Goss (1997) says are the

negative effects of low commitment were common within the NGO fraternity in the

Municipality as established by the study.

4.7.1 Securing Employees Commitment in NGOs in Techiman Municipality

Employee commitment in NGOs in the Techiman Municipality could best be described as

predominantly behavioral commitment which according to Goss (1997) involves

manipulating organizational conditions to get employees to do what management wants

without resistance or with minimal concern for subjective attachment. Behavioral

commitment is induced by direct or indirect economic coercion by which employees are

forced to comply to avoid undesirable consequences (Goss, 1997). This is the situation that

prevails among employees of the NGOs studied.
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Figure 4.7 Means of Inducing Employees Commitment in NGOs in Techiman

Municipality

Source: Field Survey, July 2011

• Compulsion
Volition

Figure 4.7 indicates that even though the analysis shows that there is some form of

moderate level of workforce commitment, such commitment is induced largely, that is at

a rate of 59.3% by compulsion with less voluntary commitment from employees. The

inducement of behavoural commitment is probably possible because of abundance of the

caliber of labour (less specialized labour force, mostly, SSS leavers) used by the NGOs in

the Municipality such that they can easily get replacement upon the exit of others.
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4.7.2 Employees Participation in NGOs in Techiman Municipality

The fact that employees are not on the NGO boards as said earlier is a pointer to the fact

that NGO employees in the Techiman Municipality are hardly involved at the strategic

management level where policies of the organizations are formulated. The study gathered

that employee involvement is more pronounced at the implementation/executive level

where the actual work is done or executed with only a few at supervisory management

level. The non involvement of employees at the strategic level was attributed to the

engagement of project-based staff who hardly stay with the organizations for long a time

enough to be part of the strategic decision making process. The level of employee

initiative was equally found to be low in the NGOs. Up to 57.4% of the study respondents

believe that the level of employee initiative is low. A respondent said:

"Some of the NGOs will die when their directors die. Though they

have staff, they work like sole proprietors. They walk and travel

with their offices in their pockets. They create non flexible working

templates for staff to fit in or quit. Our directors are highly

autocratic and non transparent. They will not even allow you to go

for workshops except where they think there will be no allowances

for participant and will never involve you in anything to know what

they are really doing. Can you imagine that I wrote for funding for

our organization but never was informed when it was granted? I

can say that most employees of our NGOs here are psychologically

enslaved."

These findings do not conform to Bennett's (1994) argument that employee involvement

in management decisions has been a common practice for many years and are also

contrary to Kreitner's (2001) view that employees may participate in setting goals, making

decision, solving problems, and designing and implementing organizational changes. The

findings reinforce the reason why the level of commitment is low among employees of the

NGOs with the attendant high labour turnover.
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Although Etzioni's (1975) in Tyson and York (1996) postulates that members of NGOs

place a high value on organizational objectives than personal interest and that

involvement in them is based on personal volition and thus has a high level of employee

commitment, the exact opposite is the case among NGOs in the Techiman Municipality.

Less committed employees are mostly compelled by their economic circumstances to get

involved to avoid undesirable consequences.

Contrary to Robbins and Coulter's (2003:306) assertion that recognizing the human resource

value "involves working with and through people and seeing them as partners", it is not the

case in the NGOs studied in the Municipality.

4.7.3 Techniques of Employee Participation in NGOs in Techiman Municipality

Employee involvement in the NGOs is done mainly through team briefing. It was

elaborated that the team briefing in this case was usually about giving of instructions to be

carried out by employees. According to a respondent, when we meet for briefing; which is

not even done regularly, we have very little to say if any but to take instructions.

The good things that come with participation which could be harnessed for organizational

development are to a very large extent missed by NGOs in the Techiman Municipality.

Storey (1992) in Goss (1997: 90) believes that team briefing is the most widely used

employee involvement technique and that if well used makes it possible for leaders and

their teams to get together in groups on a regular basis to talk about things that are relevant

to their work. Goss (1997) says team briefing promotes group accountability, increases

commitment through feedback on performance, prevents misunderstandings by reducing

the impact of the grape-vine and improves upward communication and makes it easier for

employees to voice suggestions for problem solving.

The use of other techniques such as suggestion schemes, attitude surveys and QCs and TQM

have equally not been given attention. The manifestation of conflicts in the NGOs and their

consequences is a reflection of how the NGOs have failed to make use of these human

resource management techniques.
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4.8.0 EMPLOYEE WELFARE

The focus of the study at this point was to establish whether NGOs in the Techiman

,•P Municipality do have practical employee welfare policies, welfare packages that are

available for employees and by what means they disengage the services of their staff which is

very important if organizational dignity has to be retained in the face of such staff so separated

with.

4.8.1 Employees Welfare Policy among NGOs in Techiman Municipality

The study respondents (90.7%) said NGOs in the Techiman Municipality have welfare

policies in place. However, the findings of the study did not corroborate the claim of the

respondents. For the Techiman Municipal Welfare Department, NGOs in the Municipality

have no good welfare services for staff; given that some of them do not even have good

offices or working environments. According to staff of the Techiman Municipal Welfare

Department, they hear of delays in the payment of salaries, under payment and even

payment defaults resulting in conflicts. They attribute these acts to project based funding

that does not ensure continuous availability of funds for use by the NGOs for payment of

staff For the directorate, they have the conviction that there is also diversion of funds to

private pockets of directors with the least going to beneficiaries. This observation

however does not rule out the fact that some amount of welfare is in practice by the

NGOs. Regarding the basis of employee rewards, the level of employee task was ranked

highest at 46.3%. Employee educational qualification was rated second at 29.6% with

employee experience ranking last at 24.1%. The NGOs in the Municipality do not strive to

attract and retain well educated and seasoned staff that they truly require to enable them

develop. SSS graduates constitute 38.9% of the staff of the NGOs.

4.8.2 Welfare Package for Employees of NGOs in Techiman Municipality

Bloom (1999) explains that welfare benefits include virtually any kind of compensation other

than direct wages and salaries paid to employees. And for Goss (1997:101), "welfare

generally refers to polices directed at aspects of employees well- being" and is a "part of

reward and development packages (e.g. holiday entitlement, sick pay, access to education, job

satisfaction and increased entitlement)".
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Though not largely in practice as equated to rewards, it was found out that NGOs in the

Municipality have some welfare schemes in place for their employees such as retirement

plans and pension in the form of contributions to employee Social Security and National

Insurance Trust (SSNIT), payment of employee National Health Insurance Scheme

(NHIS) premiums, payment of transport allowance/fares for staff deployed on

organizational mission, paid holidays for nationally recognized public holidays and not

necessarily vacations and grant of sick leave for short durations.

The study gathered that as part of the welfare practices, employees are given the

opportunity to peg and negotiate wages and salaries and other service conditions but that,

it never works out. In fact, the welfare schemes were known to be practiced on a very

limited scale. Data collected indicated that, only one NGO has the policy of contributing

to employees' pension scheme through SSNIT. Payment of employee NHIS premiums was

also associated with only one organization. A respondent explained:

"Our NGOs find it hard to adhere to welfare issues of employees in

terms of contribution to SSNIT, NHIS and other allowances.

Some are irrelevantly strict on staff and yet work is poorly done. In

fact, employees' salaries are usually delayed in payment, underpaid,

varied in payment as against that quoted on proposals of projects

funded with the rest going into pockets of directors. Sometimes

payments are completely defaulted for reasons of no funds creating

conflicts and turnover of employees".

Another respondent said:

"Do we talk of welfare when we do not even have befitting offices to

work in? There is no welfare package anywhere except to sympathize

with employees at funerals. Everything else depends on our scanty

salaries.
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Even after workshops, they feel once we are paid salaries, we are not

entitled to workshop allowances. The NGOs here are likened to

business and run as a source of livelihood for the directors and their

families with little concern for staff. We do not even get flexible

break period except there is no work. We work often in fear with

regular shouts and insults. There are no plans to sustain staff and

funds".

These statements confirm Goss's (1997) assertion that, however essential the issue of welfare

is to organizational development, it has received less attention than other areas within human

resource management.

4.8.3 Staff Disengagement Techniques among NGOs in Techiman Municipality

Another important area examined under welfare by the study was the means by which

the NGOs in the Municipality disengage their staff Employee separation covers the loss

of an employee for any reason; voluntarily or involuntarily. Either way; whether an

employee decides to quit or retire or is laid off by the employer, it needs to be done with

care and in a less hurtful way (Stoner, et al, 1995 and Williams, 2003).

Contrarily, the study established that the exit of most staff of NGOs in the Techiman

Municipality is on involuntary basis. Employees quit when they feel they are being

cheated or when they get alternative job engagements with little regard to what happens to

who. It came out that employees usually quit or get sacked confrontationally; mostly

without notification letters just as they are usually not given letters when hired but by

telephone calls or face to face notification by word of mouth.

A founder leader in a conversation with his colleagues was observed quoting another

director friend of his as saying: "Why do I have to belabor myself writing a letter to sack

someone when I can just look into his face and tell him to go away without losing

anything?"
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• 4.9.0 HUMAN RESOURCE MANAGEMENT VALUES

Only a little above halve of the respondents (51.9%) fully understood what human

resource management means and thus, its values; in relation to the definitions adopted for

the study.

For 20.4% of the respondents, human resource management meant nothing more than

hiring people, formulating and monitoring their conformity to rules; which clearly reflects

Goss (1997)'s definition of traditional personnel management by which Goss (1994) says

people are treated as equivalent to any other kind of resource and managed according to

principles of profit maximization and cost minimization. Goss's (1997) claim that the

practice of traditional personnel management has been mistaken by many for human

resource management and practiced as such is indicative of the NGOs situation in the

Techiman Municipality.

All other responses collated by the study fell short of the true meaning of human resource

management. It is the shortfall in the understanding of the human resource management

practice that creates the inconsistencies and contradictions on the handling of human

resource of NGOs in the Techiman Municipality resulting in employee apathy, high

labour turnover and organizational inefficiencies as BANGO (2009) asserted.
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CHAPTER FIVE

SUMMARY OF MAJOR FINDINGS, DISCUSSION AND CONCLUSIONS

5.1 Introduction

This is the concluding chapter of the research report. It summarizes the major findings of

the study, revisits the research problem, questions and objectives of the research,

discusses and draws the study to conclusion.

5.2 Background of Respondents in NGOs in Techiman Municipality

The background information of respondents in NGOs in the Techiman Municipality

revealed that the NGOs were gender sensitive and had up to 46.3% of their workforce

being females. However, the females were lowly positioned. Though Hulme and Edwards

(1996) assert that the extent to which the NGO succeeds depends among other things, on

the levels of tertiary education of its workforce, the study revealed that NGOs in the

Techiman Municipality were manned by workforce and boards, majority (38.9%) of

whom were educated up to only SSS level with merely 33.3% of them having tertiary

qualifications. The NGOs are therefore manned by less qualified and less experienced

personnel. Approximately, 85.2% of the workforce fell below age 50 years. This finding

confirms the argument by Bossert (1990) in Green and Matthias (1997) that the workforce

of NGOs are usually energetic. However, Bossert's assertion that NGOs staff are equally

visionary could not be justified by the study as only 33.3% had obtained tertiary level

education. Up to 90.7% of the workforce were natives of the Municipality who were

drawn largely from relations and friends and could hardly constitute a pool of qualified

and experienced workforce. Specifically, 57.4% of the workforce were volunteers but do

not work without rewards as Hulme and Edwards think. They were paid though they

received less than the daily minimum wage of GHS3.73 for paid staff. The spirit of

voluntarism among volunteer staff was low. The quality of the volunteer work output was

equally low; arising out of their non commitment to the core values of voluntarism of

selflessness, altruism, compassion, a sense of dedication and service for its own sake

without expectation of rewards or the readiness to receive less than one's service is worth

(Hulme and Edwards, 1996 and Green and Matthias, 1997).
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5.3 Conceptual Issues of the Study

In conformity to Green and Matthias (1997) and BECMAN (1997), respondents

appreciated the relevance of governing boards to organizational performance. However,

contrary to Green and Matthias's (1997:175) assertion that "whatever the actual structure

of an NGO, almost all NGOs will have some form of board", the study revealed that not

all the NGOs studied have functional governing board of directors and that their

membership do not include employees as opposed to Bennett's (1994) view that the

appointment of employees to company boards had become a common practice.

Much as respondents never underscored the relevance of motivation to organizational

performance, as many as 91% of them merely equated the concept to the rewards received

in exchange for efforts made. This revelation undoubtedly reflects the true understanding

and application of the concept in the NGOs which is too skewed and falls short of what it

actually stands for as per the various authorities reviewed on the concept. Motivation as

revealed ignores the principle of individual differences in the NGOs. Looking at the

NGOs situation in the Municipality, Stoner, et al (1995) are somewhat right to state that

motivation in most organizations is in short supply, is ignored or simply forgotten,

despite, its significance to organizational performance.

The study revealed that there was high labour turnover among NGOs in the Techiman

municipality; implying how little the NGOs value and manage their human resource. A

minimum of one and a maximum of four employees were hired by each NGO in the three

year period and the same range of employees separated with within the same period. This

confirmed BANGO's (2009) assertion of high prevalence of labour turnover in the

Municipality that prompted the study.

Findings of the research buttress the point made by Aras and Crowther (2010) that the

NGO sector is seen to be increasing its corporate social responsibility. Though confirming

this, the Department of Social Welfare thinks that, the NGOs do not really live up to

expectation and are not transparent.
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The department's exercise of oversight responsibility of supervising and monitoring the

activities of the NGOs at the local level was low due to logistic and procedural

difficulties.

5.4 Human Resourcing

Robbins and Coulter (2003:306) say many organizations use the phrase "our people are

our most important asset", or something close to it to acknowledge the important role that

employees play in organizational success. In conformity to this claim, the study found out

that there was al 00% recognition of the employee as an organizational resource.

However, the study gathered that the human resource is not given the needed attention.

Thus there is merit in Higgs's (2002) in Pickford (Ed), (2003) view that despite, the

recognition of the human resource as a valuable asset, just a few organizations recognize

and practice such a principle in their daily activities.

Sixty-one percent of the study respondents were of the view that NGOs in Techiman do

not plan their human resource requirements. For the 39% respondents who think the

NGOs do human resource planning, the straight forward projection method was used. It

was confirmed that the NGOs experience employee surplus and shortage regimes.

Recruitment of staff by the NGOs reflects Hulme and Edwards' (1996) description of the

NGOs' staff recruitment habit which was done using the leader's personal network,

sometimes including immediate and extended family and certainly including friends.

About 55.6% of employees of the NGOs are recruited by virtue of their relationship with

the founder leaders. Only 37% were recruited through advertisements and unsolicited

applications which ideally provide what Stoner, et al, (1995) call a pool of candidates that

is large enough to select qualified employees.

Approximately, 64.8% of the study respondents revealed that employees in the

Municipality went through interview as the only selection method used by NGOs. The

study found out that, the interviews were usually conducted as a formality.
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The selection process did not provide equal opportunities to all job applicants. Of all the six

employees interviewed, only two responded in the affirmative to having been given

appointment letters when they were employed.

5.5 Staff Performance Appraisal

Though the study revealed that performance appraisal was practiced by NGOs in the

Municipality, it was found out that it was not a regular practice. Again, it was found out

that it was usually not even done by the NGOs themselves, but by donor partners at the

end of funded projects to assess staff capacity under which projects were implemented.

This revelation was contrary to the stipulation by Kreitner (2001:340) that "annual

performance appraisals are such a common part of modern organizational life that they

qualify as a ritual.

The study gathered that the only appraisal systems used by NGOs in the Techiman

Municipality were the multi-person comparison and MBO with the former being the most

widely used. It was found out that Noe et al's (1996) five primary sources of information for

appraisal including supervisors, peers, subordinates, self and customers were utilized by the

NGOs with the use of supervisors being more pronounced.

Though 70.3% of the respondents claimed that performance appraisals have been useful

for building employee motivation and commitment and for meeting organizational

objectives, analysis of data revealed that performance appraisals have created conflicts

rather than resolved them as claimed by Dulebohn and Ferris (1999). Performance

appraisal by the NGOs was usually not well purposed and focused; achieving their

objective of practice only to a limited extent.

The challenges identified with regard to the practice include: less objectivity, difficulty in

specifying organizational goals and measuring individual objectives, employee

dissatisfaction with the practice and hence organizational conflicts and its use as an

instrument of managerial control by superiors. Other challenges were: employment of

relatives, friends, and volunteer staff who are mostly difficult to appraise.
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5.6 Organizational Conflicts

Kreitner and Kinicki (2004:485) observed that "conflict is an ever-present feature of

modern life" and "an unavoidable aspect of organizational life". The research found out

that the nature of conflicts in the NGOs manifest themselves mostly in the form of labour

turnover; rated specifically at 68.5% and other forms such as confrontation, withdrawal of

cooperation, absenteeism and complaints by clients. Most of these conflicts within the

NGOs were described as being personality clashes usually between employees and the

founder leaders.

Unsatisfactory salary related issues were identified and ranked by 59.3% of the

respondents as the main causes of conflicts among staff of the NGOs which was contrary

to the assertion by Hulme and Edwards (1996) that NGOs offer higher and more regular

salaries thereby creating incentives to professionals to move out of government to join

them.

The most used conflict resolution mechanism by NGOs in the Techiman Municipality is

negotiation which Kreitner (2001), Kreitner and Kinicki (2004) and Neale and Bazerman

(1992) agree is the commonest and most widely used conflict resolution mechanism between

and amongst individuals, organizations and nations. Other mechanisms used by the NGOs are

employee dismissal and ignoring the issue; but to a very small extent.

5.7 Employee Commitment and Participation

The study gathered that employees of NGOs in the Techiman Municipality were

committed to organizational task. However, their level of commitment was only moderate

due to low level of employee motivation. It was not surprising therefore that high labour

turnover and absenteeism which Randall (1987) in Goss (1997) says are the negative

effects of low commitment were common amongst the NGOs.

Employee commitment in the NGOs could best be described as predominantly

behavioral. According to Goss (1997), behavioral commitment involves manipulating

organizational conditions to get employees to do what management wants and when it
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wants it without resistance or with minimal concern for subjective attachment. Goss adds

that such commitment is induced by direct or indirect economic coercion by which

employees are forced to comply to avoid undesirable consequences. About 59.3% of the

study respondents indicated that their level of commitment was induced largely by

compulsion.

The study gathered that employee involvement was more pronounced at the

implementation level of the NGOs management where the actual work was executed with

only a few at supervisory management level. Up to 57.4% of the study respondents

believe that the level of employee initiative was low among the NGOs. These findings do

not conform to Bennett's (1994) argument that employee involvement in management

decisions had been a common practice for many years. The findings were also contrary to

Kreitner's (2001) view that employees may participate in setting goals and making

decision. The study established that employee involvement in the NGOs in the

Municipality was made possible mainly through team briefing which was likened to

giving of instructions to be carried out by employees. The manifestation of conflicts in the

NGOs and their consequences was a reflection of how the NGOs had failed to integrate

employees in the management process.

5.8 Employee Welfare

Often misunderstood and equated to rewards as Bloom (1999) points out, 90.7% of the

study respondents think that the NGOs had welfare policies in place but the findings did

not reflect the reality of the practice of welfare. For the Techiman Municipal Welfare

Department, the NGOs had no good welfare services for staff They delayed in the

payment of salaries, under paid and even defaulted in payment resulting in conflicts. This

observation, however, did not rule out the fact that some amount of welfare was in

practice by the NGOs. It was found out that NGOs in the Municipality had some welfare

schemes in place for their employees such as contributions to employee pension schem in

the form of SSNIT, payment of employee NHIS premiums, transport fares for staff

errands, paid nationally recognized public holidays and grant of short sick leave; which
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were practiced on a very limited scale by just a few of the NGOs. Though, the NGOs had

welfare policies in place, such policies were not practically up to requirements.

No doubt then that Goss (1997) cataloguing what go into welfare was quick to lament that,

however essential the issue of welfare is to organizational development, it has received less

attention than other areas within human resource management.

Stoner et al (1995) and Williams (2003) believe that whether an employee decides to quit or

retire or is laid off by the employer, it needs to be done with care and in a less hurtful way.

But the study found out that the disengagement of most staff of NGOs in the Techiman

Municipality was on involuntary basis; usually, following confrontations.

5.9 Human Resource Management Values

A major finding of the study was that only a little above halve of the respondents (51.9%)

fully understood what human resource management means and thus its essential values in

relation to the definitions adopted for the study and therefore could tell the essential value

of what the concept really means. For 20.4% of the respondents, human resource

management meant nothing more than Goss's (1997) definition of traditional personnel

management, which he says, has been mistaken by many for human resource management

and practiced as such. All other responses fell short of the true meaning of human

resource management.

5.10 Research Problem, Research Questions and Objectives Revisited

The main study objective was to find out the factors that inhibit human resource

management amongst NGOs in the Techiman Municipality. The study revealed that not

all the NGOs studied had functional governing boards of directors and also had no

employee representation as opposed to Bennett's (1994) view that the appointment of

employees to company boards had become a common practice. Motivation was found to

be very low in the NGOs. Despite their recognition of the value of the human resource,

the study gathered that the employee was not given the deserved attention. NGOs in the

Municipality least plan their human resource requirements. Recruitment was largely

patron-client oriented and selection did not follow the due process.
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The study discovered that the overall understanding of the concept of human resource

management fell short of requirement and largely mistaken for traditional personnel

management as Goss (1997) postulates.

In addressing the research problem, the study found out that the practice of performance

appraisal by the NGOs was not effective. The study gathered that the only appraisal

systems used by the NGOs were multi-person comparison and MBO with the former

being the most widely used; depending on supervisors, peers, subordinates, self and

customers for information. Furthermore, performance appraisals by the NGOs were

usually not well purposed and focused and only achieve the objectives of their practice to

a limited extent.

As regards organizational conflicts, the research discovered that conflicts in the NGOs

manifested themselves mostly in the form of labour turnover and described as being

personality clashes usually between employees and founder leaders. Unsatisfactory salary

related issues were identified and ranked by 59.3% of the respondents as the main causes of

conflicts in the NGOs. The most used conflict resolution mechanism by the NGOs was

negotiation. Other mechanisms used to a very limited extent were employee dismissal and

ignoring the conflict issue.

On employee commitment and involvement, the study revealed that employee

commitment among the NGOs was only moderate and their involvement was low. The

level of commitment was due to low employee motivation; manifested in the form of high

labour turnover and absenteeism. The employee commitment could best be described as

behavioral and induced by compulsion with threats of economic sanctions for non-

compliance. There was low level of employee initiative in the NGOs. Employee

involvement was done mainly through team briefing; likened to giving of instructions to

be carried out by employees. The manifestation of conflicts in the NGOs was a reflection

of how the NGOs had failed to integrate employees in their management.
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The study revealed that the NGOs have often mistaken welfare for rewards and that only a

few of the NGOs really had welfare packages for employees on a very limited scale. These

welfare packages included payment of employee SSNIT contributions, payment of

employee NHIS premiums, payment of transport fares for staff errands, paid nationally

recognized public holidays and grant of short sick leave which are offered by only a few of

the NGOs. Employee separation in the NGOs is crudely done usually, following

confrontations.

On values considered essential for effective human resource management, the study

found out that only 51.9% of the respondents fully understood the concept as per the

definitions adopted for the study.

5.11 Discussion

The study was conducted to assess human resource management among NGOs in

Techiman Municipality. The study found out that the issue of non effectiveness of

performance appraisal arises out of factors which include the patron-client relationships

that exist between founder leaders and employees of the NGOs. The implications are that,

not only are non-performing tendencies of staff overlooked but also condoned since in

such relations it is difficult to chastise wrong doings. With the use of the multi-person

comparison appraisal system, biases in the judgement of employee performances is the

order of the day especially, against employees who are not in the good books of the

founder leaders. The situation is made worse due to the non-functioning of governing

boards that give the founder leaders the sole authority to hire and fire employees at their

own discretion.

Therefore the institution of functioning boards should not only be seen as a requirement

for the registration of the NGOs but should be put in place to give strategic directions for

the better management of the NGOs including their management of the human resource.

There is the need for the Registrars General Department to liaise with the Department of

Social Welfare at the local level for approval on the credibility of prospective NGOs

before granting them certificates to operate. This is because, the NGOs always make sure
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they get the right documents to meet the registration but after the certificate is issued, they do

their own things.

By liaising up with the Department of Social Welfare, the Department will be empowered to

perform her oversight responsibility of supervising and monitoring the NGOs to ensure their

compliance with the code of ethics regarding their operations on the ground.

Conflicts are ever present in every organization and could be functional. However,

conflicts in the NGOs studied are dysfunctional. Described as being personality clashes

usually between employees and founder leaders, the conflicts manifest themselves mostly

in the form of labour turnover. With unsatisfactory salary related issues being the main

causes of these conflicts. There is the need for the institution of functional governing

boards to come up with well structured working conditions for employees as well as take

up the role of negotiations in times of such conflicts for amicable resolution devoid of

biases.

Employee commitment in the NGOs is found to be only moderate. Employee participation

is also low. Surprisingly, the NGOs have up to 57.4% of volunteer staff and yet have such

a level of commitment. The level of commitment is due to low employee material

motivation. The level of commitment points to the fact that the volunteer staff is not

committed to the spirit of voluntarism: selflessness, altruism, compassion, sense of

dedication and service for its own sake without expectation of reward. The situation calls

for a review of the mode of recruitment and selection of employees by the NGOs. The

review will help to identify who truly are volunteers as against those who out of

desperation to get employed settle down with any rate of payment under the pretext of

voluntarism. Transparent leadership by founder leaders and increased employee initiative

and participation are required to enhance employee appreciation of the problems of the

NGOs. Increased employee initiative and participation will improve their level of

motivation, reduce conflicts and improve organizational performances.
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The study revealed that only a few of the NGOs really have welfare packages for employees

on a very limited scale. Active involvement and supervision are required here

 . by the Department of Social Welfare to ensure that the NGOs adhere to the welfare of

their staff Welfare schemes that are mandated by the laws of Ghana such as contributions to

employee pension scheme through SSNIT, paid nationally recognized public holidays and

grant of sick leave must be observed by the NGOs.

The study found out that 48.1% of the respondents do not fully understand what human

resource management is and for that matter its essential values. This situation could not have

been different given that the level of education of the respondents is low. To boost employee

understanding of this NGO fundamental practice, there is the need to organize regular

workshops and refresher training programmes to update their knowledge base.

5.12 Conclusions

NGOs in the Techiman Municipality do not have well functioning governing boards.

Employee motivation is low. The value of the human resource is recognized but not given

the needed attention. Human resourcing is poorly done. The practice of performance

appraisal falls short of standards. Conflicts abound in the NGOs with high labour turnover

upon mostly failed negotiations. Employee commitment is only moderate and can best be

described as behavoural which is induced by compulsion with threats of economic

sanctions for non-compliance.

There is low level of employee initiative and employee involvement; obtained mainly

through team briefing with instructions to be carried out. The NGOs have often mistaken

welfare for rewards and indeed, only a few of them really have welfare packages for

employees on a very limited scale. Values considered essential for effective human

resource management are not fully understood and are often mistaken for traditional

personnel management. NGOs in the Techiman Municipality therefore do not really

practice human resource management. What they practice can best be described as near

human resource management if not traditional personnel management, which is less

productive and meaningful for staff and organizational growth and development.
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APPENDICES

APPENDIX A

Questionnaires for Board Members, Founder Leaders/Executive Directors and

Employees of NGOs in Techiman Municipality

INTRODUCTION

The purpose of this questionnaire is to collect data to address the research topic above.

The research is in fulfillment of academic work leading to the award of a Masters of

Philosophy Degree in Development Management. Data collected with this questionnaire

would be handled with maximum confidentiality and analyzed objectively.

NOTE: Please, complete where applicable!

A. Respondent's Background Information

1 . N a m e a n d o r g a n i z a t i o n o f r e s p o n d e n t :

2 . Sex: Male [ Female

3 . A g e

4 . Level of Formal Education

A. No Formal Education

C. JSS/Middle School

F. Vocational/Technical

[ ]

[ ]

[

B. Primary Education [

D. SSS [

G. Tertiary [ ]

E. Post Secondary [ ]

5 . ResidentialStatus:Native[]
Migrant/Settler [

6 . P o s i t i o n i n t h e O r g a n i z a t i o n :

7.Status of engagement with organization: Paid staff [ ]
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B. General Conceptual Questions

1. Does your organization have board of directors? Yes [ ] No

2. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . I
f yes, how many members make up your board of directors? ...............................................

3. If no, why?

4. Do you have employees on
the board? Yes [ ] No

5. W h a t a r e t h e f u n c t i o n s o f t h e b o a r d ?

6. What motivates you to work hard?

A. Recognition of your effort on the job B. Your efforts on the job duly rewarded

C. The delight in an objective achieved on the job D. Involvement in setting job

objectives

E. Other, Specify: ...................................................................................

7. How many staff has your organization employed over the past three years? ....................

8.How many staff have left your organization over the past three years?

9. Can you advance reasons for their exit ...........................................................................

www.udsspace.uds.edu.gh 

 

 



122

www.udsspace.uds.edu.gh 

 

 



10. What social services has your organization rendered to society in the past three
years?

11. What was/were the reason(s) why you rendered those services?

C. Human Resourcing

1. What do you consider as your organization's resources?

A. Funds B. Office Equipment

C. The employees D. Other, Specify ...............................

2. Does your organization plan her human resource requirements? Yes [ ] No [ ]

3. If no, why? .........................................................................................................................

4. If yes, how do you forecast the human resource needs of your organization?

A. Straightforward projections by directors

B. Head count matched with factors likely to affect that head count and best guesses

made

C. Ratios of historical staff data analyzed to predict future workforce requirement

D . O t h e r , S p e c i f y

5. By which of the following methods does your organization recruit employees?

A. Advertisement of vacancy B. Unsolicited applications

C. Arbitrary coalition D. A pull of relatives and friends

E. Other, Specify........................................................................................................

6. If by advertisement, by what medium?

A. Radio B. Television

C. News Papers Other, Specify..............................................

123

a

www.udsspace.uds.edu.gh 

 

 



7. In selecting employees for hiring, do you conduct interviews? Yes [ ] No [ ]

8. If no, why........................................................................................................

9. Apart from interviews, what other methods does your organization use in selecting

employees? ........................................................................................

10. To what degree does your organization provide equal opportunities in the

selection process?

A. Very high B. High C. Moderate D. Low E. Very low

D. Staff Performance Appraisal

1. Does your organization appraise the performances of staff? Yes [ ] No

2. I f n o , w h y ?

3. If yes, how regularly?

A. Monthly [ ] B. Quarterly [ ] C. Semi-Annually [

D. Annually [ ] E. Other, Specify....................................................

4. For which of the following reasons do you carry out performance appraisal?

A. Strategic purpose (to define and shape results, behaviors and, employee

characteristics that are necessary for achieving strategic organizational change)

B. Administrative purpose (for administrative decisions such as salary administration

(pay raises, promotions, retention/termination, layoffs, and recognition of individual

performances)

C. Developmental purpose (to develop employees who are effective at their jobs and

improve the performance of those not doing well)

D . O t h e r , S p e c i f y
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5. Are you able to meet your performance appraisal objectives as in Q3 above?

6. If no, why? ......................................................................................

7. If yes, to what extent? A. To a very large extent B. To a large extent

C. To a very reasonable extent, D. To a small extent E. To a very small extent

8. Which of the following appraisal systems do you use in appraising staff?

A. Written essays— an evaluator writes out employee's strengths and weaknesses,

past performance, and potential and makes suggestions for improvement.

B. The use of critical incidents—appraiser writes down specific employee

behavours or personality traits that describe he/she did that was especially effective and

ineffective

C. Graphic rating scales—evaluator rates an employee on a set of performance

factors such as quantity and quality of work, job knowledge, cooperation, loyalty,

attendance honesty, and initiative

D. Behaviorally anchored rating scales (BARS)—appraiser rates an

employee according to actual behavour on a job along a numerical scale.

E Multi-person comparisons—evaluator compares an employee's performance with

that of one or more others.

F.Management by Objective (MBO)—an employee is evaluated by how well

he/she accomplishes a specific set of job objectives.

G. 360 degree feedback, Ranking— evaluator reviews feedback from supervisors,

employees, and co-workers who are in a full circle of interactions with the appraisee

H . O t h e r , S p e c i f y

8. Which of the following performance appraisal measures or sources of information do

you use for the appraisal exercise? A. Supervisors, B. Peers, C. Subordinates,

D. Self E. Customers F. Other, Specify ......................................
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10. In which of the following ways has performance appraisal contributed to the
growth

of your organization? It has helped

A. To meet organizational objectives B. To build employee motivation and commitment,

C. To deal with personnel conflicts D. Other, Specify"....................................

11. What problems do you encounter in appraising staff performance?

A. Less objectivity achieved,

B. Difficulty in specifying organizational goals and measuring individual objectives,

C. Leads to employee dissatisfaction and hence organizational conflicts,

D. Used as an instrument of managerial control by superiors

E. O t h e r , S p e c i f y

E Organizational Conflicts

1. In what form do employee conflicts manifest in your organization?

A. Strikes B. Confrontation C. Withdrawal of co-operation

D. Idling E. Labour turnover F. Absenteeism

L. Customer/Client complaints M. Other, Specify........................

2. Which of these types of conflict do you witness in your organization?

A. Personality clashes B. Intergroup conflicts

C. Cross — Cultural Conflicts D. Other, Specify ........................

3. What are the common causes of conflicts in your organization?.

4. Which of these means do you use to resolve conflicts in your organization?

A. Negotiation, B. Ignoring the issue, C. Employee separation.

D. Other, Specify......................................................................................
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F. Employee Commitment and Involvement

1. What is the level of staff commitment in your organization?

A. Very high B. High C. Moderate D. Low E. Very low

2. Under what condition is staff commitment induced in your organization?

A. compulsion B. volition

3. How will you rate the volunteer staff commitment level in your organization?

A. Very high B. High C. Moderate D. Low E. Very low

4. Will you say the quality of output of volunteer staff of your organization is A. Very

high B. High C. Moderate D. Low E. Very low?

5. At what level of your organizational management do employees get involved?

A. Strategic management level where the overall organizational policies are formulated

B. Executive Management Level where strategic decisions are implemented.

C, Supervisory management level where you serve as a supervisor, linking management

and other grades of employees to control operatives in the organization

6. What is the level of employees' initiative in driving your organization towards its objectives

and goals?

A. Very high B. High C. Moderate D. Low E. Very low

7. Under which of the following conditions are you involved?

A. Compelled to get involved B. Induced by economic rewards to be involved

C. Involvement based on personal volition D. Other, Specify..................................

8. By which of the following means do you get involved in the operations of the

organization?

A. Team briefing in which leaders and teams get together in groups on a regular basis to talk

about things that are relevant to the organization

B. Suggestion schemes in which employees are invited to submit relevant ideas to

3 improve organization performance
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C.Quality Circles where you meet frequently and voluntarily to solve work-related problems

of your own identification.

D. Total Quality Management where you work as part of normal working practice to deal

with issues identified by management.

E . O t h e r , S p e c i f y

G. Employee Welfare

1. Does your organization have a reward policy? Yes [ ] No [

Other, Specify ..........................................................................................

2. On which of the following is your organization's reward policy based?

A. Experience, B. Educational qualification, C. Task level,

D. Commissions E. Other, Specify..............................................................................

3. Which of the following welfare packages are there for employees in your organization?

A. Retirement plans and pension, B. Health insurance, C. Life insurance

D. Resettlement allowance, E. Transport allowance, F. Counseling

G. Early payment of salaries H. Paid holidays and vacations I. Rent subsidies,

J. Sick leave K. Daycare facilities L. Grant of loans

M. Educational sponsorship N. Canteen services

0. Other, Specify........................................................

4. How are employees in your organization notified that they are sacked?

A. By telephone calls B. By letters

C. Amicable agreeable manner and compensated D. Confrontations

E. Other, Specify ..........................................................................................................................

H. Essential Human Resource Management Practices

1. What do you think constitute(s) the proper management of organization's human

resource?

A. Hiring people to work and paying for their service

B. Hiring and motivating employees to work in an organization
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C. Hiring people, socializing, training and developing them, appraising their

performance, rewarding them and ensuring their welfare, commitment and

4 - involvement.

D. Hiring people, formulating and monitoring their conformity to rules and procedures

towards achieving organizational goals E. Other, Specify..................................
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APPENDIX B

O. Questionnaires for Techiman Municipal Department of Social Welfare Directors and

Executives of NGO Coalitions in the Brong Ahafo Region

INTRODUCTION

The purpose of this questionnaire is to collect data to address the research topic above.

The research is in fulfillment of academic work leading to the award of a Masters of

Philosophy Degree in Development Management. Data collected with this questionnaire

would be handled with maximum confidentiality and analyzed objectively.

NOTE: Please, complete where applicable!

A. Respondent's Background Information

1. Name and organization of respondent:

2. Sex: Male [ Female [ ]

3. Age

4. Level of Formal Education

A. No Formal Education [ ] B. Primary Education [ ]

C. JSS/Middle School [ ] D. SSS [ ]

E. Post Secondary [ F. Vocational/Technical [

G. Tertiary [

5 . P o s i t i o n i n t h e O r g a n i z a t i o n :

1 3 0
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B. General Conceptual Questions

1. Do NGOs in the Techiman Municipality have board of directors? Yes [ ] No [ ]

2. If yes, how many members on the average do you think make up the board of

directors? ..................

3. If no, why?

4. Areemployeeson the boards? Yes [ ] No

5. What do you know are the functions of the boards?:

6. In your opinion, do you think labour turnover among NGOs in the Techiman

Municipality over the past three years is A. Very High B. High C. Moderate D. Low

E. Very Low F. Non Existent

7. Give reason(s) for your answer in Q6............................................................................

8. Do NGOs in Techiman Municipality render social services to society as expected of them?

Yes [ ] No [ ]

9. Give reason for your answer in Q8 ........................................................................................

10. What is your outfit's oversight responsibility over NGOs in the Techiman

Municipality?
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11. How will you rate the effectiveness of how your oversight responsibility over the

operations of NGOs in the Municipality? A. Very High B. High C. Moderate

lb - D. Low E. Very Low

1 2 . G i v e r e a s o n s f o r y o u r a n s w e r i n Q 1 1

13. What is the difficulty in the discharge of your oversight responsibility? ...................

14.Are NGOs in the Municipality compliant to your discharge of oversight

responsibilities? Yes [ ] No [ ] Other, Specify............................

1 5 . E x p l a i n y o u r a n s w e r i n Q 1 4

C. Human Resourcing

1. What do you consider as resources for the NGOs?

A. Funds B. Office Equipment

C. Employees D. Other, Specify ................................

2.Do you think NGOs in the Techiman Municipality plan their human resource

. requirements?

Yes [ ] No [ ]

3 . I f n o , w h y ? •

4 . I f y e s , h o w ? •

5. By which of the following methods do NGOs in the Techiman Municipality recruit

employees? A. Advertisement of vacancy B. Unsolicited applications C. Arbitrary

coalition D. A pull of relatives and friends E. Other, Specify .............................
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6. In selecting employees for hiring, do NGOs in the Techiman Municipality conduct

interviews? Yes [ ] No [ ]

7. I f n o , w h y

8. Apart from interviews, what other methods do you know that NGOs in the Techiman

Municipality use in selecting employees?..............................................................

D. Staff Performance Appraisal

1. Do you think NGOs in the Techiman Municipality appraise the performances of their

staff?

Yes [ ] No ] Other, Specify ........................................................

2 . I f n o , w h y ?

3. If yes, how regularly?

A. Monthly [ ] B. Quarterly [ ] C. Semi-Annually [ ]

D. Annually [ ] E. Other, Specify....................................................

4. For which of the following reason(s) do you think NGOs in the Techiman

Municipality carry out performance appraisal?

A. Strategic purpose (to define and shape results, behaviors and, employee

characteristics that are necessary for achieving strategic organizational change)

B. Administrative purpose (for administrative decisions such as salary administration

(pay raises, promotions, retention/termination, layoffs, and recognition of individual

performances)

C. Developmental purpose (to develop employees who are effective at their jobs and

improve the performance of those not doing well)
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D. Other, Specify ........................................................................................................

5. To what extent is their appraisal relevant?

A. To a very large extent B. To a large extent

C. To a very reasonable extent, D. To a small extent E. To a very small extent

6. Which of the following appraisal systems do you know that NGOs in the Techiman

Municipality use in appraising staff?

A. Written essays— an evaluator writes out employee's strengths and weaknesses, past

performance, and potential and makes suggestions for improvement.

B. The use of critical incidents—appraiser writes down specific employee behavours or

personality traits that describe he/she did that was especially effective and ineffective

C. Graphic rating scales—evaluator rates an employee on a set of performance factors

such as quantity and quality of work, job knowledge, cooperation, loyalty, attendance,

honesty, and initiative

D. Behaviorally anchored rating scales (BARS)—appraiser rates an employee according

to actual behavour on a job along a numerical scale.

E. Multi-person comparisons—evaluator compares an employee's performance with

that of one or more others.

F. Management by Objective (MBO)—an employee is evaluated by how well

he/she accomplishes a specific set of job objectives.

G. 360 degree feedback, Ranking— evaluator reviews feedback from supervisors,

employees, and co-workers who are in a full circle of interactions with the appraisee

H. Other, Specify ........................................................................................................

7. Which of the following performance appraisal sources of information do you think

NGOs in the Techiman Municipality use for their appraisal exercise?

A. Supervisors, B. Peers, C. Subordinates,

D. Self E. Customers F. Other, Specify ..................
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8. In your opinion, which of the following ways does performance appraisal contribute to

the growth of the NGOs? It s helps

A. To meet organizational objectives B. To build employee motivation and

commitment, C. To deal with personnel conflicts D. Other, Specify".......................

E. Organizational Conflicts

1. In what form(s) do you know employee conflicts manifest in NGOs in the Techiman

Municipality if any?

A. Strikes B. Confrontation C. Withdrawal of co-operation

D.Idling E.Labourturnover F.Absenteeism

L. Customer/Client complaints M. Other,

Specify..................................

2. What do you think are the common causes of conflicts among NGOs in the Techiman

Municipality? •....................................................................................................

3. Which of these means do you think NGOs in the Techiman Municipality use to resolve

conflicts among staff?

A. Negotiation, B. Ignoring the issue, C. Employee separation.

D. Other, Specify......................................................................................

F. Employee Commitment and Involvement

1. What do you think is the level of employee commitment in NGOs in the Techiman

Municipality? A. Very high B. High C. Moderate D. Low E. Very low

2. Under what condition do you think is employee commitment induced in NGOs in the

Techiman Municipality? A. compulsion B. volition
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3. What do you think is the level of employees' initiative among NGOs in the Techiman

Municipality towards organizational objectives and goals? A. Very high B. High

C. Moderate D. Low E. Very low

4. Under which of the following conditions do you think NGO employees are involved in

organizational management?

A. Compelled to get involved B. Induced by economic rewards to be involved

C Involvement based on personal volition D. Other, Specify...........................................

G. Employee Welfare

1. Do you think that NGOs in the Techiman Municipality have reward policies?

Yes [ ] No [ ] Other, Specify...............................................

2. On which of the following do you think is the basis of NGOs in the Techiman

Municipality reward policy?

A. Experience, B. Educational qualification, C. Task level,

D. Commissions E. Other, Specify .....................................................................

3. Which of the following welfare packages do you know are there for employees of

NGOs in the Techiman Municipality? A. Retirement plans and pension,

B. Health insurance, C. Life insurance D. Resettlement allowance,

E. Transport allowance, F. Counseling G. Early payment of salaries

H. Paid holidays and vacations I. Rent subsidies, J. Sick leave K. Daycare facilities. Grant

of loans M. Educational sponsorship N. Canteen services

0. Other, Specify....................................................
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H. Essential Human Resource Management Practices

1. What do you think constitute(s) the proper management of organization's human

resource?

A. Hiring people to work and paying for their service

B. Hiring and motivating employees to work in an organization

C. Hiring people, socializing, training and developing them, appraising their performance,

rewarding them and ensuring their welfare, commitment and involvement.

D. Hiring people, formulating and monitoring their conformity to rules and procedures

towards achieving organizational goals

E. Other, Specify..........................................................................................
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APPENDIX C

Interview Guide for Board Members, Founder Leaders/Executive Directors and

Employees of NGOs in Techiman Municipality

INTRODUCTION

The purpose of this exercise is to collect data to address the research topic above. The

research is in fulfillment of academic work leading to the award of a Masters of

Philosophy Degree in Development Management. Data collected would be handled with

maximum confidentiality and analyzed objectively.

A. Respondent's Background Information

1 . N a m e a n d o r g a n i z a t i o n o f r e s p o n d e n t :

2. Sex: Male [ Female

3. A g e

4. Level of Formal Education

A. No Formal Education

C. JSS/Middle School F.

Vocational/Technical

B. Primary Education [

D. SSS [

G. Tertiary [ ]

5. ResidentialStatus:Native[] Migrant/Settler [[

6. P o s i t i o n i n t h e O r g a n i z a t i o n :

7. Status of engagement with organization: Paid staff [ ] Volunteer
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B. General Conceptual Questions

1. Will you say there is any difference in the management of NGOs as against other

organizations?

2. What is your understanding of motivation?

3. What do you think motivates an individual to work hard?

4. Does your organization fulfill her corporate social responsibilities?

5. If yes, how do you do that?

6. What motivates you to do so?

C. Human Resourcing

1. What in your opinion do you consider as the resources of your organization?

2. How does your organization

A. Plan human resource requirements?

B. Do recruitment?

C. Select employees?

D. Staff Performance Appraisal

1. Does your organization appraise the performances of employees?

2. If yes,

A. How do you do it? And

B. For what reasons?

3. How has performance appraisal contributed to the growth of your organization?

4. Do you encounter problems appraising staff performances?

139

www.udsspace.uds.edu.gh 

 

 



E. Organizational Conflicts

1. What is your understanding of organizational conflicts?

2. Describe the nature of conflicts in your organization

3. What causes conflicts in your organization?

4. How do you resolve conflicts in your organization?

5. How do conflicts affect the performance of your organization?

F. Employee Commitment and Involvement

1. What is your understanding of employee commitment?

2. What will you say is the level of employee commitment in your organization?

3. How will you rate the volunteer staff commitment level in your organization?

4. At what level will you say is the quality of output of volunteer staff of your

organization?

5. How do you induce such commitment?

6. At what level of your organizational management do employees get involved?

7. How do employees get involved in the operations of your organization?

G. Employee Welfare

1. What do you consider as employee welfare?

2. What welfare packages are there for employees of your organization?

3. Do employees have the opportunity to negotiate rewards/working conditions in your

organization?

H. Essential Human Resource Management Practices

1. In your opinion, what do you think constitute(s) the proper management of human

resource?

2. Do you think your organization practices human resource management?
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APPENDIX D

Interview Guide for Techiman Municipal Department of Social Welfare Directors and

Executives of NGO Coalitions in the Brong Ahafo Region

INTRODUCTION

The purpose of this exercise is to collect data to address the research topic above. The research

is in partial fulfillment of academic work leading to the award of a Masters of Philosophy

Degree in Development Management. Data collected would be handled with maximum

confidentiality and analyzed objectively.

A. Respondent's Background Information

1 . N a m e a n d o r g a n i z a t i o n o f r e s p o n d e n t :

2 . Sex: Male [ ] Female [
]

3 . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . Age

4 . Level of Formal Education

A. No Formal Education

C. JSS/Middle School E.

Post Secondary

G. Tertiary

B. Primary Education

D. SSS

F. Vocational/Technical

5. Position in your Organization: ..................................................................................
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B. General Conceptual Questions

1. Will you say there is any difference in the management of NGOs as against other

organizations?

2. Do NGOs in the Techiman Municipality fulfill their corporate social responsibilities?

3. If yes, how do they do that?

4. What do you think motivates them to do so?

5. What is your oversight responsibility over NGOs in the Municipality?

6. How effectively are you able to carry out your responsibilities?

7. What is/are the difficulty(ies) in the discharge of your oversight responsibility?

C. Human Resourcing

1. What in your opinion do you consider as the resources of NGOs?

2. How do NGOs in Techiman Municipality

D. Plan human resource requirements?

E. Do recruitment?

F. Select employees?
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D. Staff Performance Appraisal

1. Do you think NGOs in Techiman Municipality appraise the performances of staff?

2. If yes,

C. How do they do it? And

D. For what reasons?

3. How does performance appraisal contribute to the growth of the NGOs?

E. Organizational Conflicts

1. What is your understanding of organizational conflicts?

2. In what forms do conflicts manifest themselves among staff of NGOs in the Techiman

Municipality

3. What do you think cause(s) conflicts among staff of NGOs in the Techiman

Municipality?

4. Have conflicts among staff of NGOs in Techiman Municipality ever been brought to your

notice?

5. If yes, how did you resolve such conflicts?

6. How do conflicts affect the performance of NGOs in the Techiman Municipality?

F. Employee Commitment and Involvement

1. What is your understanding of employee commitment?

2. How do you think employee commitment can be induced?

3. What do you think is the level of employee commitment among NGOs in the

Techiman Municipality?

3. Do you think employees participate in the management of NGOs in the Techiman

Municipality?
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G. Employee Welfare

1. What do you consider as employee welfare?

2. What welfare packages do NGOs in the Techiman Municipality offer their employees?

3. Do employees of NGOs in the Techiman Municipality have the opportunity to negotiate

their rewards/working conditions?

H. Essential Human Resource Management Practices

1. In your opinion, what do you think constitute(s) the proper management of human

resource?

2. Do you think NGOs in the Techiman Municipality practice human resource

management?

7 4
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APPENDIX E

OBSERVATION GUIDE

Less structured observation was undertaken of the operations of NGOs in Techiman

Municipality for two weeks. Things of interest for the observation (perceived visually,

heard, felt and smelled) include the following:

1. Staff relationships

2. The work environment/setting

3. Behaviors, actions and activities (motivation, human resourcing, staff appraisal,

organizational conflicts, commitment and employee involvement and welfare issues of

employees)

4. The psychological stances and histories of the staff and organizations

These were observed under each specific issue to establish certain patterns and inter-

relationships.
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