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Abstract- The profile of non-governmental organizations (NGOs) in the developing world has increased dramatically over 
the past decade. International and local NGOs have moved centre stage within international, national and local efforts to 
eradicate poverty, and are now seen as an important element of ‘civil society’, a concept which has been given increasing 
importance, alongside the state and market sectors, by policy makers. In terms of practice, the management of development 
NGOs, perhaps more than other kinds of organization, can be best understood as an improvised performance that continually 
draws upon ideas and techniques from other fields as part of an ever-changing, ambiguous and hybrid whole. 
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INTRODUCTION 
 
Drawing upon current research in non-profit 
management, development administration and 
management theory, this book explores the newly 
emerging field of the management of NGOs working 
in the area of poverty reduction in developing 
countries. By giving equal attention to the activities, 
relationships and internal structure of the NGO, the 
author develops a composite model of NGO 
management which seeks to analyze the distinctive 
challenges faced by these organizations. Key issues 
and debates include: 
 the changing global and local contexts of 

development cooperation 
 management technologies such as empowerment 

and stakeholder analysis 
 structural issues such as accountability, 

governance and participation 
 cultural issues such as organizational learning 

and diversity 
 dealing with complexity and uncertainty.  

 
The past decade or so has witnessed a spectacular 
growth in the numbers and scope of ‘third sector 
organizations’ around the world – organizations 
which are active in a vast spectrum of activities from 
welfare services to leisure pursuits, from political 
pressure groups to arts and hobby groups. An 
important sub-group of the third sector organizational 
family is that of the ‘non-governmental development 
organizations’, commonly termed NGOs. NGOs are 
usually understood to be the group of organizations 
engaged in development and poverty reduction work 
at local, national, and global levels around the world. 
The profile of NGOs has increased steadily among 
development policy makers, activists and researchers 
in both the rich industrialized countries of the ‘North’ 
and among the low-income, aid recipient countries of 
the ‘South’. 
 
The rise of development management 
There has been increasing disillusion with purely 
state-center efforts to solve development problems 

through public action, and there has been a 
corresponding decline in the tradition of 
‘development administration ‘, which was once a 
vibrant sub-field within the wider field of public 
administration. Policy was previously seen in 
‘prescriptive’ terms, in which governments took 
action to promote development. At the level of 
practice , early approaches to development projects 
were generally ‘top down’, in that they were based on 
the logic that ‘development’ was needed in a 
particular place, that the technical, spatial and 
administrative boundaries of its operation could be 
measured and that outcomes could be measured in 
what became known as the ‘blueprint’ approach. 
 
Types of NGOs 
NGOs can be distinguished into two groups: 
Operational and advocacy NGOs. This may be 
interpreted as the choice between small-scale change 
achieved directly through projects and large-scale 
change promoted indirectly through influence on the 
political system . Operational NGOs have to mobilize 
resources, in the form of financial donations, 
materials or volunteer labor, in order to sustain their 
projects and programs. This process may require 
quite complex organization. Finance obtained from 
grants or contracts, from governments, foundations or 
companies, require time and expertise spent on 
planning, preparing applications, budgeting , 
accounting and reporting. Major fund-raising events 
require skills in advertising, media relations and 
motivating supporters. Thus, operational NGOs need 
to possess an efficient headquarters bureaucracy, in 
addition to the operational staff in the field. 
 
Advocacy NGOs will carry out much the same 
functions, but with a different balance between them. 
Fund-raising is still necessary, but on a smaller scale 
and it can serve the symbolic function of 
strengthening the donors' identification with the 
cause. Persuading people to donate their time is 
necessary, but, in addition to a small number of 
people giving a great deal of time, it is also necessary 
to be able to mobilize large numbers for brief periods. 
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External donors may not impose onerous 
administrative burdens, but supporters still have to be 
supplied with information on an efficient regular 
basis. Major events will aim to attract favorable 
publicity rather than raise funds. Therefore, despite 
their differences, both operational and advocacy 
NGOs need to engage in fund-raising, mobilization of 
work by supporters, organizing special events, 
cultivating the media and administering a 
headquarters. Only the defining activities – 
implementing projects or holding demonstrations – 
serve to differentiate them. In reality, the distinctions 
are not as sharp as the labels suggest. Operational 
NGOs often move into advocacy when projects 
regularly face similar problems and the impact of the 
projects seems to be insufficient. All the large 
development and environment operational NGOs 
now run some regular campaigns, at least by 
supporting campaigning networks. Similarly, 
advocacy NGOs often feel they cannot ignore the 
immediate practical problems of people in their 
policy domain. Human rights NGOs and women's 
NGOs end up having programs to assist the victims 
of discrimination and injustice. 
 
Evolution of Risk Management 
Effective risk management cannot be practiced in 
isolation, but needs to be built into existing decision-
making structures and processes. In the past, risk 
management was seen as relating mainly to matters of 
safety and insurance. Over time, this systematic 
approach has evolved from a transactional functional 
to that of a strategic nature .  
Previous practices viewed risks as threats and focused 
on avoidance of negative events, treated risk as a 
separate function, and continuously managed risk 
independently within silos.  
 
What is Performance Management? 
Performance management can be thought of as a set 
of systematic efforts, initiatives and processes that 
have a number of characteristics. They attempt to: 
 Define performance in terms of results (outputs, 

outcomes, effects, impacts , etc (.;  
 Set measurable levels of intended achievement 

(performance targets , service standards etc.); 
 Determine the extent to which results are 

achieved using performance indicators 
 Provide an accounting for the achievement of 

results in light of the resources utilized 
(performance reporting, effectiveness reporting, 
value-for-money accountingetc.) 

 Base resource allocation decisions on 
performance information (performance 
budgeting, results-based budgeting, etc). 

 
This pattern of identifying intended results, 
measuring, reporting and using the information for 
decision-making typifies the way many jurisdictions 

define performance management. Here are some 
examples to illustrate my point: 
Performance management is a process of defining a 
mission and desired outcomes , setting performance 
standards, linking budget to performance, reporting 
results, and holding public officials accountable for 
those results.  Performance measurement is the 
ongoing monitoring and reporting of programmed 
accomplishments, particularly progress towards pre-
established goals.  
Performance management is managing and reporting 
based on what programmers are achieving for citizens 
and at what cost. This implies agreeing on expected 
outcomes , measuring progress toward them and using 
that information to improve performance and report 
results.  Performance management is using 
performance information effectively and performance 
measurement is obtaining the requisite information. 
 
The Pitfalls of Performance Management 
The problems with performance management in the 
public sector continue to be well documented by the 
evaluation community, at times with zealous glee. 
Allow me to quickly summarize what we know. 
A first and very real risk is the misuse of performance 
information, which happens in a myriad of ways, 
including the following: 
 Inadequate indicators that do not measure what 

they are intended to, i.e. what evaluators would 
call ‘poor construct validity’. This situation often 
arises when a performance assessment process is 
implemented hurriedly, under pressure , and 
indicators are chosen in haste or without 
sufficient consideration; 

 Use of performance monitoring information in a 
manner that assumes causality in relation to 
outcomes. This ‘classic’ pitfall is due typically to 
a lack of appropriate knowledge and know-how 
(often due to insufficient resources to obtain the 
necessary expertise); as well, the link between 
activities and outcomes is usually taken for 
granted by those who carry out the programmer 
and is treated as something ‘obvious’; 

 Use of performance information to ends for 
which it was not intended .  

 
Information is ‘hijacked’ by senior management or 
political masters who interpret it in their own ways to 
suit other purposes, and/or the information is 
communicated without sufficient explanation or 
context, e.g. to fit the requirements of media ‘sound 
bites ‘. Another important risk, and one that in my 
mind constitutes the Achilles’ heel of performance 
management, is goal displacement. This phenomenon 
occurs when performance management creates 
incentives that direct effort towards meeting the 
requirements of measuring and reporting to the 
detriment of the programmer's relevance; in short, 
when performance indicators and targets overtake the 
programmer's raison d’etre . The risk of falling into 
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that trap increases under the following conditions: 
insufficient attention is given to the implementation 
process; the measurement approach reduces dynamic 
and complex multi-dimensional programmes to 
simplistic formulae and/or mechanistic linear 
processes; the focus of the assessment effort is on 
cosmetics rather than fundamentals; and, likely the 
surest way of producing goal displacement, there is 
failure to involve stakeholders and obtain buy-in . The 
problems associated with goal displacement can be 
exacerbated by what could best be called ‘perverse 
incentives’. For example, raising the stakes associated 
with performance management increases the 
likelihood that people will ’work first to the 
indicators’ and produce by whatever means the 
required performance information. This, in turn, 
increases the probability of inaccurate data and 
unreliable information. 
 
Another set of problems arises from the limitations 
inherent to measurement. As the proponents of 
performance management like to remind us, ‘what 
gets measured gets done’; however, the consequence 
of that credo is that what is difficult to measure could 
likely fall by the wayside, especially under ‘high 
stakes’ conditions. 
 
Low-probability programmer technologies, i.e. ‘soft’ 
programmers such as social interventions, are 
particularly vulnerable to lack of attention to what is 
really important because it is difficult to measure 
(often meaning ‘quantify’). The risk is all the more 
significant that, typically, most government 
interventions fall into this category. As Burt Perrin 
states in ‘Effective Use and Misuse of Performance 
Measurement’: ‘Many activities in the public policy 
realm, by their very nature , are complex and 
intangible and cannot be reduced to a numerical 
figure... . What is measured, or even measurable, 
often bears little resemblance to what is relevant’. 
 
CONCLUSION 
 
It is interesting to note that ‘capacity building’ is not 
a term which has been used very much in the third 
sector management literature, despite its popularity in 
the development industry. The same can also be said 
for ‘scaling up’. Strategic planning is a process for 
deciding what an organization wants to be and do; 
and how it will therefore proceed. It is intended to 
provide a framework of directions and priorities 
within which an organization’s members can make 
long-term decisions, and also operate effectively on a 
day-to-day basis, towards common goals and a shared 
vision. Mintzberg )1994( , who was one of its 
originators, traces the history of strategic planning 
and argues that claims for its usefulness have been 
greatly exaggerated since then. It assumes that 
organizational events can be predicted and controlled, 
but by doing this has separated strategies from 

operational activities. In practice the two are closely 
linked. Planning is linked to analysis, strategy is 
linked to synthesis. While development NGO 
management is a complex, diverse field, it represents 
an area of public management which requires more 
research. As some development NGOs become more 
professionalized and as expectations of NGOs 
continue to grow , the management demands that they 
face will become more pressing. While the ‘family ‘ 
of development NGOs became prominent in 
development during the 1980s and 1990s, there has 
also now been a growth of hybrid organizations. 
These blur the boundaries between the sectors, such 
as ‘social businesses’ seeking to improve the 
livelihoods of the poor through fair trade, or 
government-organized NGOs seeking to strengthen 
grassroots participation in public service provision. 
These hybrids will require the continual adaptation of 
and experimentation with management ideas from 
across a wide range of sources, and may bring even 
more ambiguity to the terrain of NGO management. 
Such a trend can only reinforce the relevance of this 
composite model. 
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