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2. Definition of the SMS
The SMS is a performance measurement system that audits and manages the sustainability of organisations, using popular spreadsheet software. It poses the questions and collects the answers that help managers decide what do, what will and what should they do. This project plans to deliver the components in three stages between June and August 2003. 
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3. Commercial Rationale for the SMS

Performance measurement is the enduring theme of modern management science, and never more so than now, with the insistent pressure of global competition and depressed markets. These pressures have resulted in crises of corporate governance and organisational sustainability throughout the world. As a result, organisations everywhere have been willing to improve their performance, but lacked the means to do so. 
3.1. Current Limitations

The limitations lie in four areas; Management Science, Corporate Governance, Management Information Systems (MIS) and Information technology (IT).

1.3.1. Limitations in Management Science

A tenet of Management Science is that management is impossible without measurement. Sustainability management needs sustainability measurement, and therefore metrics and audit tools. This principle underpins the Balanced Scorecard – a management standard since 1982. The Balanced Scorecard has two serious flaws: 

a) It calls for non-financial measures of performance, but is silent on what they are, and 

b) It argues that different measures all count, but cannot unify them into a single statistic of performance. 

This is evident in two key areas of business today: corporate governance and organisational sustainability. Both are vital, but neither have unified and standardised measures, which hampers effective management. Of the four primary functions, only Financial managers have a body of tools to assess sustainability in the form of liquidity, solvency, profitability and debt ratios, but they look back and not forward, are symptomatic and not diagnostic, and do not connect to HR, Marketing and Operations. The need remains to produce the non-financial metrics and audit tools and a mathematical model of organisational sustainability.

1.3.2. Limitations in Corporate Governance

Successful corporate governance requires responsibilities to have owners. The legal corollary is that employees are accountable for outcomes only when built into their job descriptions and performance contracts. However, without metrics to define or audit tools to calculate sustainability-related performance, employees are under-measured and goals are under-managed. A complete set of metrics and tools does not exist. We seek to research and design this set, producing a framework that correctly defines and allocates the key responsibilities for the organisation’s sustainability across departments. In turn, this framework can generate a set of job descriptions and performance contracts that ensure managers know what to manage and employees know what to do.

1.3.3. Limitations in Management Information Systems (MIS) 

Many organisations still find they possess too little vital information, but cannot consume the information they do produce. This exposes a double frustration: workers who lose energy capturing information nobody uses, and managers who lose energy receiving information no one can digest. The problem lies in poor specifications of strategic reports, and the difficulty managers had in saying what they needed without a mental and mathematical model of sustainability. With no clarity as to what managers needed to get, business analysts specified what the transaction systems were able to give. This emphasis on capturing and reporting data (the pyramid base) squeezed out capturing and reporting around knowledge (the peak).
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Since knowledge has the greater value-density, this meant workers and managers faced volumes of low-grade in place of summaries of high-grade material.

In addition to patterns of data overproduction and under consumption, there was another pattern: the exclusion of workers from the value they added in capturing information. On the one hand, this reflected the distribution of roles and responsibilities. Throughout the world, armies of clerks created seas of data that armies of managers would trawl before making decisions. 
This separation caused, on the one hand, a reduction in the quality and quantity of data inputs (because a majority of people were less able, and less willing, to apply validation tests) and of decision outputs (because a minority of people were expected or empowered to). This bifurcation into a bottom-up information flow and top-down decision flow expressed an elitism that assumed senior-managers made the mission-critical decisions. This distinction between the people who had to set strategic targets from those who had to meet them and those who had no part in either was corruptive: targets would be too high for some, too low for others (inducing game-playing as smart managers reset the measures away from sustainability), whilst the rest were non-measured and non-managed. What was missing was an organisational model that set common performance standards and cumulative targets from side to side and bottom to top.
On the other hand, this reflected technical design decisions concerning screen refresh rates, front, middle, and back-ware splits, and consolidated reporting. Screens that wanted current data but hid historical data, and splits that barred front-line staff from historical data and reports that were consolidated at head office and then returned to source prevented front-line staff from seeing in time “the big picture” and trends. Elongated data capture and report processes introduced the costs of staff whose only job was to collect and distribute data - which automated systems should do. Introducing people after the original data capture firstly showed defects in designs and resource levels, but also invited further defects in data quality. 
There was a third pattern: the complication of the data collection, storage, and retrieval process. People typically capture, load, lock, store, access and report data in different locations, applications, and formats. These typically cannot relate to each other, and separate the layers and lines of the organisation. This lack of standards shows in part the variety of technologies and vendors, but also a weak management model of the organisation and its fundamental concerns. With no model to work with, business analysts have struggled to impose a uniform logic between HR, Marketing, Finance, and Operations data on the one hand, and between individual, project, departmental and organisational reports on the other. 

In sum, the evolution of information systems has been skewed by fragmentation, elitism, and data-overload. They each have the same solution: 

a) Ending data overload needs reports that marry operational performance to strategic targets. This calls for a language of metrics that summarises the universe of data into evidence of targets missed or met and therefore a set of scores around 100%. Without the possibility of summary provided by broad-spectrum targets, decision-makers have the burden of extracting meaning from an excess of low-grade data. 

b) Ending elitism requires reporting the strategic counterparts of operational performance to frontline staff. Adding rich context to their content ends the cycle of information suppression that inhibits innovation and perpetuates perceptions of inequality. Removing the delays that mean that full understanding arrives too late for action means producing the reports at the same time as frontline staff create and capture the data inputs. This involves redesigning the screens to remember historical information and report context and trends.
c) Ending fragmentation needs a smart solution rather than applications of capital in hardware and network software and money in network uptime, bandwidth, and telecommunications. The focus needs to move away from collecting the maximum of data and towards reporting the minimum of knowledge. Again, a model of sustainability that aligns all operational behaviour along strategic lines creates balanced management (to identify and extract the essential performances across the organisation’s functions), significance rules (to ration what data is or is not collected), comparative measures (to compress volumes of data into performance indicators) and smart scorecards (to bring immediacy and objectivity to decisions) can emerge. Database solutions that deliver the error-freedom of full automation but avoid the costs of full-time networks do not exist. We seek to redesign and redevelop database software, using cheap, off-the-shelf, open technology and showing how existing (albeit advanced) spreadsheet functionality can completely replace large, proprietary software. The goal is to provide easy data-capture and powerful data mining with minimal capital or operational or training cost. 

1.3.4. Limitations in Information Technology (IT)
There are many advantages to transferring performance measurement to the firm’s MIS: speed, consistency, continuity, frequency, objectivity, and the time saved from collecting information to managing implications. However, these advantages arrive at a price. Total performance measurement asks the MIS to cross-departmental boundaries (and database systems) to capture multiple measures. This calls for an integrated enterprise-wide application that is too complex and pricy for most firms. By contrast, smaller and cheaper MIS that stay within boundaries provide restricted information and will not support strategic management. We seek to offer a best-of-both-world’s solution: a set of audit tools working from primitive desktop only through to network-enabled environments, providing exceptional power to workers and managers with no barriers of entry to the already PC-literate.

3.2. The Solution Proposed
Addressing the above issues is crucial, but organisations have lacked the appropriate technology. We explain below how the SMS aims to fill this gap. 
2.3.5. Product Description

The SMS provides 
	Management Science and
Corporate Governance
	A complete set (i.e. enterprise-wide) of transparent (i.e. intuitively compelling) and objective (i.e. indifferent to vested interests) metrics (i.e. units of calculation) united in a rational (i.e. cumulatively logical) and intelligible (i.e. simply expressed) framework. These combine three conceptual products (models of sustainability, the organisation, and accountability that treat mathematically the key performance areas of sustainability and unify them within a framework that allocates responsibility for those KPA’s across the major functional areas.

	MIS and
IT
	A complete set (i.e. enterprise-wide) of audit instruments (i.e. diagnostic tools).that are robust (i.e. immune to local differences) and powerful (i.e. providing immediate insights). These combine audit software, one for each of the organisation’s four functions, to interrogate performance and indicate the operational and strategic baseline, and current sustainability levels, and two sets of planning tools to support operational and strategic target setting.

They are cheap to buy (i.e. open to the smallest businesses) and easy to use (i.e. needing intuition. Simple, powerful, and cheap MIS functions (an approach to data collection and reporting that dispenses with large and expensive software) and IT functionality (an approach to storing and moving information that dispenses with large and expensive databases and communications).


We believe some components are not available and certainly not in combination. Our intention in building this product is to close these four gaps at once and provide all firms, but especially SMME’s, with management technology that can sustain a performance breakthrough. This new technology consists of

We believe organisations can easily add this solution offered to their infrastructure. We expect low-income and low-capacity small, micro, or medium enterprises to benefit from its close-to-zero capital and operational costs. Equally, we hope that the model’s straightforwardness appeals to the commonsense of HR, Finance, Marketing, Production, MIS, and IT managers of the largest companies. 

Finally, performance measurement systems are instruments of management science, and with their MIS and IT components, are never cheap and often of hard currency origin. Vendors typically price licence and consultancy priced directly or indirectly in UK pounds or US dollars. South Africa needs in general to reduce its dependence on these imports, and in particular to fill its gaps in management science and information technology. The product described below strives to offer significantly more for significantly less.

2.3.6. Product Characteristics 

	Component
	Purpose
	Description

	Management Information System (MIS)
	Performance Discovery
	a suite of self-contained and enterprise-wide audit tools collecting operational data and giving it strategic meaning 

	Decision Support System (DSS)
	Performance Planning
	a suite of planning tools for setting 360° agenda and targets transparently and consensually, that encompass individuals, departments and the organisation and integrate strategic, operational, and tactical plans

	Accountability Matrix (AM)
	Performance Tasking
	a model of roles and responsibilities around sustainability, backed with performance contracts, allocated across the organisation’s principal functions

	Sustainability Index (SI)
	Performance Measurement
	a register of key operational performance metrics and their strategic counterparts, together with their definitions and formulae, that together produce an index of corporate governance and, by extension, sustainability


	Name
	Nature
	Characteristics

	
	
	Physical
	Technical
	Functional

	Sustainability Index
	Intellectual Capital
	Conceptual model, containing a number of KPA’s tied to certain strategic outcomes
	Mathematical model, where certain values, calculated as achievements over targets,  produce a set of scores 
	The Sustainability Index serves as the explanation of the sustainability value system, and its expression as a “Balanced Scorecard” of operational and strategic performance. It’s values are derived from the audit tools that measure actual performance and strategic plans that set target performance

	Accountability Matrix
	Intellectual Capital
	Conceptual model, allocating KPA’s to departments and therefore defining full set of roles and responsibilities across the organisation
	Generic corporate organogram, where the KPA’s are expressed as roles and responsibilities and allocated to departments
	The Accountability Grid serves as the distribution mechanism for accountability for meeting strategic and operational targets. This ensures that every KPA has an responsible owner and therefore underpins the system of corporate governance

	Audit Tools
	Software
	A range of questionnaires embedded in interlinked and cascading spreadsheets that interrogate actual vs. target operational performance
	A suite of spreadsheets, interrogating the Finance, HR, Marketing and Operations functions
	The spreadsheets function simultaneously as points of capture (i.e. front-ware), a relational database (i.e. middle-ware), and the end-user report system (i.e. MIS). 


2.3.7. Comparative Product Specifications
	Commercial Need
	Current Market Offering
	Intended Product

	Affordability
	No high-end products cheaply available, locking SMME market out
	High-end power available at low cost, bringing SMME market in

	Broad-spectrum performance analysis
	No high-end products incorporate IT and MIS audits into performance audit
	Audit will cover all 4 primary areas as well as IT and MIS

	Customisation and consultant requirements
	High-end products involve substantial CAC costs, typically 5x cost of software
	Minimal C&C requirements

	Integrated audit instruments
	Audit instruments typically self-contained and isolated.
	Measurement system finds common measures across diverse departments to assess peculiar characteristics within common framework

	Minimal IT and MIS requirements
	High-end products require substantial IT investment and considerable MIS expertise
	Low infrastructure and skill requirements 

	Unified performance measures
	No product offers a single measure of sustainability for comparative reference
	Product generates a system of ratios cascading to a single measure of sustainability

	Cross-sector application
	No product spans public, private, and NGO sectors.
	Product will offer performance measurement for all 3 major operating environments.

	Power, simplicity and transparency
	Available software offers power at the cost of simplicity and transparency
	Product will offers maximum power together with maximum simplicity and transparency


2.3.8. Peer Product Comparison

The PMS is innovative in four distinct areas;

	Area
	Description
	Current Situation
	Degree of Innovation

	Management Science
	A model of sustainability based on ratios that quantify strategic and operational performance 
	No model of organisational sustainability currently exists  - the aim is to create one
	New to market product

	Corporate Governance
	A model that distributes strategic and operational roles and responsibilities across the organisation’s key departments 
	No model exists to allocate sustainability responsibility across the organisation – the aim is to create one
	New to market product

	Management Information Systems (MIS)
	A set of audit instruments that reverses the reliance on expensive and complex enterprise-wide MIS by using a popular tool (the Excel spreadsheet) in an unexpected way as a cheap, complete, high-end and open management information system
	No audit instruments exist that 

a) systematically and completely interrogate operational performance to produce a sustainability indicator 

b) convert into a management system for operational and strategic planning and target setting

c) do so in a close-to-zero cost manner, using popular and cheap technology and setting close-to-no barriers to entry – the aim is to create them
	New to market product and opposite-of-practice process

	Information Technology (IT)
	A set of database tools that reverses the reliance on full-time networks and uses common network functionality (like email) in an unexpected way to maintain robust databases, and thus dispenses with proprietary communications or database software
	No database tools exist that 

a) achieve automatic data-distribution without special communications software and with high-tolerance for network defects and hard or software diversity 

b) provide intelligent interaction at point of capture and instantaneous end-user reporting without using distinct databases, middleware and reporting software – the aim is to create them
	New to market process functionality

	Assessment
	This product aims to be distinctly innovative, and to produce superior performance measurement at reduced costs and barriers to entry, with absolute benefits throughout the spectrum from large to small organisations. However, because of the high-yield low-cost nature of the system, the relative advantages are greatest for SMME’s who, for the first time, can be brought into the modern techniques of performance measurement.

The PMS is measurably different in 

a) Completeness of application (by covering the organisation as a whole)

b) Accessibility (by unifying and simplifying data capture and reporting instruments)
c) MIS and IT requirements (by obviating some human and physical requirements)

d) Speed to use (by faster data-capture and combining audit and planning tools)


4. Why the SMS is used 
Organisations need markets to survive: with no demand for its outputs, the organisation withers. That demand, backed by money, provides the purchasing power the organisation needs to renew itself. The probability of survival reflects the renewability of demand. The organisation’s source of life and youth
 is its income stream. The organisation experiences sustainability as the market’s appetite for its outputs, monetized as an income stream of some current and future size. Sustainability is visibly in jeopardy when cash flow disappears, with little in prospect and even that in doubt. 

Since sustainability is the deepest need of the organisation, the primary goal of management is an ongoing income stream. The goodness of governance consists in producing a going concern, in short, in achieving sustainability. The dilemma for management is that income cannot be manufactured from within, it must be induced from without. This means that sustainability lies outside and not inside the organisation. This does not mean that managers must surrender, and be tantalised by grapes blown away and wine recede
, it means we must focus on those measures we do affect that can induce the market’s favour. 

In organisations, these measures reduce to three: volume (the amount of current income), futurity (the amount of future income), and certainty (the amount of risk) have some quantity and can be measured, and therefore its compound value, sustainability, can be calculated too. Treating “volume” as “Respect””, “futurity” as “Loyalty” and “certainty” as “Trust”, their combination produces a single statistic for Sustainability that is tangible for the organisation. 
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However, this statistic is not enough. This appetite indicates what the perception has been, and therefore what the sustainability was. For any going concern, the CEO will want to influence future appetite and secure future sustainability. For this reason, the SMS is an instrument to plan and achieve the future mix of Respect, Loyalty, and Trust. In this regard, where mechanisms of corporate governance - typically controls and audits - covers the present and past, the Sustainability Measurement System looks forward as well.

These three measures move independently, and reflect different forces, but all reflect the organisation’s combination of political power (the ability to compel market appetite) and of economic power (the ability to attract market appetite). Political power derives from government intervention, decided by factors independent of the organisation and its economic worth. Market power derives from the perceived quality and quantity of the organisation’s decisions and actions, relative to its rivals. Sustainability is exclusively concerned with the organisation’s economic power. 

5. Who uses the SMS
The CEO and the Board of Directors will use the SI and DSS for strategic decision-making. The heads of the core departments will use the AM and DSS for operational decision-making. The line managers will use the MIS for operational information collection. Collectively, the tools fetch data from the MIS, targets from the DSS, responsibilities from the AM and indicators from the SI. Using transparent mathematical relationships, the tool matches the operational “As-Is” to the strategic “To-Be” and converts performance gaps into quantified tasks for responsible parties. In this way, decisions and actions improve, governance is simpler and sharper, and sustainability is more compelling.

The SMS is used in the following areas to deal with the following issues:

	HR 
	People are uncertain about their jobs, and measured and managed too little

	Finance 
	Money is uncertain, and measured and managed too little

	Operations 
	Projects are uncertain, and measured and managed too little

	Marketing and Sales 
	Opportunities are uncertain, measured and managed too little

	IT 
	Reports arrive too late

	MIS 
	There are too few reports and too little information, despite the effort expended
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When the SMS gets used
Organisations need to be alert to danger signals that prompt urgent action. The following are common symptoms of failing corporate governance and sustainability;

1. Too few and too vague policies and too few procedures complied with

2. Too few beneficiaries involved in design and delivery, and too little

3. Too few entities that earn more than they spend
4. Too few experts and too many jobs that are hard

5. Too few sources of funding, with too little from each
6. Too few people affected by the organisation’s efforts
7. Too few people integrated into the organisation’s aims
8. Too few people locked into the organisation’s future needs, and too little
9. Too few plans and budgets, and too many surprises

10. Too few resources made available to front-line staff
11. Too few resources working long, hard and smart enough

12. Too few stakeholders involved, and too little

13. Too little compliance with too few performance measures and commitments

14. Too little income from own operations

15. Too little is reported, and too late

16. Too little money earned in total, and too little on the horizon
17. Too little satisfaction of customer expectations and commitments

18. Too little willingness to stretch

19. Too much time spent producing info but reports still show too little and come too late

20. Too many obstacles in the way of acquiring funds and opportunities 

Behind these symptoms lies a failure of corporate governance: the quality and quantity of decisions reached and implemented is defective. Generally, this means that staff may be working too hard or too long but not smart enough. In turn, there are three reasons for this;
	Cause
	Corollary

	Employees do not know what their job is 
	Performance Contracts and Strategic Plans are too vague, hence Roles and responsibilities are not clear

	Employees do not know how to link their work to the organisation’s needs 
	Performance Contracts are not linked enough to Strategic Plans, hence Reporting lines are not firm

	Employees are under-equipped to do their jobs 
	IT and MIS need to be differently designed and resourced, so employees have theoretical tools to understand their work and practical tools to improve their work


7. How the SMS system is used

To achieve sustainability, the organisation must pursue good governance, and therefore serial good decisions and actions. The SMS acts on decisions and actions, to influence good governance firstly and sustainability ultimately, by bearing directly on the readiness, ability, and will of people to do and know what is best. 

To link tactical actions and operational decisions to strategic best interests, as the SMS does, is necessary, but insufficient. Personnel recruitment and training must still improve human capital and the ability to know and act best, and the surveillance and reward regime must still secure the will to know and act best. With these in place, the SMS can help the ability and will to out-perform by reducing complexity, resolving problems and lessening risk, but its breakthrough lies in supplying the information, measures, and framework that underpin the readiness to know and act best. 

The tools help managers take seven steps from designing an information system to acting upon shared insights, hence to better governance and sustainability. The steps are;

1. Discovering the truth (with enterprise-wide data capturing tools), 

2. Interpreting the information (with performance diagnostic tools), 

3. Knowing what to do (with impact planning tools), 

4. Deciding who must do it (with accountability allocators)

5. Winning consensus (with transparent rules of calculation)

6. Setting targets (using sustainability indicators)

7. Acting with purpose (with impact measurement tools)

It is intended to be;

a) Insightful – to include material decisions 

b) Profound – to exclude trivial decisions 

c) Rational – to make decisions transparently compelling 

d) Scientific – to determine key performance measures robustly and objectively 

e) Consensual – to give unity of purpose to vested interests 

f) Forceful – to hold people accountable for measured performance 

The SMS recommends (and carries templates for) better

1. Performance Contracts to accurately describe the job and link it to the Strategic Plan

2. Operational Plans to accurately describe the functional goals and link them to the Strategic Plans
3. IT and MIS to provide the right information for better decision making 

Together, these enable the organisation to review and strengthen; 

1. Individual PCs (especially by putting numerical baselines and goals to the KPA's, and linking them to SPs)

2. Departmental SP's (especially by putting numerical baselines and goals to the KPA's, and linking them to PCs)

3. Organisational MIS (by focussing people, appointing people, defining the activities, establishing the procedures, initiating certain activities, finding measures of performance, embedding those measures into goals of the SP’s and connecting them to KPA's in the MIS PCs)

4. Organisational IT (by appointing more people, by initiating tasks and activities, by designing the PC to understand the organisation’s needs and applying more resources)

5. Integrating PC's and SP's (especially by giving them measures in common, having goals that depend upon each other and talk to each other, widening the understanding of the job through appreciation of the burdens on the department)

6. PC's and MIS (especially by giving them measures in common, having goals that depend upon each other and talk to each other, and especially by re-specifying the MIS to producer the info necessary to monitor and evaluate individual performance against the expectations created by the SP and PC).

7. PC's across departments (especially by ensuring that PCs of staff members whose work is related require them to engage with and contribute to the other departments)

8. SP's with MIS (especially by giving them measures in common, having goals that depend upon each other and talk to each other, and especially by re-specifying the MIS to producer the info necessary to monitor and evaluate individual performance against the expectations created by the SP and PC)

9. SP's across departments (especially by ensuring that SP’s of departments whose work is related require defined individuals them to engage with and contribute to the other departments)

10. MIS with IT across departments (especially by ensuring that PCs of staff members whose work is related require them to engage with and contribute to the other departments)

11. Between individuals and structures (especially by redefining projects according to their 4-fold nature and ensuring that at local, provincial and national level, the resources are available to support projects in a sustainable way)

12. Between individuals and with current and prospective Donors (especially by defining the KPA's and appointing people to focus on the hob of winning and satisfying donors)

13. Between individuals and with current and prospective Communities (especially by defining the KPA's and empowering people to measure and manage performance)

8. What changes are involved?
1. Reviewing and improving Performance Contracts, so that jobs are better defined and understood and linked to outcomes

2. Reviewing and improving Strategic Plans, so that goals are better defined and understood and linked to the organisation’s needs
3. Reviewing and improving IT and MIS, so that more information is available more quickly, especially around PC's and SP's

4. Reviewing and improving the organisation’s structures, so that relationships are better defined and understood
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9. Where can changes be expected?
9.1. Changes can be expected in the following areas (the verticals)
	Finance
	HR
	Programmes & Operations
	Marketing and Sales

	everything related to money
	everything related to people
	everything related to promises made to customers and communities
	everything related to new opportunities

	MIS
	MIS
	MIS
	MIS

	everything related to the amount of information throughout the organisation

	IT

	everything related to the speed of information throughout the organisation


9.2. Changes can be expected at the following levels (the horizontals):

	All relationships with Customers, Donors, Allies, Partners, and Leaders

	All areas of the National Office

	All areas of the Provincial Offices

	All areas of the Project Sites

	All areas of the communities we work in


10. What outcomes can be expected?
1. More funders and funding sources

2. More income from own operations

3. More structures and projects that earn more than they spend

4. More money earned in total

5. More expertise available and many tasks made much easier to perform

6. More resources made available to communities in need

7. More enthusiasm and willingness to stretch

8. More people working more happily, better and smarter

9. More communities touched by the organisation
10. More stakeholders involved, and more so

11. More beneficiaries involved, and more so

12. More control over future and current events, with fewer surprises and shocks and more planning and preparation

13. More information available, more quickly

14. More and much clearer policies that are better applied and enforced

15. More satisfaction of donor expectations and commitments

16. More compliance with expectations and promises

17. More integration of individual tasks with the organisation’s aims
18. More people, and More, integrated into the organisation’s future needs
19. More simple, clear, strong, happy, and supportive relationships in the organisation
20. More clear, easy, useful communication with colleagues, subordinates, and superiors in the organisation
21. Less fighting fires and more managing of situations and trends

22. Easier, better management (and self-management) of people and resources

23. Clearer, stronger focus on and achievement of the organisation’s goals
24. More transparency of information and events, and empowerment of people

25. Clearer, stronger, and more purposeful meetings between people and coordination of and between departments

11. Fundamental Concepts



11.1. The Sustainability Model


11.2. Concepts of Change



11.3. The Sustainability Model


11.4. Key Performance Areas


11.5. The Sustainability Index


11.6. The 4-fold nature of organisations


In contrast to the existing organogram, that has excluded HR, Finance and Marketing from projects, giving this all to Programmes, every project needs to be seen as a mini-the organisation. Every project involves people (hence HR), money (hence Finance), delivery to a community (hence Programmes) and delivery to a donor (hence Marketing). In this way, all four verticals are present in a project, and thus the Project Manager must report to the four department heads according to the issue at hand. What changes in a project is its level; is it confined to a province or spread across provinces? However all projects, no matter how national, have a defined local presence, and thus belong to one or more Provinces.
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11.7. The importance of (External) Measurement
The organisation does not exist to serve itself. It has a mandate to deliver SRH to communities, and a duty to satisfy its donors. These outcomes are external, so the organisation needs a way to measure more than just its inputs but its outside impacts too. Without these measures, the organisation cannot monitor its performance and cannot make changes to achieve progress.

11.8. The importance of (Internal) Measurement
To deliver the maximum it can, the organisation cannot waste its resources. It needs to purchase the minimum resources (i.e. be economical), apply them wisely (i.e. be efficient) and deliver the maximum SRH services and products (i.e. be effective) to the communities. In so doing, the organisation must show fairness to the needs of donors, its own staff and our communities (i.e. be equitable). These are the four corners of a healthy organisation. To understand how healthy we are, and to maintain and improve this condition, the organisation needs to measure how economical, efficient, effective, and equitable it is.

11.9. The importance of Job Clarity
Employees face two challenges: how to do their best, and how to answer the organisation’s needs. The organisation needs to clarify what and why people should do. Without job clarity, people will find their time wasted, and they will rapidly lose their passion, initiative, sense of purpose and the happiness they had at the beginning. Jobs must be clarified in a transparent and objective way that is not subject to random changes or subjective forces, and for this reason, jobs are clarified in Performance Contracts.
11.10. The importance of Organisational Integration
It is not enough for an individual to work well; people work in teams and they must work well together. Teams today are of the vertical kind (with managers and subordinates) and horizontal kind (with colleagues and peers). Normally the management structure is clearly defined, and it is the inter-relationships across boundaries that need clarification. This is easer when people are grouped physically close together, but often, people must relate to other people in different departments and different places. This is even harder when the inter-relationships between people are not spelt out, or the inter-dependencies are unclear. In these cases, it is important to explain the sequence of events or processes that link people together, and to ensure that people know who to turn to and who to work with. The Performance Contract is where the inter-relationships, vertical AND horizontal, need to be spelt out clearly.

11.11. The importance of the Separation of Powers
People cannot be their own monitor: someone else must be witness to give impartial reports. This requires that people are given powers of execution, and others are given powers of oversight. For this reason, governance is split horizontally and vertically: managers govern subordinates, and departments monitor each other. This is the essence of good governance. Good governance depends upon a good system of reporting, and therefore the organisation introduced MIS.

11.12. The important of Decision-Making Support
No one can make right decisions all the time without good information. For information to be good, it must be complete, accurate, and relevant. In addition, it must arrive quickly, be easily digested, and require little effort to produce or apply. For this reason, the MIS must be measured to see how well it performs in these areas.

11.13. The role of Department Directors
The four lines of responsibility each need an owner, who exercises authority to achieve and takes responsibility for not achieving the performance promised in the Strategic Plan. Their Performance Contract contains the Strategic Plan for their vertical (their line of authority and responsibility).

11.14. The role of Departments (“Verticals”)
Departments ensure that the responsibilities undertaken in the Strategy Plan are ensured throughout the organisation, from the lowest unit of delivery to the highest unit of governance.

11.15. The role of Finance
Finance takes all responsibility for the balance between the organisation’s earnings and its expenses, plus compliance with financial requirements.

11.16. The role of HR
HR takes all responsibility for everything related to people, plus compliance with all people-related requirements.

11.17. The role of IT
IT takes all responsibility for everything related to the speed of information throughout the organisation'
11.18. The role of Marketing
Marketing takes all responsibility for the organisation’s earnings, plus compliance with donor expectations and requirements.

11.19. The role of MIS

[image: image6]
MIS takes all responsibility for the volume of information throughout the organisation.

11.20. The role of NGO’s in a post-apartheid South Africa
The normalisation of South Africa after 1994 requires a normalisation of NGO's. In all contexts, the role of an NGO is to fill gaps left by the Government. When, under Apartheid, the State neglected delivery to communities, NGO's responded with delivery mechanisms into the countryside, into townships, and the generally under-served sectors. Equally, when the State denied political access and expression to communities, NGO's responded by giving representation and voice. In the new South Africa, the new Government is committed both to serving the historically under-privileged and to positively discriminating on their behalf. Given this content, old-style NGO's are squeezed out, and the NGO sector is in 2002 1/10 of its size in 1994. The sustainable role of NGO's is the normalised one: representation of special interests and needs, expression of community interests, experimentation with models of delivery and products and services. These two roles can be expressed as Advocacy and Lobbying, and R&D of 

11.21. The role of Programmes
Programmes takes all responsibility for everything related to delivering on the organisation’s promises and commitments, including compliance with all delivery-related requirements.
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11.22. The role of Project Managers
The project is the basic unit of delivery in the organisation, and so the project manager is the basic unit of governance in the organisation. S/he is to the project as the Provincial Director is to the Province and the CEO to the country.

11.23. The role of Provincial Directors
Managers are normally seen in a vertical sense: whom they report to, and who reports to them. However, the most important managers act in a horizontal sense: they manage the balance between people and their activities. Provincial Managers assume responsibility for all the burdens on the structure, but they devolve special responsibilities to teams - the verticals - of people. As a result, their real function is to ensure that the structure as a whole achieves its aims - in other words, they promote each vertical, and strike the balance between the verticals so that no one team dominates another. PD's do this by managing Strategic Plans of the departments, whilst the department heads manage the Performance Contracts of the individuals. In this way, the PD has the same position as the CEO, with the only difference being the smaller scale of operation.

11.24. The role of the CEO
Managers are normally seen in a vertical sense: whom they report to, and who reports to them. However, the most important managers act in a horizontal sense: they manage the balance between people and their activities. CEO's assume responsibility for all the burdens on the structure, but they devolve special responsibilities to teams - the verticals - of people. As a result, their real function is to ensure that the structure as a whole achieves its aims - in other words, they promote each vertical, and strike the balance between the verticals so that no one team dominates another. CEO's do this by managing Strategic Plans of the departments, whilst the department heads manage the Performance Contracts of the individuals. In this way, the CEO has the same position as the PD, with the only difference being the larger scale of operation.

11.25. The role of the Projects
Projects give the organisation its reason to exist. Projects are the means by which the organisation effects delivery to communities of its products and services, and thus win Respect, Trust, and Loyalty for the organisation from donors. Projects combine people and resources to satisfy a promise to a donor to deliver a benefit to a community, and, if performed to the donors' satisfaction, justify a new cycle of sponsorship and delivery. For these reasons, every project involves HR, Finance, Programmes, and Marketing. Because all four departments must ensure delivery, each must exercise good governance, and each requires reporting of information and hence needs reporting lines into the project team. As a result, each project needs to be ably supported by MIS and IT, to carry the full volume of information quickly, to enable transparency to the teams, the managers, the communities, and the donors.

11.26. The role of the Provinces
The Provincial Office takes all responsibility for all delivery of projects within its geographical borders. It must offer all support necessary to ensure that the Province achieves their Finance, HR, Marketing and Programmes targets set out in their Performance Contracts and Strategic Plans.

11.27. The National Reporting Framework

[image: image8]
11.28. Performance Contracts
Performance Contracts are the legal instruments that fix the individual's roles and responsibilities, powers and burdens, areas, measures and levels of performance for an agreed period. Performance outside of those expectations is either rewarded or punished, and the term and conditions of continued employment are defined and agreed. Performance Contracts need to cover all boundaries of the job, insofar as everything that is outside the contract is outside the job. The sum of Performance Contracts in a department should represent all the responsibilities and deliver all of the performance required of the department: there should be no Performance Contracts missing (i.e. no underlap) or duplicated (i.e. no overlap).

11.29. Strategic Plans
Strategic Plans are the cumulative Performance Contracts of the Department. Strategic Plans are the legal instruments that fix the department's roles and responsibilities, powers and burdens, areas, measures and levels of performance for an agreed period. Performance outside of those expectations is either rewarded or punished, and the term and conditions of continued employment are defined and agreed. Strategic Plans need to cover all boundaries of the department, insofar as everything tat is outside inside the plan is outside the job. The sum of Strategic Plans in an organisation should represent all the responsibilities and deliver all of the performance required of the organisation: there should be no Strategic Plans missing (i.e. no underlap) or duplicated (i.e. no overlap).

11.30. MIS tools for Finance
The following are some of the tools available that Finance needs for improved operation: Budget tools, cash forecasting models, debtor and creditor day analyses, automated cheque processing, automated data gathering, expenditure report generators, cost analysis and feasibility analysis projectors, liquidity and solvency analytics and projectors

11.31. MIS tools for Marketing
The following are some of the tools available that marketing needs for improved operation: market share indicators, client and donor comparisons, donor financial capacity estimates, revenue splits by donor, programme, province and project, client satisfaction surveys

11.32. MIS tools for HR
The following are some of the tools available that HR needs for improved operation: personnel registers, performance contracts, performance indicators and measures, management intervention records, compliance registers, time reports, skills specifications and audits, salary projections, payroll projections, strategic planning expectations

11.33. MIS tools for Programmes
The following are some of the tools available that Programmes needs for improved operation: 
Budget tools, cash flow forecasting models, automated cheque processing, automated data gathering, expenditure report generators, baseline and impact records, project contract compliance, electronic project plans, proposal templates, policy design tools, statistical analysis tools, national demographics, risk factor records, statistics, SWOT and PEST analytical tools.
11.34. MIS tools for MIS
The following are some of the tools available that MIS needs for improved operation: report specifications from donors and managers, donor satisfaction reports, skills and MIS audit reports, connectivity reports, national workstation profiles, volume and speed stats for data throughput through organisation, budget tools

11.35. IT tools for the organisation
The following are some of the tools available that IT needs for improved operation: Budget tools, Service Level Agreements, Supply Contracts, network connectivity meters, service supplier panels, and expenditure policies.
� Pity the organisation blessed, as was [ ], with eternal life without eternal youth.


� As poor Tantalus must
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