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Abstract

No modern organisation is immune to the desire to grow and succeed. Social
entrepreneurship has been seen as a means of embraced entrepreneurial activities,
including churches, as they are conducted professionally, similar to business enterprises.
Among other leading institutions, a church has always occupied positions of influence.
Therefore, research suggests that all modern institutions must strategise to respond to
the needs of their current environment. As a not-for-profit organisation, church needs to
be strategic in its approach. This reality seemed to heighten the significance of strategic
management regardless of the type or size of the organisation involved. Thus, this study
explored the strategic management processes churches employ in Gauteng. Both the
Adherents and Protestant churches were the units of analysis. Church managers
constituted units of observation. Qualitative research methods in the form of interviews,
document analysis, and first-order observation were employed. Mainly, five regions in
Gauteng Province: Ekurhuleni, Greater Johannesburg, Sedibeng, Tshwane, and West
Rand were covered, where 26 participants were interviewed, and 12 church
policy/strategic documents were obtained and analysed. Data were analysed using the
Atlas.ti software, the thematic and narrative analysis. The findings of the study indicate
that strategy continues to play an important role within churches. Among others,
recommendations are that the church and its managers still require capacity development
in management, strategy, governance, and entrepreneurship education. As part of the
contribution, the study proposed a strategic management process framework. It further
makes a significant theoretical and practical contribution to strategy and not-for-profit
organisations, more so in church context. A Strategic Management Process Framework
for Churches and NPOs, and SEs are proposed.

Keywords: churches; emerging strategies; management; not-for-profit organisations;
social entrepreneurship, strategy; strategy implementation; strategic planning; strategic

management processes; sustainability; value creation
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CHAPTER 1: INTRODUCTION, BACKGROUND, AND EXPECTATIONS OF THE STUDY

“Let all things be done decently and in order.” — 1 Corinthians 14: 40 (NLT)

1.1 INTRODUCTION

Strategic management is an indispensable discipline for any organisation seeking to
grow (Yusif, 2012; Millar & Doherty, 2016). This is also applicable to religious
organisations such as churches within the Christian Faith. The strategy has to do with
some deliberate efforts by the organisation to allocate resources so that the organisation
could realise an above-average returns to enjoy sustainability for the wealth
maximisation of all its stakeholders (Siems & Seuring, 2021). This definition is further

explored in the subsequent sections.

On the other hand, religion is commonly known as a style or act of worship that living
beings are inclined to pursue for spiritual redemption, prayer and meditation (Pillay,
2015:2; Newman, 2014:1009). To this end, Adamson (2015:1) defines religion as a
system of belief in the divine power that serves as inspiration and modelling for human
beings. The world is home to hundreds of religions that serve to guide the “inner man” in
terms of what is perceived to be right and wrong as well as just and unjust (Adamson,
2015:3). The four major world regions are highlighted. Hinduism as a religion is an act
of worshipping one being who is of ultimate oneness (also called Brahman) through
boundless symbols of gods and goddesses (Clifford, 2015:1). Furthermore, Clifford
(2015) signifies the Muslim religion as a religion that is based on the belief that there is
one almighty God (also called Allah) who is above all humankind. Buddhism religion is
based on principles and very dedicated meditation, which focuses on self-discipline
rather than a god (Adamson, 2015). New Age religion, on the other hand, promotes the
development of the person's own power or divinity and focuses on higher consciousness
within themselves (Adamson, 2015). Christianity is based on the faith in Jesus Christ
and His teachings, which are aimed at providing a meaningful life for the followers
thereof, and this is often regarded as the fullness of life in Jesus Christ (Pillay, 2015:2).
This study will be based on the Christian Faith, owing to the researcher’s paradigm

(discussed in the subsequent sections).



Despite the growing challenges of poverty, joblessness, illnesses, violence, political and
economic instabilities, troubles, and calamities , Christianity is among the religions that
continue to grow (Maffly-Kipp, 2013:2). Churches more especially within the Gauteng
Province continue to grow (South African Council Church [SACC], 2007). The questions
are, what makes the Christian religion grow? Is it by pure accident, or is it through a
careful plan of actions by churches? Are there similarities between the actions of these

churches and the actions of corporate organisations?

1.2 BACKGROUND

Grant (2003, 2021) posit that all modern organisations, including churches as NPOs,
have to strategise. With the growth of churches being realised in recent times in terms
of their economic (the revenue & monetary opportunities available) and social
(addressing social ills) roles, it has become necessary to explore the strategic paths,

particularly the strategic management processes of churches in South Africa.

Therefore, it can be argued that churches fall within the ambit of NPOs that attempt to
solve national imperatives such as poverty alleviation and spiritual upliftment to ensure
self-sustenance of the body, soul and spirit (Billings, 2007:41). To achieve this, the study
endeavored to explore how the South African churches plan, implement and evaluate
the strategic management processes in their quest to better respond to the needs of the

immediate society as social entrepreneurs.

According to the South African Council of Churches [SACC] (2007, 2015), churches in
South Africa are expected to cater to spiritual, social, and even economic well-being of
human beings. Churches denominations affiliated with SACC and Baptist church
fraternities were part of this study. These churches had to be spread across the five
major Gauteng Province regions (Mouton, 2011). The Gauteng Province has always
been regarded as an economic hub and plays a significant and influential role in setting
the national agenda on various fronts (Akinbinu, 2021, Mahlangu, 2012). Gauteng has
three City Metros: Ekurhuleni, Greater Johannesburg, and Tshwane. Both the adherents
and protestants' church denominations exist. These are expanded upon in chapter 3 of

this study.
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The study attempts to also discover the strategic management processes and establish
whether Christian churches utilise such processes to better respond to the needs of their
immediate society through NPO enterprising termed social entrepreneurship (SE). In this
study, SE briefly appears in two folds: first, as an ideal that modern NPOs in general,
and churches, in particular, should aim towards their sustainability purposes, and
secondly, as part of the emerging strategies that may be employed in response to
complex environments and as part of their fundraising initiative (Marren, 2021, Monitor,
2016; Sterling & Le Rouge, 2019) Thus, strategy and strategic management discussions
will feature more prominently.

The section below addresses the research gaps.

1.3 PROBLEM STATEMENT

Traditionally, a strategy was meant for corporate organisations (Mintzberg, Ahlstrand &
Lampel, 2005). That said, nowadays, churches as NPOs are not an exception to the
“rule” of strategising (Grant, 2021). There are also calls for such churches to be SEs and
to act in a strategic manner, as this is currently not widely happening (Boya & Chiloane-
Phetla, 2022). There is a gap in terms of lack of strategic and entrepreneurial prowess
in church settings (Antonites, Schoeman & Van De Venter, 2019). This reality inevitably
affects how churches respond to their environmental realities (Gratton, 2018). Credence
is given that a study of this kind be conducted to identify areas that need to be
strengthened in NPOs, such as in churches. These religious and community
organisations could embrace the opportunities to strengthen their roles to address both
the spiritual and the economic needs of society. This means churches can also go

beyond spiritual upliftment and towards total empowerment of man (Billings, 2007).

Nonetheless, a strategic mindset is required within churches (SACC, 2007). The
strategic management processes are regarded as the “art of war” (Louw & Venter, 2019).
Thus, an organisation may employ the processes to remain relevant to its significant
stakeholders (such as church members & sponsors), as this is key to the spiritual and
economic spheres of humans. While strategic management processes assist in strategic
analysis and performance, it becomes even more imperative to determine how churches

utilise these processes to stimulate and map their sustainability landscape.
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As a knowledge gap, there is still limited and knowledge regarding strategy in the church
context (Millar & Doherty, 2016). Even though regarded as NPOs, there is an increase
in the economic benefits associated with churches in South Africa and beyond (Pillay,
2015:7).

Churches, as NPOs, exist in the same environment as profit-making businesses and
conduct operations to measure standard procedures. Although churches are mandated
to uplift the spiritual inner man, it is, however, important to bring a balance on how they
utilise strategic management processes to promote their ethical stance and public
appeal. Previously, churches were not inclined to perceive their role as entrepreneurial.
These strategic management processes and mindsets are essential to establishing the
correctness and directives for future growth. Thus, it is against this background that this
study provided a guideline to explore the strategic management processes employed by
churches (as NPOs) in South Africa, particularly those within the Gauteng Province. The
study further explored the strategic management processes of churches within the
Gauteng Province.

A framework was developed to enable strategic contribution for churches as social
entrepreneurs to follow in exploring the strategic management processes thereof. The
next section provides research questions, and it is subsequently followed by the research

objectives section.

1.4. RESEARCH QUESTIONS

Which strategic management processes do churches in Gauteng employ? As an

expansion to this question, the following questions were also asked.

0] How do churches analyse their environment (as NPOs and SEs)?

(i) Which strategic planning process components are employed by churches?
(i) Which strategic planning process tools are employed by churches?

(iv)  Which strategy implementation drivers are employed by churches?

(v) Which strategy implementation instruments are employed by churches?

(vi)  Which strategic management control systems do churches possess?

14



(vi) How can a framework be developed as part of the contribution of the study towards
strategic management processes employed by the churches as NPOs and SEs?

The next section discusses both the primary and secondary research objectives.

1.5 RESEARCH OBJECTIVES
1.5.1 PRIMARY OBJECTIVES

The primary objective of this study was to establish the strategic management
processes employed by the churches in Gauteng.

1.5.2 SECONDARY OBJECTIVES

() To explore the environmental analysis undertaken by churches (as NPOs and
SEs) (as NPOs and SEs)

(i)  To establish the strategic planning process components employed by churches
(i)  To establish the strategic planning process tools that are employed by churches.

(iv) To succinctly determine how the strategic implementation drivers are explored in

churches.

(v) To succinctly determine how the strategic implementation instruments are

explored in churches.
(vi) To explore the strategic management control systems of churches.

(vi) To provide a framework as part of the study's contribution towards strategic

management processes employed by the churches as NPOs and SEs.

The next section highlights strategic management and its relevance to churches as
NPOs

15



1.6 STRATEGIC MANAGEMENT IN DEFINITION

The word “strategy” comes from a military term that implies ‘the art of war’ (Louw &
Venter, 2019).

Likewise, Gill, Revenga and Zeballos (2016) refer to strategy as a game plan and a
course of action. Moreover, Alpersted and Bulgacov (2015:290) view strategy in practical
terms and as a social phenomenon that alters managers’ self-understanding in general.
Strategic management, in general, addresses the management of the organisations’
activities in a strategic manner. When exploring the management theory, the
management deals with the planning, organising, leading and controlling of resources
and activities in such a manner that will yield positive outcomes (Drucker, 1964; Porter
& Kramer, 2011). Furthermore, strategic management has to do with action plans that
seek to organise the organisation’s resources and expertise to respond to the needs of
the environment with the quest to maximise returns. In contrast, Musundire and Dreyer
(2019) demonstrate that strategic management has a set of tools that organisations may

utilise irrespective of the industry or fraternity they are in.

On the other hand, Stenfors and Tanner (2007) and Afonina and Chalupsky (2012:1536)
perceive strategic management tools as a heterogeneous group of products and
methods that are designed to support organisations in dealing with the complex
demands of competitive markets and their quests to create and sustain strategic
advantages relative to their rivals. Knott (2006) differs from other authors and describes
the strategic management processes as part of a typology that serves to guide managers

in terms of their internal and external analysis.

In light of the above, strategic management has to do with deliberate efforts by
organisational leaders to analyse, plan, implement and evaluate actions and optimum
allocation of resources and the role in order to meet the expectations of key stakeholders

over the long term.
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1.7 STRATEGIC MANAGEMENT FOR NOT-FOR-PROFIT ORGANISATIONS
RATIONALE

The relevance of strategic management in a corporate context comes without any
contestation. While this is the case, not everyone is familiar with strategic management
principles pertinent to not-for-profit organisations (NPOs). Rosenberg and Ferlie (2016)

posit that NPOs could employ a strategic approach for various reasons.

Oliveira, Sousa, Silva and Santos (2021) regard strategic management for NPOs as a
continuous process in which the organisation’s resources and capabilities are aligned in
such a way that will enable it to seize opportunities and mitigate against threats from the

external environment while at the same time making sound strategic decisions.

Furthermore, Millar and Doherty (2016) as well as Pauw, Woods, Van der Linde, Fourie
and Visser (2009:90) suggest several reasons why strategic management (SM) is

necessary for NPOs:

e SM allows organisations to improve the decision-making process. When a
particular strategy is in place, those involved are often equipped with the
necessary information to make organisational decisions.

e SM stimulates the development of strategic goals. Strategy often holds a long-
term view of things since it is futuristic.

e SM assists the organisation in optimally allocating its resources and setting up its
priorities. Strategists often employ useful tools such as master budgets to allocate
strategic resources.

e SM promotes effective and efficient communication and cooperation among key
stakeholders. Strategy can only be operationalised when it has been properly
communicated and sold to all stakeholders.

e SM tends to positively influence the community and the environment in many
ways than one. Given some sense of direction, those involved in strategy are

often inclined to stay focussed on realising social contracts.
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These reasons thus make SM an attractive approach for both profit and not-for-profit
organisations such as churches. The subsequent sections outlined the envisaged

model for this study, problem statement, research questions, objectives, and rationale
of this study.

1.8 ENVISAGED MODEL FOR THIS STUDY

The Strategic Management Process Model for Churches is discussed in figure 1 below.

This is set to provide a mental model of how this study is set to move forward.

P —

@

Figure 1.1: The Conceptualisation of Envisaged Strategic Management Process for Churches as NPOs and SEs

Source: Adapted from Boya and Chilaone-Tsoka (2017)
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Figure 1 seeks to portray and conceptualise the envisaged Strategic Management
Process of Churches asNPOs and SEs. While it is to be appreciated that churches play
a pivotal role in the care of a “spiritual man,” there is a new untapped dimension in terms
of the need for fulfilment of the “economic man” (Newman, 2014:1009). Churches as
entities of faith require over and above spiritual needs, finance, and other related
resources in their quest to fully achieve their mandate (Billings, 2007). On the spiritual
side, spiritual underpinning, Biblical instruction and training are core requirements. In so
doing, strategic management processes are also required (Yusif, 2012). That said, the
envisaged spiritual and economic outputs are among others, spiritual actualisation,

economic and social actualisation.

1.9 THE CONSTRUCTIVIST RESEARCH PARADIGM

It is essential to explain what the paradigm for this research is vested in. According to
Eriksson and Kovalainen (2008), a research paradigm has to do with conceptual
frameworks of beliefs’ system and what is known to be the truth within which scientific
theories can be constructed. It is thus safe to state that paradigms determine what is
believed to be the truth and the parameters of thinking (Krauss, 2005). That said,
Creswell (2012:28) cautions that “truth’ has to do with what works well at a particular

point in time and does not disqualify the reality that multiple truths could exist.

The study is vested within the constructivist paradigm. Furthermore, the researcher has
been lecturing in strategy, entrepreneurship, and international management for over 13
years. Thus, the researcher's orientation and perspective of strategy and
entrepreneurship have shaped the thought process and the research topic. Over the
years, the researcher has observed a boom in terms of the charismatic Christian
churches in South Africa, as it is in the rest of the world (Billings, 2007). While this is the
case, from the lenses of a strategist, a church has to be considered for its viability
(Woodward, 2013). Even though churches remain classified as NPOs, large amounts of
money and other related resources are also involved. This reality validates the need for
a strategic approach in administering them (King Committee on Corporate Governance,
2016).
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If this is not done, the study envisages the danger of poor governance, lack of
accountability and unethical practices by those at the helm of such social institutions

could be minimised (Shange, 2015).

1.10 THE THEORIES THAT GUIDE THIS STUDY

This study is built on both the agency and management theories. The church
representatives that participated in this study were perceived as agents who fulfilled
managerial roles as enlisted by the churches and/or denominations. The following two

theories are briefly explained.

1.10.1 AGENCY THEORY

Agency work has been in existence for many centuries, or even at the beginning of
humankind (Koontz, 1961). Even Abrahamic religions such as Christianity, Jewish and
Islam provide historical accounts and traces of agency work. That said, the theory of
agency has found prominence during the 20" century. Hill and Jones (1992) view this
theory as one that seeks to clarify contractual relationships between managers and their
principals. In essence, agents as practitioners act as proxies, representatives, and
stewards of a particular cause as enlisted by a recognised body organisation or entity.
Siems and Seuring (2020) suggest that agency theory allows the parties to chart the
roadmap that deals with the sustainability of an institution they belong to. This provides
an opportunity or platform for an individual who has been assigned to perform certain
functions on behalf of a particular entity, organisation or business. Agency work requires
greater accountability and governance while there is a quest for an agent to do justice to
the task that they have paid and listed for (Glinkowska & Kaczmarek, 2015). Depending
on the nature or size of the organisation, there are constant reviews, reporting,
accounting, and re-strategising in the quest to fulfill the mandate of the organisation that
has enlisted the agent (Van Puyvelde, 2016). Inevitably, most agency work has
timelines, strategic goals, and objectives, and it is often aligned to the organisation's
vision (Staver, Brekke & Sgholt, 2019).
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However, Fox and Hamilton (1994) caution that not all managers are necessarily focused
on profit maximisation, as some are more preoccupied with creating sustainable value.
It is also important to note that agents do not exist for their own sake, but they are
representatives who serve at the behest of the principals or those who have enlisted
them (Siems & Seuring, 2020).

In modern settings, especially in the corporate context, an agency is often provided with
incentives in the form of salary bonuses in other non-financial incentives to propel agents
to perform competently. In not-for-profit organisations it is often difficult or challenging to
keep agents enthused to fulfil the mandate of their principals, given that it is often little
or no incentives at all for agents (Van Puyvelde, Caers, Du Bois & Jegers, 2012). Church
managers ought to serve as moral champions and provide requisite alignment to any
current reality they may be confronted with (Strauss, 2018). In the context of this study,
church managers would naturally serve as agents that are enlisted by church members
and/or denominations. According to Mergel (2018), Staver et al. (2019) and Rawhouser,
Cummings and Marcus (2017), managers as agents are expected to articulate the vision,
understand the mission, analyse the environment, set strategic objectives, make
strategic choices, implement strategy/strategies with drivers and instruments, be
entrepreneurial and avid fundraisers, evaluate and exercise strategic control, take
corrective actions (if necessary), make strategic adjustments of alignments. The
aforementioned are concepts that cut across the management discipline and cover the
topics of entrepreneurship (commercial or social) and strategy. As such, the

management theory is discussed. There is also management theory to consider.

1.10.2 Management theory

Management also has existed throughout human existence. From the Abrahamic religion
to the indigenous knowledge system, no humans and other species can function to their
optimal point autonomous and immune to managerial orientation (Koontz, 1980). For this
reason, Taylor (1911) alluded to management as an act of oversight. Other scholars view
management as observability, supervision, and physical audit of humans in a formal
setting (Dalton, 1959; Bernstein, 2017). This makes management an indispensable

attribute in any setting that seeks to achieve objectives and sustain itself.
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Bernstein (2017) further states that the observation aspect of management promotes
transparency and affords the organisation to make work evaluation meaningful. The
management theory holds that modern organisations require planning, organising,
leading and planning as its key principles and attributes (Drucker, 1964; Kramer & Porter,
2011).

From management itself, several other specialized disciplines and subject fields such as
strategy, entrepreneurship, marketing, human resources, supply chain emerged (Lynch,
2019). This evolution occurred while the principle of management remained less
disrupted. It follows that strategy or strategic management also has all the elements of
planning, implementation (which entails organising other resources & leading people),
and control (Lynch, 2018; Crafford, 2021).

With this considered, this study explored the strategic management processes of
churches wherein church managers acted as agents and stewards who were enlisted by

their churches and denominations.

1.11 THE SIGNIFICANCE OF THE STUDY

Not enough research has been conducted on churches and their strategic management
processes within the NPO sector in general and in with church organisations in particular
(Doherty, 2016; Hoye & Doherty, 2011). While this is the case, Grant (2003, 2021)
advocate for a strategic approach across all organisations, irrespective of their line of
business. The Global Entrepreneurship Monitor (2011) as well as the Millennium
Development Goals Report (2015) highlight the need for economic development and of
halving poverty and hunger. It follows that some churches do raise revenue for

operations and charity initiatives reasons.

There is no known evidence found by the researcher to suggest that any exact study in
South Africa was ever conducted in this context before, and this study may thus provide
useful information on how non-corporate organisations and not-for-profit organisations,
particularly churches, strategically conduct themselves to respond to the social
entrepreneurship agenda. A useful framework for strategic management processes for

churches has been developed (in section 6.3.7 of the final chapter).
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This may serve as a guideline for organisations such as churches to assume a strategic
approach towards fulfilling (whether socially &/or spiritually) their mandate(s). This, in
turn, is likely to contribute to the body knowledge, particularly in the areas of strategy in
a not-for-profit context. In accentuating the rationale of the study, it is apparent that
managers still require capacity development in management, strategy, governance, and
entrepreneurship education parties such as NPOs, government, policymakers, and

scholars may treasure the findings as useful for thought-shaping and practical modelling.

1.12 RESEARCH METHODOLOGY AND DESIGN

As covered in the previous section, this study is exploratory and falls in a constructivist
paradigm. This paradigm deals with multiple realities constructed by human beings who
experience a phenomenon of interest (Krauss, 2005). With that considered, the
researcher actively sought to engage the participants, in this instance, the churches
within the Gauteng Province. The criteria of participants are explained in the subsequent
sections when the delimitations of the study are also discussed.

According to Saunders (2011), exploratory research is a valuable means of finding out
what is currently happening, seeking new insights, asking questions, and assessing
phenomena with a new outlook. A purposive selection of participant methods was
pursued. This selection deals with several people/objects considered to be
representative of a certain population, which are available at a particular point in time
(Creswell, 2012; Strydom, 2011). This involved the participating church denominations

in the Gauteng Province.
The following are some of the useful reasons for the selection of participants:

e |tis impractical to be surveying the entire population,
e Insufficient budget to collect data from entire participants,
e Even though the researcher has access to a bursary, the funds are also limited.

¢ Insufficient time to collect data from the entire participants.
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As a result, in this study, the researcher had access to participating church
denominations in the Gauteng Province through the assistance of the South African
Council of Churches (SACC) and other Christian faith-based entities. Ethical principles

were upheld to prevent any possible harm on the part of participants.

A qualitative research method was undertaken for the researcher to acquire rich data for
analysis and interpretation purposes (Henning, van Rensburg & Smit, 2018). Semi-
structured interviews and document analysis (of strategic church documents), and some
form of basic observation constituted part of the data collection instruments (Babbie &
Mouton, 2001). The number of participants depended on how far the researcher would
go before the saturation point was reached (Guest, Bunce, & Johnson, 2006). After data
were gathered, the Atlas.ti program and thematic analysis and narrative analysis were
used to analyse data and enable such data to be grouped into meaningful themes before
interpretations, findings, conclusions, and recommendations were subsequently made.

The saturation and sampling of this study is discussed in the subsequent section.

1.13 SELECTION OF PARTICIPANTS

In this study, the researcher only had access to participants within Gauteng province
who form part of the regions of the church denomination. With that in mind, the study
aimed to explore their strategic management processes. A purposive selection of
participants of churches within the Gauteng regions that meet the selection of
participants criteria (also in section 1.14) was pursued (Cohen, Manion & Morrison,
2011). In an attempt to qualify this approach, Lucas (2012) views purposive selection of
participants as a method that requires the researcher to choose the participants based
on who they think would be the most relevant and appropriate for the study. This method
is ideal in instances where the researcher has a limited number of participants who have
expertise in the study area (Lucas, 2012). As there seem to be no records of similar
studies in this context, a purposive participant selection was the most suitable method
to pursue (Remenyi, 2015). In their proposal for capacity building within NPOs, Millar,
and Doherty (2016:356) allude that there is not enough research done regarding

strategies for NPOs.
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Moreover, Doherty, Misener, and Cuskelly (2014), as well as Yusif (2012: 623), identify
gaps in terms of knowledge of various strategic approaches within NPOs and further
warn of lack of professionalism among NPOs’ volunteers. It is important to note that
Gauteng Province consists of five main municipal regions (Statistics South Africa, 2016).
These Gauteng municipal regions constitute over 10% of South Africa’s 52 municipal
regions, thus making it viable in terms of the size of participants and credible activities
(Cohen et al.,, 2011). Furthermore, according to the information received from the
charismatic church denomination’s governing body, it is estimated that an average of 20
churches exist in each region. As a result, a maximum of 20 interviews (at least four per
region) were envisaged for the entire study due to theoretical saturation (Guest et al.,
2006). This will cover a section of participant size of over ten 10% of the designated
church denominations within the Gauteng province. Four church denominations out of
each of the five Gauteng municipal regions will afford this study to have at least 20
participating entities for the study.

Regarding selecting participants and saturation, Goodson and Sikes (2001: 22-23)
allude that it may not always be possible to prematurely guarantee how many
participants will be involved in any research project. These authors further suggest that
up to 10 participants could provide researchers with credible data useful to key themes
and insights (Goodson & Sikes, 2001). As a guideline, Guest et al. (2006) support that
at least six interviews before saturation point may be reached. While these figures are
noted, the actual quantity in this study was increased out of necessity until the theoretical

saturation was reached (Guest, Bunce & Johnson, 2006).

1.14 LIMITATIONS OF THE STUDY

The major limitations of purposive selection of participants may include lack of
generalisability, participant’s biases, and lack of representativeness (Cohen et al., 2011).
However, the selection of participants criteria outlined above could facilitate choosing
several participants who are accessible and able to give in-depth and otherwise hidden
information regarding churches and their strategic management processes (Cohen et
al.,, 2011). This was used to determine the strategic management processes of the

church.
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Other possible limitations of this method include behaviour and bias on the interviewer
that may distort the results, and the interviewer’s actual physical presence (Cooper &
Schindler, 2008), making it an expensive exercise. These conceivable human factors

and errors were considered and avoided as much as possible.

1.15 DELIMITATIONS OF THE STUDY

Delimitations of a study seek to address how it will be narrowed in terms of scope and
boundaries (Pajares, 2007:7). It should thus be appreciated that no research study can
exist outside certain confines and boundaries which govern its scope and parameters.
For this reason, in this study, the participants were thus only relevant participants that

met the criteria.

The following constituted the Inclusion criteria:

e The participant must have been a church manager (or member of
management/board [preferably the chairperson]).

e The church must have been from the Gauteng region(s).

e The participant must have been somehow involved in the strategic management
processes of the church. This may include a church executive/board member who

was involved in planning.

1.16 MEASURING INSTRUMENTS

In research, various instruments may be employed to analyse data. As this was a
gualitative study, document analysis of strategic documents such as annual reports (if &
where available) and a semi-structured interview guide were used to collect data
(Remenyi, 2015). There was also an element of reporting on the observed participant
behaviour throughout the fieldwork. The interview guide consisted of questions derived
from the literature/theoretical chapters. These questions were related to strategic
management processes. Ambiguity and difficult jargon were avoided during these
interviews to allow for the responses to be the true reflections of what needed to be
asked and answered (Zikmund & Babin, 2007:236-239). For this reason, the researcher

believes that the measuring instrument did capture the richness of data relatively well.
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1.17 DATA ANALYSIS AND INTERPRETATION

Data were analysed and interpreted with due consideration to their rigour and

trustworthiness. These are briefly discussed below.

1.17.1 ASSESSING RIGOUR: TRUSTWORTHINESS

Credibility, dependability, confirmability, and transferability are essential in ensuring

guality in qualitative research (Golafshani, 2003:601).

()  Credibility

Credibility in qualitative research requires the researchers to ask themselves how
congruent the methods adapted are with reality (Shenton, 2004:64). Based on the nature
of this study, the researcher employed more than one data collection instrument in the
form of document analysis, observation, and interviews. This approach was meant to

heighten the credibility of the study.

(i)  Dependability
Dependability is obtained by checking the consistency of the study processes (Zhang &
Wildemuth, 2009:7). Triangulation was followed in the study. Triangulation is defined as
using two or more independent sources of data or data collection methods to corroborate
research findings within a study (Saunders, Lewis & Thornhill, 2016). In addition to
interviews with church management, documents such as policy documents, as well as

other related communication with stakeholders, were also considered.

@it)  Confirmability
Zhang and Wildemuth (2009:7) state that confirmability is determined by checking the
data, findings, interpretations, and recommendations. This can be interpreted as
ensuring that findings are indeed a result of the experience and not characteristics or

preferences of the researcher (Shenton, 2004:72).
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In this study, a detailed data processing approach was submitted. This section explained
the audit trail followed in the study. The researcher also kept a reflexive journal to reflect

on the interpretation and processing.

(iv)  Transferability

Shenton (2004:70) argues that the concerns researchers have in qualitative research
regarding transferability are specific to environments and individuals. Krefting (1991:216)
suggests that the key to transferability in qualitative research is to describe the
phenomena and context as accurately as possible. The researcher described the context

and phenomena as accurately as possible in the findings chapter.

1.18 BELIEFS OF THE RESEARCHER IN THE STUDY

e An underlying belief in this study was based on the understanding that there is an
important need to conduct research in churches as NPOs and establish whether
strategic management processes were being used by churches in Gauteng.

e To fulfil the objectives of the study, it was also believed that the research
guestions could be answered using a qualitative approach. Interviews with church

leaders of NPO were conducted, a gap analysis was done, and data analysed.

1.19 ETHICAL CONSIDERATIONS

Data were collected and utilised only for research (Leedy & Omrod, 2005). Because this
is done, unnecessary harm towards participants was prevented, and by the same token,
the reputational risk for the researchers as well as the institutions they represent was
averted (Remenyi, 2015). The University provides ethical guidelines to be considered

and compels all researchers to undergo a rigorous ethical clearance process.

This approach is meant to offer credibility, integrity and protection to all those involved
in the research process. In this study, a concerted effort was made to ensure that

participants were protected from voicing out their concerns that may have been sensitive.

This study will adhere to the following ethical principles:
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() Voluntary participation

All the participants took part in this study voluntarily, without any pressure from the

researcher or any other related entity.
(i) Informed consent

All the participants who participated in this study were informed about the intentions

of the study by the researcher and had to first agree to participate.
(i)  Confidentiality

The data obtained from this study was for research purposes only and stored in a

safe place where it will be destroyed after three years.
(iv)  Anonymity

Anonymity is also related to confidentiality, where the names and identities of the
participants and their organisations were not revealed in this study or its findings. To
mitigate against ethical jeopardies, the questions asked were not too long since this
would have increased the difficulty for reviewers and potential participants to follow
(Alfred Hospital, 2011). Equally, shorter, more easily readable, and understandable
information was essential to improve reciprocal clarity (Biggs & Marchesi, 2013). On
that note, Groves, Fowler, Couper, Lepkowski, Singer, and Tourangeau (2009)
submit that the ethical practices in interview research are set to produce valid

conclusions so as to avoid plagiarism, falsification or fabrication of data.

Furthermore, as a researcher, it was imperative to guard against disempowering

participants by representing a story that may harm them, their family, their communities,

or key interests (Goodson & Gill, 2011). These types of errors were avoided at all costs.

Overall, the researcher adhered to good ethical practices and instilled credibility in the

research work while at the same time protecting the individualities of participants.

The researcher also applied for formal ethical clearance and received it within the

designated institution. A panel scrutinised the research documents to eliminate any

unwarranted irregularities.
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1.20 VALIDITY AND RELIABILITY

Sometimes issues such as vagueness and doubts may occur during the collection and
analysis of data. If challenges such as lack of clarity occur, follow-ups in the forms of a
telephone call, email or revisit (if the participants are easily accessible) may be
conducted (Lester, 1999; Zikmund & Babin, 2007). This analysis was done using Atlas
ti software and thematic analysis with which the classification of themes took place as it
allowed for the categorisation thereof. According to White and Marsh (2006),

ATLAS ti can be a useful workbench for the qualitative analysis of large bodies of textual,
graphics, audio and video data, and universities and research institutions may find it
useful when seeking to analyse their data. On the other hand, thematic analysis is
regarded as a system of classification taken from patterns, themes, or other kinds of data
groups (Lofland & Lofland, 1995). These two tools were employed when analysing data
in this study. Data interpretation occurred in line with the key questions asked and
feedback provided. As mentioned previously, the questions were such which were
addressed key themes and posture of the theoretical underpinning. As such, the
researcher was empowered to perform a comparative analysis of theory and data

collection findings better.

1.21 CHAPTER LAYOUT AND KEY TERMS

The study encompassed six chapters. The topics thereof are listed in the topic section.

A brief explanation is subsequently made.
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1.21.1 LIST OF CHAPTERS AND TOPICS OF THE STUDY

Chapter Topic
1 Introduction, background, and expectations of the study
2 The strategic management processes: from corporate to Not-For-

Profit Organisations (NPOs) contexts

Religion and Christian churches in South Africa

Research design and research methodology

Presentation, analysis, and interpretation of findings

o O b~ W

Summary of findings, recommendations, and conclusions

This study explored the strategic management processes of churches in Gauteng. These
churches are considered NPOs in South Africa. This chapter provided background
regarding what is to be discussed and explored in this study with regard to the strategic
management processes of churches' domicile in Gauteng. The problem statement,
research questions, and objectives set the tone of the discussion to the effect that all
modern organisations, including churches as NPOs and SE, ought to strategise to
remain relevant towards their stakeholders. Strategy and NPOs were briefly discussed
and researched constructivist paradigm and theories (agency & management) that
underpin this study were also covered. The chapter further alluded to the significance,
methodology, analysis, beliefs, validity, rigour and ethical considerations of the study.
This chapter was concluded with the layout of chapters of this study. The topic “The
strategic management processes in NPO context” was explored in detail in Chapters 2.
Chapter 3 delt with Religion and Christian Churches in South Africa. Chapter 4 was

concerned with the research design and research methodology.

This was followed by Chapter 5, which deals with the presentation, analysis, and
interpretation of findings. The sixth and final chapter concluded by summarising findings,
recommendations, and conclusions. Recommendations were expected to be valuable
for further/ future studies. In this study, some background was given on religion in
general, Christian religion in particular, and the church's role and its denominations in

South Africa and beyond.
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Noteworthy, there appeared to be an increasing need for the church in society but also
the need for strategic management initiatives within fraternities. The role of the church
denominations in South Africa and beyond was revisited. Noteworthy is the increasing
need for the church in society. As such, there was a need for proper administration and
management; planning processes are necessary for churches to thrive and remain
relevant to society. Strategic management is an approach that NPOs such as churches
can employ was considered and explored further in the subsequent sections of this

study.

1.21.2 DEFENITION OF KEY TERMS

Balanced Scorecard (BSC): system aimed at translating an organisation's strategic

goals into a set of organisational performance objectives that, in turn, are measurable.

Entrepreneur: a person who sets up a business, taking on financial risks with the aim

of profit.

Entrepreneurship: the activity of setting up a business or businesses, taking on
financial risks in the hope of profit.

Environmental Analysis: identification of changes that affect the organisations and

their stakeholders, both directly and indirectly.

External Environmental Analysis: identification of changes that affect the

organisations externally

Internal Environmental Analysis: identification of changes that affect the

organisations from within.

Internal Audit: an audit conducted by company accountants and other internal agents

regularly

Resource-Based View: This stems from the notion that the organisational resources

are key to afford an organisation a competitive advantage.

Strategy: the science or art of combining and employing the means of war in planning

and directing large military movements and operations.

Strategic Planning: a process in which an organisation's leaders define their vision for

the future and identify their organisation's goals and objectives.
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Strategic Planning Components: includes strategic direction, internal and external
environmental analysis, strategic objectives, generic and grand strategies, strategy

implementation drivers and instruments, strategic evaluation and control.

Strategy Implementation: these processes aim to achieve long-term goals within an

organisation.

Strategy Implementation Drivers: leadership, human capital, finances, structure,

organisational, and culture.

Strategic Implementation Instruments: includes policies and procedures, functional

tactics, and short-term objectives.

SWOT Analysis: deals with the strengths, weaknesses, opportunities, weaknesses

and threats.

Source(s): Dictonary.com.
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CHAPTER 2: THE STRATEGIC MANAGEMENT PROCESSES: FROM CORPORATE
TO NOT-FOR-PROFIT-ORGANISATIONS (NPOS) CONTEXTS

2.1 INTRODUCTION

Strategy as a field of study has enjoyed prominence over the years. However, there are
organisations that treat strategy with indifference, which may subsequently lead to their
detriment (Gratton, 2018). This chapter explores the strategic management processes
of various (corporate, SMEs & NPOs) organisations and their differences are discovered.
As a point of departure, the strategic management processes and tools are discussed.
Furthermore, there is an attempt to discuss the numerous key strategy concepts. The
discussion further takes a posture of addressing the two strategy
approaches/perspectives in process/traditional/prescriptive and the
emerging/contemporary. The process approach section discusses strategic planning
implementation and evaluation and control phases. This chapter is concluded by
providing strategy in the NPO context. NB: Social entrepreneurship will mainly be

discussed as an emerging strategy in section 2.12 of this chapter.

Various authors have engaged a lot in strategy, strategic management, strategic
planning, strategy implementation, strategic control, strategic components, and tools, to
highlight just a few (Drucker, 1954; Drucker, 1964, Porter, 1979; Grant, 2003, 2021,
Jansen van Rensburg, Venter & Kriek, 2013; Wei-Hin, Kadzrina-Abdul & Abdul-Manaf,
2014; Roy & Singh, 2015; Hill & Hult, 2019; Chiloane-Tsoka & Rankhumise, 2019;
Mayorova, Domzat, Gernego, Dyba, 2019).

All the same, Steensen (2014) identifies three basic perceptions about strategy:

e Strategy is perceived as ‘communications’: what key influencers orally or in writing
communicate to organisation members and external stakeholders about the
organisation, the actions, and behaviour of its members.

e Strategy is perceived as ‘intentions’: the personal or shared ambitions of key
influencers about the desired future development or course for the organisation.

e Strategy is perceived as ‘realised’: what organisational members do, the decisions

they make, their actions or activities concerning their organisational tasks.
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Therefore, strategy has to do with the communications and actions based on the ideal
intentions that must be realised in the future. This brings us to the strategic processes

and tools discussion.

2.2 STRATEGIC MANAGEMENT PROCESSES AND TOOLS

This section is tied to research objective 3, which seeks to establish the strategic
planning process tools that are employed by churches. If an organisation should
compete at the highest of levels or wants to maintain its strategic relevance, it ought to
be appreciative of the dynamic current and future realities that are posed by its business
environments (Sanchez, Fernandez, & Sanz, 2017; Roy & Singh, 2015). Therefore
strategic flexibility, which characteristics are of agility and foresightedness, must be in
place. The chapter describes the strategic management processes and tools as this sets
the tone in clarifying what strategy is about. These are described in table 2.1.

2.2.1 UTILISED STRATEGIC MANAGEMENT TOOLS

Strategic management was initially known as an art of ‘war’. However, it is seen as an
art of stakeholder engagement (Venter, 2014). As with other management studies,
strategic management has a set of tools that organisations may use irrespective of the
industry in which they are situated. Stenfors and Tanner (2007) and Afonina and
Chalupsky (2012) perceive strategic management tools as a heterogeneous group of
products and methods designed to support organisations in dealing with the complex
demands of competitive markets and their quests to create and sustain strategic
advantages relative to their rivals. Knott (2006) describes strategic planning process
tools as part of a typology that guides managers in internal and external analyses. These
tools require some form of conceptual approaches for them to be of value and to address
the pressing needs of the market and/or society (Hrebiniak, 2013). The tools and their

rationale are illustrated in Figure 1 and are discussed below.
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SWOT analysis |33

Customer Satisfaction Analysis |8z

Price analysis | 77

Analysis of views and employee attitudes | 77

Cost-Benefit Analysis | 70

Analysis of customers complaints | 64

Analysis of custamers'
opinions and attitudes

Porter's 5-forces |65

PEST analysis | 64

Level of Service Analysis | 62 top 10 used tools
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(%)

Figure 2.1: Top 10 utilised strategic management tools in percentages

Source: Adapted from Afonina and Chalupsky (2012:1540)

Figure 2.1 presents the ten strategic management tools that are popularly used. The
figure demonstrates that SWOT analysis at 93% is still regarded as one of the preferred
tools to assess internal and external factors of organisations. This is followed by
customer satisfaction analysis (82%), price analysis (77%), analysis of views and
employee attitudes (77%), cost-benefit analysis (70%), analysis of customer complaints
(69%), analysis of customers’ opinions and attitudes (66%), Porter’s Five Forces (65%),
PESTEL analysis (64%) and level of service analysis (62%). However, there is a
significant percentage gap (31%) between the SWOT analysis and the level of service
analysis. While these strategic management tools are widely used by the corporate
sector, others could be relevant for NPOs. Churches, as NPOs, could also benefit from
some of the listed and other related strategic management tools (Hansen & Ferlie, 2016).
These common strategic tools are illustrated and briefly discussed in Table 2.1. Other

useful tools are also considered.
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Table 2.1: Common strategic processes and tools

Strategic Summarised description Author
process/tool
SWOT It documents the organisational strengths, Pickton and
analysis weaknesses, opportunities, and threatsina 4 x 4 Wright
matrix. SWOT generally creates many meaningless | (1998)
lists of bullet points which are not used in further Vasileva
strategy formulation. Pickton and Wright (1998) (2018)
argue that it is the group discussion involved in
SWOT, and prioritising the issues identified is where
the real value of SWOT lies.
PEST (or It is used to document the external environment and | Aguilar
PESTEL) categorised into political, economic, social, (1967)
technological, environmental, and legal. This is a
useful tool for focussing the group mind while
brainstorming; it is valuable when issues are
prioritised and actioned.
Ansoff matrix | It is used to communicate the strategic direction, ,(Ansof;
1957

either a new product or market development or both

(diversification).

Porter’s five

forces

This tool provides a way of analysing an existing
industry and its competition based on five forces:
bargaining power of suppliers, bargaining power of
customers, the threat of new entrants, the threat of
substitute products, and competitive rivalry within an

industry.

Porter (1979)

Game theory

A tool is used to predict what a competitor is likely to
do because of what the organisation plans to do;
therefore, the organisation vicissitudes its initial

move to make the outcome more favourable.

Von
Neumann
(1928)
Geanakoplos
(2021)
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Scenario Create different scenarios to compare and contrast | Schwartz
planning possible options. This often depends on the (1991)
historical data to prepare for the future.
Value chain Analyse the chain of events that convert the raw Porter (1985)
analysis materials or concepts into products or services from
a financial perspective to optimise the process or
identify opportunities for greater returns.
Mission and Statements used to communicate the strategy to Pearson and
Vision stakeholders: \(/gggg)e '
statements Vision statement — where the organisation wants to
be in the future, e.g., the biggest car manufacturer in
the world.
Mission statement — short-term targets to make the
vision come true, e.g., take 30% of the small car
market.
The cultural It is a tool used to document and analyse an Johnson
web organisation's culture. This serves to identify the (1992)
way that could be used to take advantage of the
organisation.
Strategic clock | It offers some generic strategies based on a price Bowen and
and value-added matrix. (Flaéugll;?er
BCG matrix It is a tool for analysing product portfolios plotted Hayes
(Boston against market growth and market share. (1992)
Consulting
Group)
Financial Financial predictions and plans of how much a Schwartz
forecasting product or service costs and how much it can be (1991)

sold for and hence the profit.

Low and Tan
(2016)

Source: Adapted from Tassabehji and Isherwood (2014:65)
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2.2.2 COMMON STRATEGY TOOLS

The strategy has numerous tools that organisations may employ. Tassabehji and
Isherwood (2014), and Vishnevskiy, Karasev and Meissner (2016) explored some of the
commonly used tools. However, the authors do not insinuate that the list of these tools
is exhaustive. Depending on one’s paradigm, any strategic tool could be worth

mentioning. Some of these tools are discussed below.

SWOT analysis

A SWOT analysis mainly refers to the strengths, weaknesses, opportunities and threats
from the organisations’ internal and external environments. Guerras-Martin, Madhok and
Montoro-Sanchez (2014) refer to SWOT analysis as an interior-exterior investigative
analysis. This analysis is often regarded as a simplistic approach that organisations
(corporate, small, and medium enterprises, NPOs) frequently employ, irrespective of
their type (Guerras-Martin et al., 2014; Millar & Doherty, 2016). Through this analysis,
organisations can create the requisite value and enjoy a competitive advantage within
their internal and external environments (Dogan, 2015). When expanding the scope of
the SWOT analysis, Vishnevskiy, Karasev and Meissner (2016) allude to the concept of
creative analysis in which a team of strategists explores the organisation’s pressing

limitations against future scenarios and roadmaps.

PESTEL

The PESTEL analysis mainly seeks to explore the political, economic, social,
technological, ecological and legal environments against the organisations’ capabilities.
Germano and Stretch-Stephenson (2012) refer to PESTEL as internal and external
analytical rubrics for overall environmental scanning. Choonhaklai and Wangkanond
(2014) and Candy and Gordon (2011) coherently focus on PESTEL as encompassing
politics, economics, social relations and technology. Tassabehji and Isherwood (2014)
credit PESTEL as a strategic tool for focussing on group brainstorming and prioritising

the plan of action.
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Ansoff Matrix Theory

Strategic thinking is synonymous with planning cycles. Davis (2013) and Carter, Clegg
and Kornberger (2008) concur that the Ansoff Matrix Theory could cater to better
planning cycles aligned with the organisation’s strategic direction. Moreover, this theory
is credited with the timely and cautious identification and response to trends and events
associated with the organisation’s internal and external environment (Coetzee, 2008).
Thus, Tassabehji and Isherwood (2014) infer that the Ansoff Matrix theory may be
employed by the organisation to communicate its strategic direction, new product, or
market development. However, Tassabehji and Isherwood (2014) caution that the Ansoff
Matrix Theory could be limited to industry-based analysis. As such, this theory cannot

be used in isolation.

Porter’s Five Forces models

When giving an account of Porter's Five force models, Porter (1979) proposed the
analysis of five forces: bargaining power of suppliers, bargaining power of customers,
the threat of new entrants, the threat of substitute products, and competitive rivalry within
the industry. In this model, organisations seek to secure a lucrative position within their
respective industries (Guerras-Martin, Madhok & Montoro-Sanchez, 2014). This will be

discussed further in the church context in the section on churches as NPOs.

Game Theory

Game theory has been in existence for many decades. Von Neumann (1928) and
Geanakoplos (2021) suggest that the Game Theory seeks to predict what competitors
are likely to do based on their previous actions and targets. Conversely, Votoupalova,
Toulova and Kubickova (2015) argue that Game Theory is rather modelling and an act
based on the competitive reactions of other organisations, and Levy, Kilgour, and Hipel
(2000) associate the theory with issues of sustainability indicators.

40



Pellissier and Nenzhelele (2013) put the theory in the category of mathematical
modelling systems that are useful in analysing trends and further consider Game Theory
an appropriate tool for formal analytical representations of industry data. Ghemawat
(2007) agrees but cautions that Game Theory requires important informational and

structural assumptions to be prioritised for the process to be effective.

Scenario planning

Scenario planning sets the tone for future activities and sustainable development
initiatives. Peterson, Cumming and Carpenter (2003) perceive scenario planning as a
tool that enables an organisation to thrive despite an uncertain environment. In instances
where the organisation is not performing well in the market, Pricop (2012) proposes a
process towards a sustainable recovery scenario to heighten its strategic potential even

amid unfavourable environmental conditions.

Value chain analysis

Value chain analysis (VCA) places value on the economic activities that an organisation
undertakes and categorises them in terms of primary (core) and secondary (auxiliary)
activities. Meaton, Abebe and Wood (2015) are consistent with Kaplinsky and Morris
(2000) in crediting the VCA tool as a key in exploring developing market processes.
Moreover, Mitchell and Coles (2011) attribute aspects such as better power relationships
among participants to VCA. Rieple and Singh (2010) propose the deconstruction of the
stages through which a product passes from its inception to its consumption to identify
and curb any form of disparity that could arise from weaker VCA participants.
Nevertheless, the VCA is criticised for its top-down approach, which often neglects the

key stakeholders and their legitimacy (Meaton et al., 2015).

Vision and mission statements

These two aspects constitute the core elements of the organisation’s strategic direction.
The vision aims to address what the organisation seeks to become or achieve

(Vishnevskiy et al., 2016), that is, the idealistic future that the organisation envisions.
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The mission statement sets out the organisation’s scope of business and the reason for
its existence (Hansen & Jacobsen, 2014). The core components, such as the processes
regarding product/service, market/clients, and technology/business, should be reflected
in the mission statement (Allen, 2012; Boni, 2016).

The cultural web

This tool seeks to analyse the organisation’s cultural dynamics to align them with the
organisation’s purpose (Ferrell, Harrison, Ferrell & Hair, 2019). This is consistent with
the interpretation of Johnson (1992) regarding the cultural web. In broad terms, culture
has to do with how the organisation conducts its daily business. All culture-related
actions are guided by belief systems and norms that dictate what is socially acceptable
and not (Wach, 2015; Vlad & Stan, 2018). For this reason, the cultural web serves as an
analytical tool and an implementation driver that is employed to enable the execution of

the organisation’s strategy better.

Strategic clock

A strategic clock stems from the notion that organisations should position their products
and/or services within the market to attain competitive advantage. The efforts thereof are
such that they are deliberate, target driven and are calculated against the organisation’s
current realities. Moreover, the strategic clock serves as a tool for predictive analytic
models to bring forth possible likelihoods when certain strategic paths and actions are

being pursued by an organisation in a given industry (Echchakoui, 2018).

BCG matrix

The Boston Consulting Group (BCG) growth-share matrix provides a managerial
framework for organisational strategy structural alignment and, at the same time,
responds to environmental factors (Gibbons, Scott & Mac Fhionnlaoich, 2015). The
matrix seeks to categorise the organisation’s products, services, or business in terms of

the value they can bring and the revenue they could generate at a particular point in time.
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According to Mohajan (2017), the matrix categorises products, services, or business

units into the following:
Problem child

This is also referred to as a question mark. It reflects the organisation’s products,

services, or business units competing in high growth markets with low market share.
Stars

This displays that both the growth markets and the market share linked with the
organisation’s products, services, or business units are at the highest levels in terms of

its strategic industry position.
Cash cow

This enables the organisation to predict that its products, services, or business units are

in low growth markets with high market share.
Dog

This reflects a dire situation in which the organisation's growth and market share are in

a low position.

Financial forecasting

Financial forecasting (FF) entails a state whereby the organisation reflects on previous
and current dynamics pertinent to its business environments to predict its future financial
position. In this instance, scenario planning and master budgets form part of the input-
output instruments for strategic leaders (Ullah, Shaikh, Channar & Shaikh, 2021). In the
main, FF seeks to quantify the profitability, feasibility, and sustainability of the strategic
agenda items within an organisation (Longenecker, Petty, Palich, Hoy, Radipere &
Phillips, 2017). The tools discussed above could provide modern organisations with
strategic options in their quests to position themselves and thereby appeal to their key

stakeholders.

It is also to be appreciated that the choice of a strategic tool needs to be aligned to the
strategy of the day. This means that the tool must complement the strategy in place. The

next section is on strategic approaches.
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2.3 THE PROCESS APPROACH

There are also different views on strategy. Some organisations still employ the process
approach that is often chronological, traditional, and prescriptive. When a process
approach is employed, the phases and components of strategy are much more precise
and systematic (Owusu-Agyeman, 2021). This means that the strategy phases and
components follow one another in a systematic fashion. This is often removed from
reality in that life, in general, is never systematic nor linear. As such, a proposal is made
for emerging strategies to also find resonance within the strategy discourse (Mintzberg
et al., 2005). The latter will be explored later in this chapter. As a departing queue, the

process approach will be discussed.

The process approach is also the traditional way of looking at strategy. Contrary to
reality, this traditional way perceives strategy as a linear, well-structured and systematic
process (Taylor, 2017). This means that each strategic process component must follow
another and does not open room for deviation. What the process approach fails to
appreciate is that strategy may become a chaotic and messy process, whereby “the end
justifies the means” (Taylor, 2017). During chaotic processes, the strategist’s primary
aim is more on ensuring that organisation’s strategy is adaptive and responsive to the

environmental demands that are both local and global (Van Den Berg & Pieterma, 2015).

If the strategist is alive to this reality, we can thus refer to those phenomena as strategic
flexibility where agility makes the organisation relevant to its key stakeholders (Turner,
2012; Das & Elango, 1995). For instance, Young-Ybarra and Wiersema (1999: 439) and
Mayorova, Domzat, Gernego, and Dyba (2019) surmise that when confronted with
greater environmental uncertainty, an organisation may systematically avoid long term
commitment in favour of more flexible and less binding relationships with its key
stakeholders. In contrast, this is not what the process approach could offer (Owusu-
Agyeman, 2021). In the next section, the strategic management process approach will
be discussed.
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2.4 THE STRATEGIC MANAGEMENT: PROCESS APPROACH

The figure below seeks to illustrate the strategic management process approach. It is
worth noting that theory of management that suggests that management has to do with
principles of planning, organising, leading, and controlling (Drucker, 1954). This is
consistent with the strategic management process approach. Thus, this study can further

build knowledge in strategic management processes for NPOs (Gratton, 2018).

In views of strategy, Sotoducho-Pelc (2015:77) credits it as the preparation of
development plans in a long-term horizon, the selection of ambitious development
priorities and taking expansive measures or long-term cooperation with key
organisation’s stakeholders (Zheng & Negenborn, 2017). Noticeable are the principles of
longevity and inclusivity in such a definition. This means that strategy is futuristic and
that it cannot be viewed as a one-person activity (Ronda-Pupo & Guerras-Martin, 2012).
There is thus a consensus that strategy is about lateral thinking, long-term and inclusivity.
It follows that strategy has to do with the optimum use of scarce resource, critical
environmental analysis as well as the wealth maximisation of the key stakeholders.
Depending on the industry of the organisation in question, key stakeholders and their

legitimate claim would always be different.
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Figure 2.2: The strategic management process
Source: Adapted from Lazenby (2018), Robbins, DeCenzo and Coulter (2016)
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As alluded to earlier, the strategic management process approach is being illustrated in
Figure 2.2. In broad terms, the strategic management process approach deals with
strategic planning, implementation and control phases (Robbins, DeCenzo & Coulter,
2016). In contrast, Al Hijji (2014) alludes to an additional phase termed the pre-planning
phase that must do with identifying the planning team or committee and information
session among key participants. Strategic planning is often referred to as the thinking
phase; the implementation is known as a doing phase, whereas the strategic control may

be regarded as a checking phase. These phases will now be discussed.

2.5 STRATEGIC PLANNING COMPONENTS

This section is associated with research objective 2, which seeks to establish the
strategic planning process components employed by churches. Strategic planning relies
on thought processes from those who holistically view the organisation’s future and
trajectory in relation to the current reality (Yip, Phaal & Probert, 2014). According to
(Sutanto, 2021) the conceptual skills of all those involved are often required for strategic
planning habits. In contrast, Bivainis and Tuncikeine (2005) characterise strategic
planning as an act securing sufficient future projections in a consistent and formalised
manner. That said, the strategic planning phase consists of various components in the
strategic direction, environmental analysis, strategic objectives (also known as long-term
goals) as well as strategic choices (Seidl, Le & Jarzabkowski, 2021). Each of these
components will thus be briefly discussed.

2.5.1 Strategic direction

The strategic direction is about setting forth the organisation’s dreams, scope,
aspirations and long-term purpose (loannidou, Letra, Shaddox, Teles, Ajiboye, Ryan,
Fox, Tiwari & D’Souza, 2019). This means that where strategic direction exists,
uncertainty is significantly minimised and thus replaced by enthused foresight of those

involved (Amran, Periasamy & Zulkafli, 2011).
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Primarily, the strategic direction could be explored from the following tools: vision
statement, mission statement and strategic intent. Some organisations may have all
these three elements, others may have the first two elements (vision & mission
statements), while some may only have strategic intent. Not too many organisations do
employ strategic intent. For this study, it is worth noting that the strategic intent is a
combination of the vision and mission statements, and it is often employed to set all-
encompassing targets which are meant to eliminate complacency (Singh, Darwish &
Anderson, 2012). Strategic intent will thus not be discussed any further. Henceforth,
both vision and mission statements will be explored. It follows that some organisations
may employ values instead of strategic intent. When values are referred to, governance
and ethical culture inferences are made (Ferrell, Harrison, Ferrell & Hair, 2019). This
means that organisations should serve as ethical entities that constantly seek to remain
morally fabricated global citizens (Hill & Hult, 2019; Porter & Kramer, 2011). This ideal
situation may fill a very wide vacuum of the morally poor and ethically misplaced globe
(Hartman & Werhane, 2013; Georges, 2015). Still, on matters of ethics and governance,

and as an example, Schulman (2012) makes the following guidelines:

e Do not be in unethical business in the first place. This aspect has to do with the
testing of one’s gut feeling and conscience.

e Obey the law and spirit of the law everywhere you do business. This has to do
with the principles of conformity, compliance and good citizenry (also in Ferkins
et al., 2005).

e Articulate a complete strategy, including purpose. An idea can only become a
strategy if it is communicated; hence, communication is indispensable. An
inclusive approach of stakeholders is important when seeking to articulate
strategy (also in Morton, 2013).

e Explicitly articulate values as a key component to the strategy. Values should be
reflective and exemplary of an organisation's leaders.

e Do not rely on auditors, ethics officers, compliance officers, cops, regulations,
manuals, and audits as the vehicle to insert ethics into the strategy.

e All these aspects are essential, but they should not be there to replace the

organisation’s moral capital.
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Emphasise principles more than rules. (This is the best way to be more
demanding of the organisation). Principles remain even when the rules change or
are absent.

Individual ethical responsibility and accountability are never trumped by some
corporate or organisational imperative. There is no "my company said it was okay"
defense.

Be transparent with your constituents and make that part of the strategy. This
agrees with an inclusive approach that strategists should pursue at all times (also
in King Committee on Governance, 2016).

Have a framework and process for the resolution of ethical issues. Modern
organisations do require a fully functional and responsive ethics committee.
Have the right organisational structure. The organisational structure must be
manageable and set according to the strategy, while cognisant of the evolutionary
nature of organisations (also in Jarzabkowski, L& & Balogun, 2019).

Have rewards based on the right metrics. The organisation’s reward system must
be linked to strategy (also in Liu, Lang, Li, Zhao & Shi, 2021).

Make employee development part of the strategy and make ethics training part of
employee development. A good foundation on ethical practices is indispensable
in modern organisations.

Encourage all employees to be challenging and demanding in the ethical domain.
This would create a culture of ethics and enhance the moral fibre within the

organisation.

The strategic direction elements will be discussed.

251.1 Vision statement

“‘Where there is no vision, the people perish”. (Proverbs 29:18, NTL, Bible Gateway,

A vision is also known as a dream, an ideal future and what the organisation wants to

become (Blair-Loy, Wharton & Goodstein, 2011). This propels the organisation to focus

on what matters to them. Staver, Brekke and Sgholt (2019) refer to it as a dream and an

idealistic future.
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That said, questions are often asked if the vision statement should be realistic or not?
For instance, Coca-Cola’s vision statement before “Open Happiness”, was “Within arm’s
reach”. This inference held that any human arm could effortlessly reach a Coca-Cola
product whenever needed. The reality is that this can never materialise given that people
often have to walk a long-distance or even use transportation before accessing such
products. This is why a vision statement alone could be seen as inadequate to enable
an organisation to realise strategic success. However, Vishnevskiy et al. (2016)
succinctly put a vision as a challenging and imaginative futuristic picture of organisation.
The dynamic and complex nature of the organisation make it difficult to predict the
outcomes (Macintosh & Beech, 2011). Furthermore, Vishnevskiy et al. (2016) view
strategy and vision as long-term planning instruments, which may allow the organisation
to set its strategic objectives and in the process look into issues that estimate the
organisation’s new technologies, products, services and processes. With the process

approach, the organisation’s vision precedes the mission.

25.1.2 Mission Statement

Whenever a process approach is being followed, the mission statement is probably
entertained after the vision statement has been set. This means that, usually, the mission
statement is derived from the vision statement (which seeks to address what the
organisation is to become). Along with the core values and purpose, Alegre, Berbegal-
Mirabent, Guerrero and Mas-Machuca (2018) infer that the mission statement is one of
the components of the organisation’s vision as well as a key strategic tool. The mission
statement has both the core and additional components. The core components are often
the non-negotiables that the organisation may need to include in its writing of the mission
statement (Berbegal-Mirabent, Mas-Machuca & Guix, 2021). While traditionally the
mission statement seldom changes, infer that the mission statement may be updated as

often as possible (Harvey, Gapstur, Pottinger, Elena & Helzlsouer, 2021).

Broadly speaking, the product/service, market/customer as well technology/business
processes constitute the core components of the mission statement. It follows that the
mission statement seeks to convey what the organisation wants to be remembered for

and this is often attached to its strategic performance (Barney & Hesterly, 2019).
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There are also additional components to also consider, depending on the type of

business in question. In broad terms, these may include profitability, sustainability,

growth, social responsibility, social cohesion, mutual trust, mutual benefit, environmental

friendliness, inclusivity, stakeholder engagement, care and quality service (Alegre 2018;

Chiloane-Tsoka & Rankhumise; 2019). These aspects are summarised and described

in Table 2.2.

Table 2.2: Mission Statement Components

Component Brief description Core or Additional
Product/Service Manufactured Core
goods/Amenity
Market/Customers Market place/Patrons | Core
Technology/Processes | Machinery/Procedures | Core
Profitability Lucrativeness Additional
Sustainability Viability Additional
Growth Progression Additional
Social responsibility Shared concern Additional
Social cohesion Common interrelation | Additional
Mutual trust Shared hope Additional
Mutual benefit Shared value Additional
Environmental Ecological affability Additional
friendliness
Inclusivity All-encompassing Additional
Stakeholder Participant assignation | Additional
engagement
Care Carefulness Additional
Quality service Eminence provision Additional
Efficiency Productivity Additional

Source(s): Adapted from Chiloane-Tsoka & Rankhumise (2019).

The above table summarised items that may be found within a mission statement of an

organisation. Of importance is that these items cut across industries and types of

organisations.
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For some organisations, some mission statement components matter over others,
depending on their core business and how they want to appeal to their respective
stakeholders (Allen, 2012). For instance, an organisation in the automobile
manufacturing sector may emphasise issues of “efficiency & quality”. An organisation in
the energy industry may find the use of the words “clean energy & environmentally
friendly” advantageous towards their course. When looking into possible and ideal words
that organisations such as religious groupings and churches may have, one may not be
far from the truth in suggesting the use of words and inferences such as “ethics & moral
fibre”. In all instances, context is of paramount importance. Moreover, it is imperative to
fathom that the mission statement ought to serve as strategic marketing and image-

building tool for the organisation.

In contrast, Barney and Hesterly (2019) associate a mission statement with the drive for
profitability. This could further contradict the principle of wealth maximisation that
Berbegal-Mirabent, Mas-Machuca and Guix (2021) allude to. As such, the organisation’s
wording needs to serve as a true reflection of the central message that the organisation
intends to convey to its key stakeholders. When pursuing a process approach,

environmental analysis follows the strategic direction

2.6 ENVIRONMENTAL ANALYSIS

This section is aligned with research objective 1, which seeks to analyse the strategic
tools used by churches as social enterprises. No organisation can successfully exist
without environmental analysis. According to Fang, Chang, Ou and Chou (2014) in order
for an organisation to sustain the competitive advantage, it also has to review the
functionality of its assets as well as its market knowledge. Moreover, MiSankova and
KociSova (2014) refer to the dynamic and competitive nature of the business
environment that ought to be constantly analysed. This notion of a dynamic environment
is affirmed by Wild (2017) when arguing about the value of managing demand projections
and customer changing patterns. It follows that environmental analysis plays a

fundamental role in positioning the organisation against its rivals.
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The evolutionary nature dictates that the organisation should position itself to guard
against new entrants potentially entering the market to guard against ever-changing
consumer patterns, tastes and desires. That explains why in his research piece of
preparing for the future, Sanchez (2017) advocated for strategic flexibility (which also
encompassed resource flexibility). There is often a plethora of needs across the
environment itself. This reality puts pressure on modern organisations to separate
themselves from average organisations by selling themselves or offering something of
“value”, which can make it difficult for the market to replicate (by competitors) and refuse
(by clients). That said, environmental analysis requires environmental scanning, industry
analysis as well as organisational analysis and audit in order for the organisation to
position itself within the macroenvironment, the industry environment as well as its
immediate environment (Van Den Berg & Pieterma, 2015). These complex exercises are
all about positioning and relevance the organisation should constantly strive towards
(Fourné, Jansen & Mom, 2014). Environmental analysis is summarised in Figure 2.3.
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Figure 2.3: Environmental Analysis

Adapted from Hough and Strickland (2010)
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The business environment occurs at both internal and external ends. The business
setting comprises the macro, industry, and micro/immediate environments. The first two
environments occur at the external end and the last one can be found within the
organisations’s internal end. This business environment should be analysed and, where
possible, managed. That said, some authors argue that both the macro and industry
environments influence the existence of an organisation and are treated as outside its
control (David, 2013). It follows that the organisation can only control its immediate

environment.

As already alluded to, the business environment is dynamic, elastic, and complex to
fathom and manage. Its analysis is critical and inevitable for any organisation seeking to
survive and grow. For an analysis to be possible, the requisite strategic analysis tools
must be employed. These aforesaid tools are many and not all are useful and relevant.
Depending on their relevance, the organisation may explore a few aligned to business
and strategic objectives. According to some of the key authors, the following commonly
used strategic environmental analysis tools: SWOT Analysis, Internal Audit, Value Chain
Analysis and Resource-Based View (Molina-Azorin, 2014). These shall be discussed
below.

2.6.1 SWOT ANALYSIS
According to Leiber, Stensaker and Harvey (2018), the acronym S.W.O.T broadly stands

for strengths, weaknesses, opportunities and threats that ought to be analysed.
Longhurst, Stone, Dulohery, Scully, Campbell and Smith (2020) consider it a process
that looks inward and externally as far as the organisation’s environment is concerned.

In summary, what encompasses SWOT analysis is the following:

e A strength reflects the organisation’s capabilities and capacities. As such, the
organisation would need to capitalise on the strength at hand to achieve its
strategic objectives.

e weakness constitutes an area within an organisation that sets it back in its quest
for strategic success. This often requires improvement and attention.

e An opportunity is about a gap/niche that may be identified by the organisation

and that is probably ceased or exploited.
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e A threat constitutes unfavourable conditions within the external environment that
require the organisation to mitigate against its efforts to stay relevant towards its

key stakeholders.

SWOT analysis is a useful and simplistic tool that cannot be used in isolation. It requires
other tools such as an internal audit.

2.6.2 INTERNAL AUDIT

Traditionally, an internal audit is a functional method that is a simple approach of
enterprise assessment. It stems from the idea that all functions of the organisation need
to be evaluated to identify areas of potential improvement and to identify pockets of
excellence that could serve as a yardstick for development towards those activities and
functions that are situated within the organisation itself (Kagermann, Kinney & Kiiting,
2021). This auditory function does not exist for its own sake but to prepare the
organisation to do better in its quest to get its strategy realised. According to Wheelen
and Hunger (2017), this is consistent with what they call creating a learning organisation,
and this also serves towards developing strategic flexibility for the organisation. When
exploring the functional approach or the internal audit, issues such as policy
programmes, budgets, procedures as well as performance are evaluated against the set
strategic objectives of the organisation. Noteworthy, some organisations perceive this
tool as part of the strategy evaluations and control.

2.6.3 VALUE CHAIN ANALYSIS

Value chain analysis (VCA) highlights the critical activities within which the organisation
can derive its revenue and outputs. VCA further demonstrates the processes and
initiatives that convert inputs into outputs (Vishnevskiy et al., 2016). The type of value
chain analysis depends on the organisation and the industry within which the
organisation exists. For instance, a manufacturing organisation may differ from a charity

organisation.
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Figure 2.4: The primary and support activities of the value chain analysis

Source(s): Adapted from Lazenby (2018:125)
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Value chain analysis seeks to enable the organisation to convert inputs into outputs. As
the figure illustrates, VCA broadly deals with two major components of activities in the
form of primary and secondary/support or auxiliary activities (Davis & De Witt, 2021).
The primary activities deal with what the organisation exists for. These activities are
aligned with the organisation’'s mission, and without these, the organisation ceases to
exist. The processes from inbound logistics (supplier-focused activities) until outbound
logistics (customer-focused activities) are analysed in terms of the value they, which they
add within the business chain core-participation (Marinova, Freeman & Marinov, 2019).
However, the value chain also deals with support or auxiliary activities. These activities

exist to enhance the key business of the organisation.

Although these activities are essential, they are not necessarily indispensable and thus
can be easily outsourced in the event of reengineering or reconfiguration of the
organisation processes as well as when the organisation takes the posture of
considering other forms of business opportunities. The value chain of an organisation
would be tested against those primary activities. That said, the additional activities may
be outsourced if they do not generate enough value in terms of economic justifiability.
Concisely, VCA measures the level of effectiveness of the organisation’s activities

against its mission, vision, and strategic objectives.

2.6.4 RESOURCE-BASED VIEW

The resource-based view (RBV) stems from the premise that the organisation’s
resources are instrumental in providing it with a strategic advantage and market
relevance (Molina-Azorin, 2014). When the RBV process is undertaken, the strengths of
the available resources of the organisation are tested in terms of their ability to offer

strategic advantage to the organisation. RBV is further illustrated below.
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Table 2.3: Resource-Based View

Tangible Resources Intangible Resources Capabilities

Cash flow Patents and Copy rights Skills

Products Reputation Knowledge

Movable property Technology Experience

Immovable property Brand Image Influence

Equipment Appeal to Market Leadership
Innovation Conducive culture

Source(s): Adapted from Ehlers and Lazenby (2019)

In learning about resources, the resource-based view comprises tangible resources,
intangible resources and capabilities. Moreover, the physical resources such as movable
and immovable properties form part of the tangible resources that RBV seeks to highlight
(Longenecker et al.,, 2017). These thus constitute resources that can be physically
touched and felt. That said, the organisation must address any concerns in matters such
as brand image, reputation, appeal to market and societal perception regarding its
products and services. In this instance, the intangible resources are thus evaluated, and
these are often difficult to measure (Bruton, Lohrke & Lu, 2004). RBV analysis cannot
be complete without human aspects such as experience, knowledge, and skills. That
said, Yukl (2018) cautions that among the skills to consider, leadership becomes
essential in that it can take care of the organisation’s culture, tangible resources,
intangible resources, and even the entire strategic agenda of the organisation. Once the
environmental analysis has been attended to, the organisation may find the liberty to set

its strategic objectives.

2.7 STRATEGIC OBJECTIVES/LONG-TERM GOALS

Strategic objectives or long-term goals may differ from one industry and one organisation
to another. In the past, in relatively stable industries, long-term goals may have been

viewed as a five to 10-year target.
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Nowadays, given the volatile nature of the business, economic and social environment,
in certain industries such as IT, long-term goal may go to an extent that it is only
weeklong. Thus, it is incumbent upon those who lead the organisation to understand the
dynamics of their respective industries. A formula and acronym called the S.M.A.R.T
approach could be employed. This in essence means that any long-term goal must be
tested in terms of it being specific measurable, attainable, realistic and time-bound.
Moreover, Davis et al. (2021) allude to aspects such as ensuing profitability, productivity,
competitive position, technological leadership, human capital as key areas that the long-
term goals are centered upon. However, Globerman and Vining (2017) refer to specificity
and lone-termism as key aspects of the strategic objectives, which means that they are
often very specific and long-term in nature, especially when doing business at a global
stage. That said, some form of motivation, ideological clarity, understandability, flexibility
and suitability test must be passed for these goals to assume strategic resonance. The
strategic objectives set the tone for making a strategic choice.

2.8 STRATEGIC CHOICES (GENERIC & EMERGING)

Based on the strategic objectives, strategic choices could be made, with due cognisance
of the strategic direction and practical realities stemming from the business environment.
Various strategies are available to the organisation, even though the decisions thereof
ought to be based on the strategic path (values) and direction (vision & mission) that the
organisation pursues. Gibbons, Scott and Fhionnlaoich (2015) submit that competitive
strategies ought to depend on frameworks for industry analysis and business intelligence
to position the organisation and its offerings within the market. Porter refers to 15 grand
strategies as strategies that are more specific that organisations can pursue to achieve
cost leadership, differentiation, focus, or best cost strategies. The grand strategies are
in the form of growth (internal & external), decline and combination strategies. They are

briefly discussed below.
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According to Thompson et al. (2015), the grand strategies are briefly explained as

follows:

Internal Growth Strategies

Concentrated growth (also knowns as market penetration) —increases market share

through intensive marketing efforts.

» Market development — introduces the organisation’s products or services to new

market development.

 Product development — improves the organisation’s products or services to increase

sales.
* Innovation — invest in R & D using technological competencies.
External Growth Strategies

* Related or concentric diversification — adding new but related products or services to

gain market share.

 Unrelated or conglomerate diversification — adding new and unrelated products or

services to enter new markets.

* Vertical integration — backward vertical integration: taking over suppliers and/or
forward vertical integration: taking over distributors.

 Horizontal integration — taking over competitors generally at the same level as the

organisation.
Decline strategies

» Retrenchment (or turnaround strategies) The emphasis is normally on cost reduction

and reengineering.

* Divestiture - involves selling a division or part of the organisation to raise capital for

further acquisition or investment

* Liquidation - involves selling all the assets of an organisation to avoid bankruptcy.
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» Bankruptcy - When employing this strategy, creditors are compensated as cash allows

while the rest of the debts will be written off.
Combination Strategies
« Joint ventures - a temporary partnership

« Strategic alliances - afford the organisation to share skills and expertise for a defined

period, usually linked to the life cycle of a specific project.

« Consortia - involve large interlocking relationships between organisations in a particular

industry.

These strategies were merely highlighted for completeness’ sake. They are usually
employed along with other strategies, such as the generic strategy. The generic
strategies may entail low-cost leadership, differentiation, focus or niches as well as best
cost (Ehlers & Lazenby, 2019). These strategies enable organisations to coordinate their
efforts towards attaining their long-term goals. In this study, only each of the latter will be

briefly discussed.
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Table 2.4: Generic strategies

target market

by the customer.

scope within an
industry

The type of Low-cost Differentiation | Focus/niche | Best cost

generic leadership

strategy

Strategic target Seek to provide | Creating something | Based on the Integrated
specific products or | that is perceived as | choice narrow strategy that
services to a broad | unique and valued | the competitive enables an

organisation to
provide value in

terms of
differentiated
attributes  and
lower prices
Basis of a | Products or | Ideal for quality This strategy It is a
competitive services are highly | conscious and targets specific combination  of
advantage standardised and | price-insensitive segments to low-cost
not customised to | consumers which it provides | leadership and
an individual its products or differentiation
customer’s tastes, services strategies
needs or desires
Product line Potential to | These consumers | The niche market | Provide unique
increase both the | are prepared to pay | that differs from products and
market share and | more the rest of the services more
its profitability industry is efficiently  than
exploited. competitors
Production Value chain costs Occur in the form of | Can be based on | There is a
emphasis must be lower than | brand image, | cost leader by positive
those of other technology, unique | serving relationship
competitors taste, product | consumers in the | between this
reliability, speed | target market at a | strategy and
and shorter | lowest cost and above-average
response time price than its returns
competitors
Marketing Ideal for price- Customers It can also be The consumer
emphasis sensitive and less following this | based on demand,
quality-conscious strategy are | differentiation by | expectations
consumers generally brand | offering niche and needs
loyal members a provide sufficient
product they impetus for
perceive as well investment in
suited to their enhanced
own unique efficiencies and
tastes and cost savings as
preferences well as
differentiation
Keys to sustaining | Value creating | However, if prices | The target market | This strategy
the strategy activities could be | are excessively | niche must be | may
easily imitated by | high, the consumer | large enough to | underestimate
rivals making it | may consider | be profitable and | the challenges
difficult  for  the | alternatives/substit | should have | and expenses
competitive utes, growth potential associated with
advantage to be providing low
realised cost products.

Source(s) Thompson, Peteraf, Gamble and Strickland Il (2015)
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2.8.1 LOW-COST LEADERSHIP

Low-cost leadership is a strategy, which strives to provide products or services that are
highly standardised and not customised to an individual client’s preferences and needs.
As Thompson et al. (2015) state, a low-cost leadership strategist ought to consider that
this strategy is ideal for clients who are very price sensitive. Thompson et al. (2015)
further allude to potential competitive muscles that a low-cost leader may enjoy relative
to their competitors. This means that if prices are excessively high, the clients may
consider alternatives/substitutes; therefore, the prices might need competitively low.
Other possible implications are that the low-cost leader competitors are likely to
experience relatively higher business costs (Low & Venter, 2019).

2.8.2 DIFFERENTIATION

When this strategy is followed, differences in the organisation’s product or service
offering are realised by creating something perceived as unique and valued by
customers. This strategy is ideal for quality-conscious and not so price-sensitive
consumers, given that these consumers are often prepared to pay more (Thompson et
al., 2015). Differentiation can occur in the form of brand image, technology, unique taste,
product reliability, speed, and shorter response time. Customers who are ideal targets
for this strategy are generally brand loyal, making it difficult for other competitors to win
them over. However, if prices are excessively high, the consumer may consider
alternatives/substitutes; therefore, the prices thereof must remain competitive.
Sometimes an organisation can differentiate its offerings through pricing. This means

that the organisation may either charge relatively higher or lower prices.

2.8.3 FOCUS/NICHE

This strategy is based on the choice of a narrow competitive scope within a particular
industry to serve very specific needs. An organisation following this strategy targets

specific segments to which it provides its products or services.
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According to Dasci and Verter (2005), focus strategy caters to proper analysis of
consumer demographics and regional variations that enable the organisation to lower its
operating costs from its usually limited resources. However, Ipsen, van Veldhoven,
Kirchner and Hansen (2021) beseech that in order for focus strategy to succeed, the
target market niche must be large enough to be profitable and should have growth
potential. Care must constantly be taken in order to timely determine any possible
competitors as these may erode projected profits within the organisation’s business
space. A focus strategy may be based on cost leadership, which seeks to serve clients
at lower costs and prices than its competitors. However, a focus strategy may be based
on differentiation by offering niche target market products they perceive as well suited to
their own unigue needs and preferences. Porter (1996) and Cox, Daspit, McLaughlin and
Jones Ill (2012) agree that in terms of dealing with a niche industry, if only one ideal
position in an industry existed, then all firms would simply race to achieve the preferred

opportunity.

2.8.4 BEST COST

This is an integrated strategy that enables an organisation to provide value in terms of
differentiated attributes and lower prices (Geurin & Burch, 2017). The objective is to
provide unigue products and services more efficiently than competitors. It has been
discovered that there is a positive relationship between this strategy and above-average
returns. The consumer demands, expectations and needs provide sufficient impetus for
investment in enhanced efficiencies, cost savings and differentiation. Thompson et al.
(2015) regard the best cost as a rather hybrid strategy, which requires care blending of
both differentiation and low-cost leadership. The organisation that is following this
strategy may underestimate the challenges and expenses associated with providing low

prices and differentiation at the same time.

29 STRATEGY IMPLEMENTATION

This section is aligned with research objectives 4 and 5, which seeks to determine how
the strategic implementation drivers are explored in churches and to determine how the

strategic implementation instruments are explored in churches.
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Strategy implementation is also referred to as a doing phase. If a process approach is
pursued, strategy implementation becomes a second phase. This is arguably the most
challenging phase to execute to the intricacies thereof (Hrebiniak, 2013; Rani 2019).
There are also aspects of people, management, resource, and other barriers that can
negatively affect strategy implementation (Aboutalebi, 2016). For strategy
implementation, drivers and instruments are often needed as inputs (Adeyemo, 2021).
At the prime of these inputs lie strategic leadership that put together the rest of the drivers
and instruments. It follows that leadership must follow strategy. This means that a
particular strategy requires a certain strategic leader (Ngui & Maina, 2019). Strategic

leadership is discussed below.

2.9.1 STRATEGIC LEADERSHIP

Over time, there have been growing debates in terms of how leadership emerges. Some
scholars view leadership is something one is born, whereas others believe that
leadership can be taught (Covey, 2004). Either way, leadership has become an
inevitable and useful aspect of strategic implementation globally. Whether one is in a
not-for-profit organisation or a corporate sector, it is inevitable that leadership is needed
to make organisations succeed, without which the organisations are bound to fail at many
levels. Furthermore, in strategic management terms, to successfully implement a
strategy, strategic leadership is required. This means that the ethical leader, who is
lateral in thinking, progressive and futuristic in approach, has to be in place to guide
organisations to greater heights. Without strategic leadership, an organisation is bound
to collapse or fail. Tabaee (2013) suggests that leadership can be developed and that
its development is critical for organisation. Furthermore, Tabaee (2013) opines those
leaders have to be in touch with 21st-century realities and thereby possess certain critical

skills set to cope with the 21st-century leadership requirements.

Of paramount importance is the issue of planning strategically and being able to review
such strategies as well as to have tactics in place to see to it that the projected plans
and processes are properly implemented. Furthermore, leaders must be able to deal
with complexity and uncertainty posed by the 21st-century challenges within the

business environment.
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Whether challenges emerge from both micro and macrolevels, the leader has to be in
charge of strategic solutions and empower other stakeholders of the organisation without
instilling fear or pain in enabling them to align with the current realities. Jepperson and
Meyer (2011) articulate the significance of knowledge capital that the leader must
possess to propel the organisations they are leading. Furthermore, leaders must deal
with change management issues and be able to move organisations through changing
patterns at a constant rate to adjust to the circumstances post by the unprecedented 4%
industrial revolution and the environment at large. Some forms of innovation is required
from a modern-day leader to be problem solvers and champions of progress within the
society within which they exist. Leaders also should manage various needs from various

stakeholders to enhance the development of stakeholders and the organisation itself.

A win-win situation out to be constantly demonstrated by leaders to those who they are
leading, especially stakeholders who may see themselves as fallible participants within
the scope of the organisation at large. Furthermore, leaders should put together all the
strategy implementation drivers of the organisation. Moreover, leaders ought to be in a
position to instil a progressive organisational culture and reward those who are doing
well in setting the organisation on the growth trajectory. Leaders should also address
issues such as structural drivers in their quest to successfully implement strategies. The
leader is further responsible for instilling the organisational architecture and how the
roles of strategy participants will unfold within an organisation. That said, the optimal
resource allocation is important, and this is a responsibility charged to a strategic leader
who must allocate budgets towards the implementation of the strategies being followed.
Furthermore, leaders are responsible for setting the instruments of strategy
implementation such as short-term objectives, the functional tactics and policies that are

said to benefit the organisation and functioning and day-to-day operations.

The short-term objectives, functional tactics and policies, which guide those who are
execution strategy at the lower level, require the guiding prudence of the strategic leader
(Paut, Sabatier, Dufils & Tchamitchian, 2021). Furthermore, Slavik, Putnova, and
Cebakova (2015) and Fry (2003) consider strategic leadership as ultimately responsible
for creating vision and value congruence across the individual, unit, and organisation
levels and developing effective relationships between the organisation and

environmental stakeholders.
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However, Latham (2014) concludes that there is no universal answer on leadership and
that its success may depend on various aspects such as measurable variables and
predictable relationships, while Silva (2014) and Silva (2016) regard leadership style due
to personal paradigm. There was also a concept of servant leadership, which was also
a model of the Christian Faith that held the view that a leader ought to lead by example

and lead through participation and service (Ingram, 2016).

How is leadership different from management? Vasilescu's (2018) views of vision setting
and motivating individuals to embrace change and achieve the strategic objectives,
whereas management is a process of planning, organising, leading, and controlling to
achieve organisational objectives. Leadership is a component of management. Could

this mean all managers ought to lead but not all leaders are managers?
Based on their analysis, Slavik et al. (2015) make the following observations:

* Leadership is at the same time a high position in an organisation or society, a personal

characteristic, and a relationship between leaders and followers.
* Leaders are partially born and partially made.
» Some leaders are virtuous, and others are not.
» Some leaders adjust their style to the situation and others do not modify it.
* Leadership matters, but it is not everything.

This said, is leadership important in a strategic management context? Mergel (2018)
concludes that the drivers and instruments to the successful strategy implementation
depend on a strategic leader to put them together in an organised and systematic

manner.
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Ehlers and Lazenby (2019) outline the following as strategic leadership components:
Determining the company’s purpose and vision

Leaders must articulate the vision and provide guidelines to where the company wants

to go and the key steps that need to be taken to reach such a position.
Emphasising ethical practices

Ethical practices refer to the moral filter that evaluates a potential course of action.
Strategic leaders who display ethical practices and integrity are likely to inspire their
employees and develop a healthy organisational culture.

Exploiting and maintaining core competencies

Core competencies (resources and capabilities that ensure a competitive advantage)
have become the basis of the new competitive landscape. Therefore, leaders can use

these core competencies to build their long-term strategies.
Developing human capital

Human capital entails the knowledge and skills of the organisation’s entire workforce.
Leaders should therefore drive the investment in human capital to derive the full

competitive benefit.
Sustaining an effective organisational culture

Organisational culture refers to the complex ideologies, symbols and core values shared
throughout the organisation. Strategic leaders capable of learning how to shape the
organisational culture in a competitively relevant way could become valued sources of a

competitive advantage.
Establishing balanced organisational control

Controls are needed to guide work so that performance goals are reached. Strategic
leaders who can establish controls that still allow for flexible, innovative employee

behaviour will ensure a competitive premium for their organisation.
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With the aforesaid strategic leadership components, chances for a strategy to be
effectively implemented are heightened. Given the complex nature of the business
environment, these components alone cannot guarantee strategic success. Strategic
leadership is instrumental for putting together the various strategy implementation
drivers and instruments to be discussed henceforth. Organisational culture is a point of

departure.

2.9.2 ORGANISATIONAL CULTURE

In broad terms, the word “culture” has to do with how things are done in a particular
setting(s). It is all about the commonly acceptable behaviour in a particular setting.
Culture may include both spoken and unspoken languages, customs, regalia, food and
other consumables, values, and belief systems (Callen & Fang 2015; Hill & Hult 2019;
Volonté 2015). When addressing organisational culture, it is essential to appreciate that
it must deal with shared values of the organisation’s stakeholders, especially employees
since they are often at the forefront of strategy implementation (Lopez-Duarte, Vidal-
Suarez & Gonzalez-Diaz, 2016; Hill & Hult, 2019).

It follows that culture must be aligned to the organisation's values and its strategy. This
means that culture must follow strategy. Therefore, Mannion and Davies (2018) suggest
that culture may be viewed as a collection of values and norms infused with their belief
and ideas. With that in mind, it should be appreciated that the leader as the head of the
organisation must set the tone of a conducive culture, which has to be aligned with the
strategy in place and the mission of the organisation. Griffin, Guedhami, Kwok, Li and
Shao (2017) bring a dimension, which finds a correlation between culture, governance,
and ethics. This is aligned with what Longenecker et al. (2017) propose regarding ethical
culture. It follows that a strong culture of an organisation that is positive towards a

strategy can offer the organisation competitive advantage relative to its competitors.

This, however, does not happen by accident. It means that the leader of the organisation
has to be in charge of instilling a conducive culture that is strategy friendly (Covey, 2004,
Griffin et al., 2017). That said, Hrebiniak (2013) suggests that culture can never be
homogeneous even though it is a common cause of business failure. Therefore, the

organisational culture needs to be treated with care.
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2.9.3 RESOURCE ALLOCATION

Resource allocation becomes an important component when implementing a strategy.
The optimal allocation of scarce resources is vital to position the organisation on the
growth trajectory and successful implementation of the strategy in question. This means
that all activities must be optimally funded using the economic principle of minimum
inputs against maximum outputs. It follows that strategists can employ a master budget
to allocate resources within the organisation (Longenecker et al.,2017). However, this
affects the cost of production depending on the country and nature of the industry in
guestion. Austerity measures may be put in place especially when turnaround strategies
are being pursued as opposed to aggressive strategies for growth are to be put in place.
Therefore, Mayorova, Domzat, Gernego and Dyba (2019) regard productivity as a
subject of effectiveness of human, physical and technical resource allocation and
utilisation. There could be some validity to this argument as far as resource-based

productivity is concerned.

2.9.4 ORGANISATIONAL STRUCTURE

An organisational structure serves as a framework to partition and categorise various
activities, components, functions, and portfolios of the organisation. It follows that as the
organisation grows, the more chances for it to realise structural changes. It is to be
appreciated that structure follows strategy. To heighten its significance, Hrebiniak (2013)
infers structural decision-making has always been a challenge for many organisations.
This is because of the many complex aspects such as HR complement and activity-
based-costing factors (Hollenbeck & Jamieson, 2015; Madhok & Marques, 2014). This,
in essence, means that there should be an alignment between the structure and the

strategy in place. If the strategy changes, that structure has to also change accordingly.

However, in instances where the organisation is undergoing a decline, it is incumbent
upon the leader to restructure the organisation prudently with austerity measures in
mind. Jarzabkowski et al. (2019) caution about the threat of narrow specialisation and
inter-functional difficulties because of organisational structures. This narrow

specialisation and interfunctional difficulties may hamper strategic flexibility.
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Accordingly, this means that part of the organisation or other aspects of the organisation
that is not producing the desired outcomes are probably reorganised, reconfigured, or
even abandoned to allow the organisation to focus on its key business, which is really

aligned to the strategy in place, profitably.

2.9.5 REWARD SYSTEMS

Reward systems serve as incentives that propel those involved in the strategic
implementation to do their very best to ensure strategic success. Hrebiniak (2013)
suggests that good incentives ought to be linked to both strategic objectives and short-
term goals. It is incumbent upon a strategic leader to create a conducive environment
where strategy implementers may find some “room” to do their very best in executing the
strategic actions. Hrebiniak (2013) further alludes that most contemporary organisations
are likely to offer strategy implementers some incentives of both extrinsic (salary, bonus
& promotion) as well intrinsic (autonomy, work fulfilment & psychological identification

with the task) values.

It follows that some organisations offer incentives such as bonuses and shares, while
some go as far as offering non-monetary rewards to those who are involved in the
strategy implementation thereof. While these incentive actions may be noble and
commendable, the King Committee on Governance (2016) warns that incentives may
create an unconducive business environment and unrealistic expectations. This means
there has to be a good alignment between the strategy being pursued and incentives in
place (Louw & Venter, 2019). Apparently, some organisations may consider reward
systems as strategy implementation instruments instead of drivers. This study was alive

to such realities.

2.9.6 POLICIES

Policies constitute rules and regulations that govern the functions of the organisation.
Daily, policies are to be considered to enhance the positive trajectory of the strategy in
guestion. As such, strategy should have policies that will propel it to be successful.

Nieboer (2011) refers to these as strategic guiding documents and policy principles.
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Policies should serve as frameworks that facilitate decision-making that works towards
promoting the existing strategy and vision of the organisation. Without policy
organisations can never confidently succeed in terms of making sound strategic
decisions (Kotler, 2003). In this instance, it is inevitable that confusion and lack of
direction could be a reality for an organisation without a tailor-made clear-cut policy to
address the functions and/or the successful implementation of the strategy in question.
It follows that the best policies are those that make the organisation to become better
and improve the chances towards realising its strategic objectives. Therefore ,Tazin and
Yaakop (2014) credit policies as useful strategic documents to manage the

organisation’s wellbeing and for stakeholder management.

2.9.7 FUNCTIONAL TACTICS

Functional Tactics may be viewed as mini strategies that exist to fulfil the mandate of the
bigger picture or main strategy that the organisation is pursuing (Allen, 2012; Pearson &
Robinson, 2013). This may be organised in the form of small projects or strategic
assignments that are targeted at a particular scope of business at a particular point in
time within the organisation. With functional tactics, strategy is broken down into smaller
segments that are much more achievable. Thompson et al (2015) regard these as
functional area strategies. When making progress assessments, the functional tactics
may be grouped in terms of strategic success. Caution is given in that strategic clarity
needs to be filtered in the functions of the organisation to enable the functional tactics to
serve their intended purposes and thereby yield the desired results.

2.9.8 CHANGE MANAGEMENT

When implementing a strategy, the greatest hurdle to overcome is to deal with change.
It is often said that “the only thing that remains constant is change itself” (Author
Unknown). It follows that change is inevitable, and as such, the organisation must
position itself at all times so as to remain relevant to the aspirations of the key
stakeholders such as customers, suppliers and shareholders and employees (Manville
& Broad, 2013).

73



That being said, all the activities of the organisation must be aligned with the strategy in
place to ensure its successful execution. If that is not in place, catastrophic results in
poor strategy implementation are likely to filter across the organisation. As such, all
processes, drivers and instruments of the organisation must line up with the strategy in
place. This is why Madhok and Marques (2014) advocate for the agility and
competitiveness of strategic leadership within a change-prone organisation. This means
that the types of leadership must be strategy friendly. Moreover, the culture, structure,

reward systems, and policies must be befitting to the strategy in place.

Employees’ desires, attitudes, and willingness to yield towards change must be carefully
managed towards the organisation’s quest for to successful implementation of its
strategies (Griffin et al., 2017). That said, fostering strategic change is often easier said
than done. Yukl (2018) warns that to avoid strategic failure, organisational leaders ought
to be at the forefront of change and champion innovation. Once all the strategy drivers
and instruments have been utilised during implementation, strategic evaluations can

occur. The strategic evaluation and control section will be discussed below.

2.10 STRATEGY EVALUATION AND CONTROL

This section is aligned with research objective 6, which seeks to explore the strategic
management control systems of churches. When a process approach is being pursued,
strategic evaluation and control become the third and final phase of the strategic
management process. This is also called a checking phase. Gibbons et al. (2015) refer
to this stage as strategy control. During this phase strategic result, success, failure or
stagnation are being evaluated. At this point, the prowess of the strategy is tested against
its targets against its results (Al Hijji, 2014). To this end, strategic decisions to whether
continue or discontinue a particular trajectory are made. Stehnei, Irtysheva, Khaustova
and Boiko (2017) allude to the element of eminent improvement when dealing with
strategic control. During this phase, aspects such as the strategic direction, volatility of
the business environment, the strategic objectives, the implementation drivers, and

instruments are considered and evaluated.
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This phase is also deemed strategic control in which a particular strategy is evaluated in
terms of its effectiveness and on whether or not it enabled the organisation to realise its

strategic objectives.

2.10.1 THE BALANCED SCORECARD

A tool towards strategic control is the balanced scorecard. In this instance, measures
are used to establish whether the set targets and strategic initiatives were met or not.
Moreover, Al Hijji (2014) infers that the balanced scorecard (BSC) seeks to bridge the
gaps between the vision, mission, strategic objectives, and strategy by converting the
aspects above into short-term measurable targets. That still, Kaplan and Norton (2000)

depart from the norm by placing the mission statement as the heartbeat of BSc for NPOs.

It follows that the BSC (see figure 2.5) consists of four broad perspectives in the
following: financial, internal business, learning & growth, as well as the customer. BSC,
as such can be seen as an inquisitorial and evaluative framework to establish the extent
to which the strategic objectives and targets were met or unmet. Furthermore, it seeks
to secure strategic evidence in relation to what was expected against what was realised.
In the main, the overarching mandate of BSC is to set the tone for heightening the
pockets of excellence while also explicitly highlighting strategic improvement. Kaplan
and Norton (2000) caution that the BSC may not be applicable in all organisations. This
means that the industry intricacies need to be considered when an organisation seeks
to employ the BSC as a tool or a framework.
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The balanced scorecard (BSC) may address issues such as shareholder value
management, Activity-based costing. The issues of costing and non-value-adding
processes ought to be avoided within the organisation itself. Moreover, balanced
scorecard links with aspects such as total quality management, where the quality of the
programme itself and the process improvement initiatives are considered. This, however,

should translate into quality improvement and into higher returns and lower spending.

In looking at the balanced scorecard, Kaplan and Newton (2000) allude to principles of
the strategic focus of the organisation. Broccardo (2010) credits BSC for its flexibility and
further regards it as a “dress made to measure” for any reflective organisation. This
enables the translation of strategy into operational terms of the strategy of the
organisation. It is further advisable that for the organisation to measure the balanced
scorecard’s impact properly, the strategy should be everyone's responsibility, not just

that of top management. A changing organisation is often a responsive organisation.

2.10.2 STRATEGIC EVALUATION AND CONTROL CONDITIONS

Strategic evaluation and control ought to exist in carefully put conditions. This process
does not happen for itself (Gibbons et al.,, 2015). In the act of accountability,
organisations have a moral responsibility towards the key stakeholders to disclose how
the set strategy has performed over a period (Schryogg & Steinmann, 1987). Other
authors allude to the types of strategic control organisations need to be aware of. These

types of control are discussed in the next section.

2.10.3 TYPES OF STRATEGIC CONTROL

There are other various types of control that organisations may need to consider. These
present opportunities for such organisations to test their strategic prowess. These are
briefly discussed below.
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Special alert control

This is a type of control that is thorough and rapid in response to unexpected
events from both internal and external spheres (Da Rocha Vencato, Gomes,
Scherer, Kneipp & Bichueti, 2014). For instance, with the help of special alert
control (SAC) the organisation may need to abandon or alter its strategic path due
to unforeseen occurrences as such the COVID-19 pandemic that restricted the
movement of people and other resources, to the detriment of many organisations.
Premise control

This type of control stems from the notion that strategists must verify if all
assumptions made during the strategic planning are still valid (Preble, 1992).
These assumptions are often necessary to simplify the planning process due to
the complex nature of environmental analysis and the availability of relevant data
during the planning process. Thus, any changes within the environment may call
for strategic adjustments.

Surveillance control

Surveillance control (SC) is the type of control that monitors and identifies newly
identified factors that the strategists may have overlooked. These factors could
sometimes be aspects that may not have been initially anticipated (Russell,
Farlow, Min, Espino, Mnzava & Burkot, 2020). Thus, it requires the organisation
to be agile and flexible to be alive to the current realities that may hamper the
success of its strategy.

Implementation control

Implementation control (IC) is a type of strategy that occurs as implementation occurs

(Bondarenko, Isaeva, Orekhov & Soltakhanov, 2017). Unlike other traditional strategic

control types, IC allows organisations to monitor the success or failure of strategic

actions in real-time. During this process, the actual results are measured against the set

targets to allow the organisation to take quick corrective action should such a need arise

(Pearce & Robinson, 2013). If proper strategic controls are considered, there is a

likelihood for corrective actions and progress. Strategic evaluation and control do not

exist for their own sake but to improve the strategic management processes of the

organisation.
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Strategic planning and strategy implementation phases thus become incomplete without
the strategic evaluation and control phase. It could be interesting to learn how churches
as NPOs plan, implement and evaluate their current strategies. The next section

discusses the emerging views of strategy.

2.11 THE EMERGING VIEWS OF STRATEGY

This section is associated with research objective 1, which seeks to analyse the strategic
tools used by churches as NPOs and SEs. However, there are emerging approaches to

strategy. This is being illustrated in a table format.

Table 2.5: The emerging views of strategy

Dimension

Traditional view

Emerging view

View

Strategy as fit with resources

Strategy as stretch and leverage

Industry space

Strategy as positioning in the
existing industry space

Strategy as creating new industry
space

Responsibility

Strategy as a top management
activity

Strategy as a total and continuous
organisational process

Exercise

Strategy as an analytical exercise

Strategy as an analytical and

Arnanica tinnal Anvarnicn

Direction

Strategy as extrapolating from the
past

Strategy as creating the future

Source: Adapted from Prahalad (2000)

View

The above table seeks to display the contrasting dimensions in terms of the traditional
and emerging views of strategy. Five dimensions in view, industry space, responsibility,
exercise and direction, are thus chosen. Regarding view, strategy is concerned with its
alignment to the resources assigned for strategy implementation. Moreover, the

organisation’s identity and the current environmental realities need to be aligned.
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Industry Space

The industry space entails the idea that the business may thrive within an existing space
through the superior competitive advantage or create its own lucrative market space
(through emerging strategies).

Responsibility

This aspect entails systems of accountability and obligation. Traditionally, top managers
are expected to assume responsibility for the overall performance (or lack thereof) of
their organisations. With that considered, when pursuing emerging strategies, strategy

is then considered an inclusive and an organisational exercise.
Exercise

This has to do with implementation, application and use. In this instance, the transition
from thinking to taking action becomes critical. Thus, many strategies may be set;

however, a lack of proper implementation remains a challenge across organisations.
Direction

The futuristic nature of strategy cannot be overlooked. The strategy sets apart vision-
driven organisations from visionless ones. It follows that vision sets the tone for
progressive thinking that enables the organisation to covert its dreams into reality. This

sets the tone for emerging strategy discussion.

2.12 EMERGING STRATEGIES

At the beginning of this chapter, attempts were made to discuss what the traditional
approach to strategy (also known as the process approach) entailed. In traditional terms,
strategy is a linear and systematic process. This is in contrast with the current reality,
where strategy is often regarded as a “messy” activity (Ntene, 2018; Sing, Pearson &
Aluru, 2013; Mintzberg et al., 2005). It follows that the more innovative organisations
become, the more compelling it will be for them to try doing things differently, including
NPOs. While there are beliefs that strategy is a linear and organised process, many
recent studies hold different views to that effect. On the contrary, the complex nature of

strategy has become clear.
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This complexity stems from the equally complex and dynamic nature of the business
environments within which the organisation exists. As such, strategy cannot exist and be
rolled out normally in abnormal circumstances and environments. Many modern
organisations are becoming receptive to emerging strategies in their quest to handle
complex business environment demands. Fourné, Jansen and Mom (2014) allude to
how challenging it is to pursue emerging strategies due to the volatility of the business
environment and as such strategic agility is encouraged. Owing to their agility, emerging
strategies are ideal in emerging markets where market saturation if often averted and

new consumer needs is thus satisfied.

According to Boni (2016:56), regarding emerging strategies, the following business

climate essentials ought to exist:

e The organisation should focus on creative value-sharing processes across the
value chain. This requires careful evaluation of the key performance areas of the

organisation (also in Al Hijji, 2014).

e Develop and grow “seasoned” management teams through collaborations,
accelerators and interdisciplinary teams. Conscious inclusion of key stakeholders
in strategic decision-making processes is imperative to sustain further innovations
(also see King Committee on Governance, 2016 and Yukl, 2018).

e Incorporate agile and lean development teams where various business leaders
work collaboratively to advance the science while adapting solutions to market
and user expectations and norms (also in Roy & Singh, 2015).

This action is likely to bring synergy in strategic planning, implementation and
control (also in Yip, Phaal & Probert, 2014).
The Blue ocean strategy, as a practical case of emerging strategies, will be explored.

2.12.1 BLUE OCEAN STRATEGY AS A FORM OF EMERGING STRATEGIES

Indeed, the blue ocean strategy (BOS) can match the description of emerging strategies.
BOS stems from the idea that organisations operate within “red oceans” and saturated

business space (Kim & Mauborgne, 2005; Kim & Mauborgne, 2014).
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As a result, there has been pressure on the organisation to constantly perform as
promised, become responsive and remain relevant within a congested business space.
BOS proposes ways in which the organisation can create its own market space. This
creation of one’s own market space is contrary to how Madhok and Marques (2014)
heighten the value of occupying a significant position within an existing industry space.

It follows that with BOS the organisation can “set its rules of the game”.

This means that, instead, an organisation seldom gets threatened by its rivals but rather
seeks to improve on its previous results and accumulations. This could be viewed as
mere sacrilege by those who still hold strong attachments to traditional competitive
strategies. That said, some authors criticise that such an organisation may turn into a
monopoly and as such, complacency is likely to become a norm (Madhok & Marques,
2014). Several principles in terms of what the blue ocean strategy is about, according to
Kim and Mauborgne (2014), are discussed below:

e Blue ocean strategy (BOS) is grounded on data. This means that a BOS is
normally one step ahead of the general competition and as such, competition
becomes irrelevant given its trendsetting nature and the pro-activeness thereof.

e The BOS organisation differentiates itself through requisite value. The BOS
organisation usually can offer something of value and which is affordable to
customers.

e Blue Ocean's strategy creates uncontested market space. This means that the
organisation often breaks free from its traditional confinements and what the
market already offers.

e BOS allows the organisation to produce a useful framework that sets it apart from
its competitors and traditional business practices. Contrary to what other
commentators of emergent strategies believe, BOS provides a systematic
process. Emergent strategies are generally unstructured messy and thrive
alongside complexity. This makes BOS a different strategy in terms of its
innovative ways and solutions that provide structure and guidance.

e BOS maximises opportunity while minimising risks. This means that BOS looks at
the commercial viability of strategic ideas while positioning itself to mitigate

against any potential risks such as pricing and competition.
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e BOS executes the strategy consistent with what is expected regarding emerging
strategy antecedents. BOS allows the organisation to plan and execute the
strategy simultaneously.

e BO strategist to strives to create a win-win outcome. In this instance, emphasis is
placed on creating a strategic value proposition for the organisation's key
stakeholders (in Boya, 2016).

All the above attributes on BOS suggest that contemporary organisations are often
challenged to do things differently as they position and align themselves to the
stakeholders’ requirements and their current realities. At this stage, it remains unclear if
a church as NPOs would have the requisite appetite to explore other emerging views of
strategy such as BOS. This brings the discussion to another concept of strategy-as-
practice (SaP). This will be briefly discussed below.

2.12.2 STRATEGY-AS PRACTICE

Strategy as practice (SaP) has to do with the micro-level analysis of strategy activities
and processes of strategising that occur within an organisational setting. According to
Golsorkhi, Rouleau, Seidl and Vaara (2010), SaP as a concept thrives on collecting
relevant details that occur during strategic planning, implementation, and control. In this
instance, every act and detail matters to monitor and verify how certain actions and non-
actions could lead to strategic failure or success. There is thus a psycho-social element

and human behaviour that need to be assessed considering the strategy at hand.

The organisation’s leadership and cultural dynamics play a critical role in providing
strategic analysis with useful data for both immediate and future strategic decision-
making processes (Seidl et al., 2021). This is an innovative way that is still finding
resonance in modern organisations. Whittington (2014) alludes to concepts of praxis,
practitioners and practise as key aspects that make up SaP. It could be interesting to
learn if SaP could be a useful emerging approach that NPOs such as churches may

explore. The next section further explores deliberate and emergent strategies.
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2.12.5 STRATEGIES: DELIBERATE VERSUS EMERGENT

As a follow-on, various authors consider how emerging strategies can be better
understood (Soliman, Anchor & Taylor, 2019; Whittington, 2014; Hernandez-Betancur,
Montoya-Restrepo & Montoya-Restrepo, 2020). An illustration is made in Figure 2.5.

Deliberate
Strategy
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-
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v

Figure 2.6: Strategies: Deliberate and Emergent

Adapted from Mintzberg et al. (2005: 416)
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Figure 2.6 illustrates strategies in terms of both deliberate and emergent strategies. The

central message thereof is that there is a likelihood for an organisation to incur some

unintended consequences. In this event, Mintzberg et al. (2005) refer to non-realised,

realised, or emergent strategies. While the non-realised strategy may often signify

strategic failure, emergent strategies may produce multiple possibilities and paths

towards realising the intended strategy (Soliman et al., 2019). In a modern organisation,

with various stakeholders’ demands, there should be changes in strategic patterns and

approaches. This requires some form of strategic flexibility, agility, and adaptation.

These latter attributes are possible in learning and responsive organisations (Bruton et

al., 2004).

Other useful strategic tools and processes are summarised in Table 2.6

Table 2.6: A summary of other strategic tools and processes

Strategic

tools/processes

Description

Author and year

Big Data Analytics

Credited for allowing for
faster decision making
also ideal for cross-
business-unit
engagements.

Singh et al. (2013)

Business Intelligence and
Analysis

A process of converting
raw data into useful and
actionable information.

Singh et al. (2013)
Pellissier and Nenzhelele
(2013)

Digital Business Analysis

A process of acquiring
timely and accurate
information through a
technology vendor.

Singh et al. (2013)

Real Option Theory

Decision-making
processes on whether to
expand or reduce strategic
projects.

Zheng and Negenborn
(2017)
Park (2004)

Strategic Groups

A group of organisations in
an industry following a
similar strategy or strategic
path within the strategic
dimensions of the analysis.

Suarez-Serrano and Pina-
Mavarez (2011)

Author’s compilation

Adapted from: Singh et al. (2013); Pellissier and Nenzhelele (2013); Suarez-Serrano and Pina-Mavarez (2011); Yang and Lee

(2010) and park (2004)

85



From Table 2.6, various other strategic tools were described. These were tools that were
also relevant when the emerging views to strategies were explored. The tools described
were by Singh et al. (2013); Pellissier and Nenzhelele (2013); Suarez-Serrano and Pina-
Mavarez (2011); Yang and Lee (2010) and park (2004). These are described below.

. Big Data Analytics

This tool attracts many large and growing organisations, both from the academic and the
private sector. Big Data Analytics (BDA) thrives in institutions that are capacitated to
analyse large sums of data. Chawda and Thakur (2016) recognise BDA as a tool that
continues to attract interest from such organisations keen on employing emerging
strategic tools in response to volatile environments. That said, organisations ought to
always ensure that such an investment in data analysis is efficiently used, given the

often-expensive costs of accessing and possessing large chunks of data.

. Business Intelligence and Analysis

Business Intelligence Analysis (BIA) is credited for its apt to combine various data, such
as operational and competitive to assist strategic decision-makers in volatile and
complex environments (Negash, 2004). Furthermore, BIA analyses the organisation’s

capabilities and strengths against the challenges and the current market realities.

. Digital Business Analysis

Digital Business Analysis (DBA) utilises computer software and sometimes mathematical
modelling techniques to analyse data to allow for sound decision-making. Also, Sousa
and Rocha (2019) infer the disruptive nature of DBA and foster competitiveness for

modern organisations that seek to position themselves even in complex industries.
. Real Options Theory

Real Options Theory (ROT) is ideal when strategists seek to make a strategic decision
based on the financial and investment implications. Also, Trigeorgis and Reuer (2017)
recommend ROT as a tool that enables an organisation to strike a balance between its
strategic commitments and flexibility. This is thus ideal in modern economies that are

elastic and volatile.
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Chintakananda and Mcintyre (2014) warn of the challenges ROT may struggle to

overcome, such as dealing with technological advancements in a given industry.
. Strategic Groups

This tool or model seeks to analyse the characteristic of similar organisations within a
given industry (Porter, 1979). As with other tools, strategic groups (SG) enable
organisations to make decisions regarding their next strategic move in relation to the
actions of other similar competitors (Barney & Hoskisson, 1990). Even though this
concept existed over four decades ago, some modern organisations still employ this tool
to position themselves against their rivals. From the above discussion, the common
denominator is for an organisation to position itself employing some of these emerging
strategic tools even within complex and volatile environments. All the same, each
organisation would need to explore these tools very prudently. The next section dealt
with social entrepreneurship as a strategic tool for modern organisations, including
NPOs.

2123 SOCIAL ENTREPRENEURSHIP

This section is associated with research objective 1, which seeks to analyse the strategic
tools used by churches as social enterprises. By its very nature, entrepreneurship stems
from the quest by the person(s) to solve societal problems through innovative strategies
among risks and uncertainty with the possibility to maximise returns (Ladzani &
Netswera, 2009). This means that entrepreneurship is a state of mind and action taken
in various settings. For the longest time, this phenomenon has often been considered in
profit-making contexts. Still, it is also possible to consider entrepreneurship in social
settings (Chiloane-Tsoka & Mmako, 2018). This is also referred to as social
entrepreneurship (SE). Rawhouser, Cummings and Newbert (2019) hold that the
concept of SE does not necessarily mean that entrepreneurial activities need to occur

charitably but needs to be an act or strategy that seeks to create social value and impact.
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This means that even churches as NPOs could explore SE as part of their emerging and
innovative strategies to generate requisite income that would enable them to meet their
financial obligations and invest in their future and sustainability (Souza & Rocha, 2019;
Cafferky, 2015a; Kim & Mauborgne, 2014). In this instance, various concepts in SE,
innovation, and emerging strategies and NPO management and governance become
affected (Cafferky, 2015b). This multidisciplinary approach is often what modern
organisations need, regardless of their orientations. To succeed, entrepreneurial mindset

and strategic leadership by church managers would be required.

Various scholars have also confirmed that it is possible for corporates, SMMEs and
NPOs to pursue SE strategically (Cafferky, 2015b; Moos & Sambo, 2018; Bryson,
Edwards & Van Slyke, 2018). In this study, SE was considered part of the emerging
strategies in general and innovative strategies in particular that NPOs such as churches
may explore to generate revenue (Bryson et al., 2018). The following section discusses
how NPOs and strategies may co-exist. In a nutshell, this is the section whereby

strategies for NPOs are explored.

2.13 NPOS AND STRATEGY

This section is associated with research objective 1 which seeks to analyse the strategic
tools used by churches as NPOs. Grant (2003, 2021) advises that all modern
organisation should to strategise. That means that strategy knows no industry nor
market; it is a discipline that caters to all growth-seeking organisations across industries.
Furthermore, Kitonga, Bichanga and Muema (2016) give credence to the values of
strategic leadership in the NPO context. Thus, there is a creative value that churches as
NPO could leverage whenever their managers exercise strategic leadership principles.
This aspect also found expression in the previous sections on strategy implementation
instruments. An illustration is made in Figure 2.7. The Value Web alludes to how the
various key stakeholders integrate to offer the requisite value for a modern organisation
(including not-for-profits). In the same vein, the organisation should appreciate that

perceived value needs to be reciprocal.
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Figure2.7: The Development of Strategic Management in the Non-profit context

Adapted from Kong (2007)
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From Figure 2.7, Kong (2007) makes it clear in the model that the various strategic
management analysis tools for NPOs should work in an integrated manner. Tengeh
(2015) suggests that a strategic approach is likely to provide NPOs with requisite
integration and shape the perceptions of NPO managers and other role-players. These
various integrated strategic management analysis tools for NPOs allow modern NPOs
some aptness to holistically and critically analyse their processes. With the intellectual
capital in place, organisations can thus assess both their internal and external
environments as well as their key stakeholders. Therefore, Carcamo, Garay-Fluhmann
and Gaymer (2014) amplify the need for inter-organisational relationships in the
management and governance and collaboration and knowledge sharing among network
stakeholders. It follows that due to technological improvements, NPOs can also socially
and economically organise and group their strategic stakeholders in a meaningful and

effective manner (Hollenbeck & Jamieson, 2015).

NPOs do also embrace strategic tools and utilise them in their various strategic
management processes and phases. For instance, Broccardo (2010) suggests that
numerous NPOs have altered the BSC hierarchy to suit their primary business
objectives. It is to be appreciated that strategic flexibility and adjustments are necessary
to cater to NPO objectives. According to Maboya (2017), it is to be noted that
implementing strategy in the NPO context presents myriads of challenges. Hence,
Hansen and Jacobsen (2014) propose that cooperation and collaboration are required
to enhance key stakeholder value instead of the quest for profit maximisation that drives
corporates and related organisations. Furthermore, Kramer and Porter (2013) and
Beschorner (2013) heighten the significance of creating shared value in an attempt to
mainstream business ethics among management practitioners. This phenomenon is not
immune to NPOs, who should thrive on greater accountability than ever (Ferrell,
Harrison, Ferrell & Hair, 2019).

When exploring the thinking patterns of NPOs leaders, Chukwumerije, Olusegun and
Chima (2018) beseech the principles and values of “Ubuntu” as opposed to the traditional
profit maximisation views. This adjustment is required in terms of the lenses that strategic

managers ought to use in looking into NPOs.

Table 2.7 summarises some of the key concepts covered in this chapter.
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Table 2.7: Summary of literature on the strategic management, NPOs and SE

Concept Description Section Author
Strategy A game plan and road Introduction and Bivainis and
map background Tuncikiene (2005)

Young-Ybarra and
Wiesema (1999)

Strategic planning

Futuristic foresight of the

Introduction and

Bivainis and

space

organisation background Tuncikiene (2005)
Young-Ybarra and
Wiesema (1999)
Values The sense of Process approach Amran, Periasamy
consciousness that guides | (strategic planning and Zulkafli (2011)
common behaviour. phase)
Ethics Value-based sense of Process approach Amran, Periasamy
what is morally correct. (strategic planning and Zulkafli (2011)
phase)
Governance The sense and act of what | Process approach Amran, Periasamy
is right or wrong. (strategic planning and Zulkafli (2011)
phase)
Strategic leadership The act of putting Process approach Griffin, Guedhami,
together instruments and | (strategy Kwok, Li and Shao
driver towards strategy implementation (2017)
implementation phase)
Balanced Scorecard Strategic control set Process approach Kaplan and Norton
targets and strategic (strategy evaluation | (2000)
initiatives phase)
Blue ocean Strategy Creation of new market Emerging strategies | Kim and

Mauborgne (2005,
2014)
Boya (20106)

Resource allocation

Putting together of
business resources for

strategy implementation

Process approach
(implementation

phase)

Mayorova, Domzal,
Gernego and Dyba
(2019)
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Policies

Guiding rule and
regulations (Strategy
implementation

instruments)

Process approach
(strategy
implementation

phase)

Nieboer (2011)
Kotler (2003)

Organisational

structure

A framework to partition
and categorise various
activities, components,
functions and portfolios

of the organisation

Process approach
(strategy
implementation

phase)

Misankova and
Ko¢isova (2014)
(Rani 2019)

Functional tactics

Mini strategies for

Process approach

Thompson ef al.

functional areas (planning phase) (2015)
Change management | Setting the scene and Process approach Yukl (2018)
laying a foundation for
strategy implementation
NPO Not-for-profit NPO Kong (2007)

organisation

Emerging strategies

Less-linear, “messy” and

strategically flexible

Emerging strategies

Al Hijji (2014).
Boni (2016)

activity Lynch (2018)
Mintzberg ef al.
(2005)
Venter (2014)
Reward systems Incentives to propel Process approach Grant (2003)

strategic deliverables

(strategic
implementation

phase)

Environmental

analysis

Observing, scanning,
assessing and evaluating

the business environment

Process approach
(strategic planning

phase)

Fang et al. (2014)
Molina-Azorin

(2014).

Organisational culture

Generally, acceptable

organisational behaviour

Process approach
(strategy
implementation

phase)

Griffin, Guedhami,

Kwok and Shao
(2017)
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Strategy as practise Stems for the notion that | Emerging strategies | Seidl ez a/. (2021)
strategy is about people’s
actions and not

necessarily what the

organisation possesses.

Source(s): Author’s compilation from various literature sources

2.14 SUMMARY OF THE CHAPTER

This chapter explored strategic management in terms of both the process and emerging
perspectives. While contemporary organisations are still adapting to the emerging
perspectives of strategies, many organisations may still regard the process perspective
as useful and relevant to their strategic trajectories. Furthermore, the strategy was also
explored in terms of the not-for-profit organisations NPO’s and enables church
organisations as Social Enterprises (SES) to stay relevant towards their stakeholders. It
became clear that all contemporary organisations (including NPOs) require a strategic
approach and climate to remain responsive, flexible, agile and industry-relevant. As
such, strategy has become an indispensable discipline for contemporary organisations,
and various authors could attest to that effect (Grant, 2021; Kong, 2007). The theoretical
gap in this section became apparent in that strategy featured prominently and merely
seemed suitable for profit-seeking organisations. Thus, NPOs and churches still suffer
as concepts that are largely still less researched in comparison with profit-seeking
organisations. The growing need to further explore strategy as an SE and NPO aspect
need to be filled (also in Gratton, 2018). In the next chapter, religion and Christian

churches from South African perspective are discussed.
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CHAPTER 3: RELIGION AND CHRISTIAN CHURCHES - A SOUTH AFRICAN
PERSPECTIVE

3.1 INTRODUCTION

In the previous chapter, the strategic planning, strategy implementation, and strategy
evaluation and control processes of organisations were discussed. These strategic
management processes were considered in various contexts, including NPOs.
Organisations such as the South African Council of Churches (SACC) regard church
formations as NPOs. Religion is one of the fastest-growing phenomena globally
(Adamson, 2015, Van de Kamp, 2017). The growth thereof cannot be ignored as this
has socio-economic implications (Van de Kamp, 2017). For instance, there are issues of
healing, poverty alleviation, revenue collection, and governance, amongst others, to be
considered when one alludes to matters regarding religion (Dilger, Burchardt & van Dijk,
2014). According to Offutt, Probasco and Vaidyanathan (2016) religions all over the
globe manifest and thereby organise themselves in a very diverse manner. This affirms
that this phenomenon is not just a South African, it could be found at global levels. As a
result, some nations tend to depend much on spiritual houses and authority to help them

solve their socioeconomic challenges (Laheij, 2018).

Church congregants are sometimes regarded as consumers of the Christian religion and
doctrine (Budde, 2008). For this reason, this chapter departs from religion in the South
African context. This will be followed by a section on the South African Christian
Churches and their history. The role of the SACC and other Christian church bodies will
also be explored. To complete this chapter, types of church government, as well as
governance issues, will be discussed. Church government is often a product of
leadership style and culture. These were discussed in the strategic implementation
drivers. As a departure, Figure 3.1 provides the discussions on perspectives of Religion

and Christianity in South Africa. The next section provides a brief history of the church.
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3.2 CHURCH HISTORY

This section draws from research objectives 2 and 4 that seek to establish the strategic
planning process components that are employed by churches and to determine how the
strategic implementation drivers are explored in churches. It is imperative to afore
mention that church history is a broad topic that cannot be congested in a paragraph or
two, let alone the entire study (Maffly-Kipp, 2013). That said, the developments such as
African Independent churches were also followed by Wesley Methodist Church that
formed Ethiopian Church. Furthermore, the African Methodist Episcopal church had
American connections. A large contingent of African migrants, particularly from West
Africa, gathered in South Africa to promote prophetic gospel. Given the advent of poverty
within the African continent, it has become very attractive movement for people to follow.
Vulnerable communities, particularly women, find “haven” in the Pentecostal movements
of the church (Mumford, 2014). There have been pockets for success in terms of such
church even though some have been a subject of controversy in terms of being the
breeding grounds for charlatans using this as an approach quickly generate income at
the expense of the vulnerable by promising miracles, which are difficult to account for
(Pichon, Powell, Ogg, Williams & Becton-Odum, 2016). The style of worship also makes
such churches attractive as some may even use modern technology to interact with

congregants (Nylén & Holmstrém, 2019).

All the more, there have been challenges regarding unpalatable financial statements and
governance deficit emerging along with the cosmetic ethic of the prophetic movement
(Mumford, 2014). A few pastors as founders of the Pentecostal churches were found in
the wrong in terms of accountability for their finances and violation of human rights
(Shange, 2015). Therefore, the strategic management process is important in terms of
analysing the environment and planning for the future of important stakeholders such as
the government as well as society (Woodward, 2013). When looking at some of its
historical achievements, the church has managed to institute positive social change and
administer the realisation of civil rights (Grayman-Simpson & Mattis, 2013; Pichon et al.,
2016). This has been a worldwide phenomenon. As cases in point, South Africa, through
the SACC and the rest of the globe through the World Council of Churches, had
championed social justice when they were called upon to do so (SACC, 2007). The next

section discusses the history of denominationalism.
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3.3 THE HISTORY OF DENOMINATIONALISM

In this section, various denominations and their origins are discussed. There are
arguably many church denominations across the globe. Only the four major ones will be
considered since these are also prevalent in South Africa, where this study was
undertaken. The first three denominations fall under adherents. They are Adherents
(Eastern Orthodox, Roman Catholic Church & Anglicanism) and Protestants (Powell et
al., 2016). That said, this must never be perceived as that this study pursued a case
approach as this has its demands and disadvantages that would have been outside the

researcher’s ontological lenses and paradigm (Krusenvik, 2016).

Table 3.1: Four World’s Leading Christian Denominations

Denomination Place of Origin | Period of inception | Place (Continent) of
Popularity

Anglicanism England, Britain | 1800s America and Africa

Eastern Orthodox Asia The first Century, | Europe  (Greece, Turkey,
Experienced Russia)
Separation  during
1700s

Protestant America 1800s America (North) and Africa

Roman Catholic

Europe (Rome,

The first Century

America (Latin) and Africa

Italy/Vatican
City)

Source(s): Hill and Hult (2019); Bokenkotter (2004)

The table is further discussed below with the major denomination highlighted.

3.3.1 ANGLICANISM

In essence, the Anglican denomination is the first Church of England. The church was
formed to bring some sort of reform from the Roman Catholic (Spencer, 2021). It was
because of colonialism the “Church of England” spread across the globe. Most of the
British colonies, more especially those in Africa (including South Africa) and America,
were affected. The Anglican Church follows an Episcopalian approach (Church that is
directed by Bishops), which originated in America following World War Il (Riker, 2010).
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3.3.2 EASTERN ORTHODOX

The Eastern Orthodox Church stems from the belief in multiple truths, individualist and
personal encounter with the greater Being (Hill & Hult, 2019). It originated in the Eastern
part of the world and continues to enjoy prominence in countries such as Greece, Turkey
and Russia (Chakraborty, El-Jawabhri, Litzow, Syrjala, Parnes & Hashmi, 2017). In this
regard, Jensen (2021) suggests that this denomination mainly perceives Jesus Christ as
a human form of the Trinity (God the Father, God the Son & God the Holy Spirit). These

churches are less dominant in Africa.

3.3.3 PROTESTANT

The Protestant church stems from the notion of universal priesthood of believers and
believes firmly in the Bible as a supreme document and the Word of God (Pillay, 2015).
Its origins can be traced to the 1800s becauof protests against the Roman Catholic
ideologies and doctrines (Chan, 2010; Asamoah-Gyadu, Kim, Davies & Anim, 2017).
According to Jensen (2021), protestants believe that the Bible is the only source of
authority for the church and that the priest’s or Bishop’s thoughts and words are near no
significance. The Protestant Church has seen its growth in denominations such as
Lutheran, Methodist, Baptist, Reformed and Presbyterian and various other Pentecostal
churches (Riker, 2010).

3.3.4 ROMAN CATHOLIC CHURCH

The Roman Catholic Church constitutes the largest Christian denomination in the world.
With over a billion followers, this means that one in eight global citizens is Catholic
(Bokenkotter, 2004). Even though its origins are European in origin and Rome, Italy/and
Vatican City in particular, this denomination is popular in Africa and Latin America (Hill
& Hult, 2019). The chief leader thereof is called a Pope and this Pope appoints Cardinals

as his representative to share the denomination's vision to the followers.
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Catholicism bases its faith in the Holy Trinity of God and the divinity of Christ, as well the
Bible as the holy book of spiritual guidance (Adamson, 2015). NB: In this study, all four
major denominations are to be considered. This discussion is further strengthened by
the illustration and discussion on Region, Christianity, and Christian Churches in South

Africa in the next section.

3.4 RELIGION, CHRISTIANITY AND CHRISTIAN CHURCHES IN SOUTH AFRICA

In a study by Adamson (2015:1), religion is a system of belief in divine power, which
serves as inspiration and modelling for human beings. The world boasts of hundreds of
religions that serve to guide the “inner man” in terms of what is perceived to be right and
wrong as well as just and unjust (Kim, Kim, Moon, Seo & Gil, 2021). The four major world
regions are highlighted. Hinduism as a religion is an act of worshipping one being of
ultimate oneness (also called Brahman) through boundless symbols of gods and
goddesses (Clifford, 2015:1).

Chakraborty et al. (2017) signify the Muslim religion as a religion that is based on the
belief that there is one almighty God (also called Allah) who is above all humankind.
However, Buddhism religion is based on principles of meditation that focus on self-
discipline rather than a god (Wank, 2020). These religious formations, even though
foreign to Africa, found their expression within South Africa and its neighbouring
countries (Logan, 2015). This section is better summarised in Figure 3.1 and Table 3.2.
As a point of departure, Figure 3.1 illustrates the background and posture of religion in

general and Christianity in particular.
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Figure: 3.1: Religion and Christianity in South Africa

Source: Author’s Compilation from various sources of literature
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In his paper on recognising religion, Agensky (2017) can fully appreciate
interconnections between religion and the political economy of a country. Figure 3.1
seeks to paint a picture of religion in general and Christianity in South Africa. According
to Statistics SA (2016), Christianity in South Africa has always been a leading religion,
followed by Islam. Judaism, Hinduism, Buddhism, and other indigenous religions. Hence,
there are various types of church denominations domiciled in South Africa.

These church denominations can be clustered under mainline churches (such as
Anglican and Catholic), Pentecostal churches (such as Rhema & Grace Bible), and
African Traditional churches (such as Zion Christian Church & Church of Nazarene).
Many churches are independent and autonomous (Van de Kamp, 2017). This makes the
investigation and exploration of church matters a complex exercise (Chidester, 2018).
Thus, the church body plays a role in how churches in South Africa are organised and
function. For simplicity's sake, churches affiliated with SACC and related formalised
church bodies will be focused on and considered in this study. As alluded to in the
previous chapters, SACC’s mandate is to “instil moral reconstruction in South Africa,
focusing on issues of justice, reconciliation, the integrity of creation and the eradication
of poverty and contributing towards the empowerment of all who are spiritually, socially
and economically underprivileged” (SACC, 2007). Therefore, the governance of
churches affiliated with SACC and related church bodies such as Baptist churches
(Protestants) will also be looked into. To be precise, the strategic management
processes of the aforesaid churches will be explored.
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Table 3:1 Regions in South Africa

Total SA population in 2009 49,814,595
Religious Affiliation: 3,000,0003
Dutch Reformed Church
Roman Catholic 3,200,000
Apostolic Churches 5,300,000
Zion Christian Churches 5,000,000
Methodist Church of SA 2,900,000
Lutheran Church of SA 1,100,000
Anglican Church of SA 1,600,000
All other Christian denominations 15,500,000
African Traditional Religion 100,000
Islam 700,000
Judaism 80,000
Buddhism 4,000
Hinduism 600,0006
Other non-Christian Churches 100,000
No answer, no affiliation 7,400,000
Total: approximately
49,000,000

Adapted from Statistics South Africa (2016); Ryan (2010)

Religion is perceived as a trail of social contexts that attempt to solve societal problems
(Vernooij, 2012). Table 3:1 provides a holistic view of the total number of churches
affiliated per category. Furthermore, according to Stats SA, from the table above, more
than 80 percent of the population seem to suggest that they have a religious faith, and
most of these are Christians (Statistics South Africa, 2016).
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Where multiple religions exist, there comes a need for tolerance and to focus on the
bigger moral agenda that religion, in general, can accomplish (Laheij, 2018, Logan
2015). Likewise, one cultural anthropologist, Van der Pijl (2010), has observed that the
growth of Pentecostalism is being veiled by obscurity, ambiguity, and paradox. However,
the success of Pentecostalism lies in the paradox, which stems from the globalisation
and growth of Pentecostal Christianity. Vernooij (2012) and Chad (2010) strongly concur
that while the church is obliged to spread the gospel, it also has to ensure that societal
challenges such as slavery, violence against the vulnerable and acts of dehumanisation
are eliminated. This goes to the central mission of the church, according to SACC, which
is to provide the country’s citizens with spatial, social and economic emancipation.
However, the actions of the church should be managed strategically to afford it to yield

the requisite results and accomplish its central mission.

3.5 CHRISTIANITY (IN GENERAL)

New Age religion promotes the development of the person's own power or divinity and
focusses on higher consciousness within themselves (Adamson, 2015). However,
Christianity is based on the faith in Jesus Christ and His teachings aimed at providing a
meaningful life for the followers; this is often regarded as the fullness of life in Jesus
Christ (Spencer, 2021). Many challenges concerning religious beliefs occurred
inadvertently to what was anticipated. Alongside the growing challenges of poverty,
joblessness, ilinesses, violence, political and economic instability, trouble, calamities and
sin, Christianity continues to grow in its relevance to these aforesaid current realities
(Maffly-Kipp, 2013:2). Research by Strauss (2018) affirms that in South Africa, under the
Apartheid regime, the government-separated communities and segregated them
through racial and economic oppression. The church was tasked with the rebuilding of
society (SACC, 2007). Nevertheless, even 20 years after establishing a democratic
South Africa, it is questionable whether the church succeeded in building communities.
Churches in South Africa have not done and are not doing enough around reconciliation
and healing of the nation, an important task in building human community (Ryan, 2010).
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Besides, Pillay further (2015) argues that the notion that all societal problems emerged
because of religion needs to be disabused. During the 19th and 20th centuries, the
Orthodox Church attracted several African groupings and by 2008, more than 10000
denominations in Southern Africa alone were realised (Hayes, 2008; Ryan, 2010). It
follows that Saint Mark was instrumental in forming the North African Orthodox Christian
Church during the first century (Ryan, 2010). When Christians in Sub-Saharan Africa
arrived during the 19th century Christianity flourished. The Anglicans viewed Orthodox
Christianity as possessing apostille, which seemed to be a contradiction in epistemology
(Hayes, 2008). In 1948, the World Council of Churches (WCC) observed different
ideologies among its ranks. As a result, the WCC rather decided to focus on what united
its members in terms of Christian ideology and believed that all are one in the Body of
Christ.

3.6 CHRISTIANITY AND CHRISTIAN CHURCHES IN SOUTH AFRICA

Over the years, Christian churches in South Africa have witnessed unprecedented
growth (Billings, 2007). This was deemed as a positive dimension in the quest for all
believers to “build the Body of Christ, as they get equipped for the work of His service”
(Ephesians 4:12, NTL as well as 1 Corinthians 12:27, NTL, Bible Gateway, 2005).
Parallel to that and due to inevitable and unintended consequences, which often emerge
out of positive dimensions, sadly, nefarious activities have been linked with Christian
churches. Pan, Lee, Chang and Jiang (2012) regard this as a culture of insusceptibility.
Moreover, Christian itinerants have been settling in South Africa, as it is the case with

other rapidly developing and developed economies.

The church is rather viewed as a “Body of Christ”. According to Hayes (2008), while
seeking the route towards India during the 15th century, the Portuguese established the
Roman Catholic church in South Africa. It was only later (during the 16" century) that the
Dutch brought Calvinism to South Africa. It was during the 1800s when the new
Protestant movement became a force against the Roman Catholic programmes as well
as Anglicanism. This congregation movement was in the form of Methodist, Baptist and

other congregations such as Presbyterians.
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This was followed by Anglicans that came to South Africa during the 19" century and
was brought by the British within the Cape Colony. There were severe clashes in ideas
that led to great conflicts among Christians. By 1910, churches such as Zion Christian
Church (ZCC) and Nazarene church emerged. These churches continued to attract large
memberships to date, even though there is also a shift towards Pentecostal churches.
Kuperus (2011) suggests that ZCC is a church identified over the years as being
politically aloof. In his argument, the church does not participate in political activities but
believes in rather praying for a sitting government to do well for its people (Kuperus,
2011). Their attitude has always been the same for both the Apartheid and Democratic
South African governments. There is also a sense of hope that people’s spiritual,
physical, and psychological lives may change for the better when they draw support from
the church (Pan et al., 2012).

Some of those who require help from the church could be victims of stressful life events
emanating from aspects such as financial pressure, occupation, raising children, job
uncertainty, retirement and a general sense of loss, inability to cultivate a relationship
with God and negative attribution (Pan et al., 2012). These are critical issues which
require attention if society is serious about safeguarding its quest for having a functional

and productive citizenry.

This is why Martin, Lae and Reece (2007) strongly caution that society ought to care for
people struggling with stress since these people often find themselves overwhelmed by
the possibilities of disaster or failure lurking around every part of their lives. This disaster
may also result in catastrophic events such as suicide by stress-stricken individuals. That
still, the ramifications of such acts speak for themselves as trust deficit is beginning to
set in as far as society and churches are concerned. The obstructionist tactics by
churches that are often embroiled in controversies and atrocities are horrendous and
send a contrary tone to that of “Building the Body of Christ” (Pichon et al., 2016). As
such, the logical end of the proposition from those who represent society has been that
churches can no longer be entrusted to self-regulate their affairs without any intervention

from authorities (who are entrusted with social protection mandate) (Shange, 2015).
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This can also be regarded as a trust deficit syndrome. This brings the discussion to the
next section, where the posture of Church Bodies such as the South African Council of

Churches on church governance will be explored.

3.7 CHURCH BODIES: THE SOUTH AFRICAN COUNCIL OF CHURCHES
[SACC] COMMITMENTS

This section covers aspects of research objective 5 that seeks to determine how the
strategic implementation instruments are explored in churches. Churches pursue social
justice and are instrumental towards pursuing societal moral fibre enhancement (SACC,
2007). In South Africa, churches also have been viewed as civil society actors during the
late 80s and early 90s. Currently, as its key commitments, the following are noteworthy
as far as the SACC is concerned:

Commitment 1: Towards a Healthy & Reconciled South Africa

This encompasses healing the past and engaging the challenges of gender-based

violence, xenophobia, ethnicity and race.

Commitment 2: Family Fabric

Heightening the impact of the transition of the African Family Life. This recognises

that a family is the basic foundation of society.
Commitment 3: Addressing Poverty and Inequality

Mobilising towards halving the gap between the rich and the poor.
Commitment 4: Economic Transformation

Dealing with the long-standing problem of the country’s economic order that dates

back to the country’s past, which locked the majority outside economic activities.

Commitment 5: Education for Productivity

The development of youth for a meaningful future in civic and economic life.

Focussing on their upskilling and total development.
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Commitment 6: Curbing the scourge of Drugs and Substance Abuse

This entails entering social partnerships with society to address the challenges of
drugs and substance abuse.
Commitment 7: Anchoring Democracy among Institutions, practices, and
people
Building and sustaining public trust among civil society. Interrogating corruption
and fostering accountability of public representatives.

Commitment 8: Towards a Compact of Public Values for Integrity, Human
Dignity and Peace

Working on reviving the values of “ubuntu/botho” that means humility and good

citizenry

Commitment 9: Christian Churches for Credible Christian Witness

Inspiring churches to introspect and strive towards modelling the character of
Christ, who is the supreme deity of the Christian faith (SACC, 2015).

Considering the above, some challenges facing churches are issues of addressing
persistent poverty, growing inequality and unemployment. In contrast, issues of crime
and social unrest in society have seen an increase even within the Pentecostal churches
(Shange, 2015). There is also a decline in the mainline denominations Baloyi (2014).
More than half of the Christians in South Africa is affiliated with the South African Council
of Churches (SACC, 2007). This organisation comprises 27 member churches and
organisations. SACC has been very clear in its mandate towards fighting for social justice

across the country.

Furthermore, SACC has a historical reputation and commitment towards poverty
eradication and empowering the disadvantaged groups and this has been an
achievement across the Southern Hemisphere. The aforementioned commitments are
aligned to the objectives of this study regarding the strategic planning processes of
SACC churches. For instance, SACC commitment 3 alludes to the economic
transformation, which requires a strategic mindset by church managers. As referred to
earlier, the strategic management processes of these SACC affiliated Churches, and
related Church Bodies will be explored to look into the churches’ strategic planning,

implementation and control.
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3.8 CHURCH AND SOCIETY

This section covers aspects of research objective 4 that seek to determine how the
strategic implementation drivers are explored in churches. There is still much that the
church could do towards society. Strauss (2018) holds the view that churches during the
Apartheid era and even today (post-Apartheid) did not and are not doing enough towards
nation-building and reconstruction of South Africa. Kocsev (2020) further beseech
churches that they should occupy the forefront of nation-building and community
development. There were also some of the unintended consequences that resulted in
the government and church, not in good terms (Morariu, 2020). As an example, laws on
abortion, homosexuality and prostitution were some changes that were affected by the
democratically elected government. These came as pain to some of the sectors of
Christian formations as they viewed these as contradictions to the Bible they regard as
the Word of God (Kocsev, 2020).

The government of South Africa effected abortion (also known as the Termination of
Pregnancy Act of 1996) in "1996. During the same year (in 1996), the Constitution of the
Republic of South Africa was taken into effect. Among other rights were issues regarding
discrimination against gender and sex, which deemed homosexuality as a right that the
citizens should enjoy. This further led to same-sex marriage becoming decriminalised on
1 December 2006. Besides, it was in the 2010 FIFA football World Cup in South Africa
where prostitution was considered to be decriminalized to reduce the scourge of HIV and

AIDS and to minimise the exploitation of women and vulnerable citizens.

This was contrary to what was the case during the Apartheid era, where the Dutch
Reformed Church played a role in issues of separate development but also on issues of
morality in terms of forbidding people to live in ways that the new democratic government
viewed as discriminatory. The Catholic Church, like many other churches, has also been
embroiled in controversies. With all its challenges, the Catholic church continues to be
one of the largest and most well-managed organisations in the world (Candy & Gordon,
2011).
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This has been the part where the church has failed to better manage such controversies
properly, and as a result, this painted a bad picture of the church in question (Eskin,
Voracek, Tran, Sun, Janghorbani, Giovanni Carta, Francesca Moro, Yoshimasu, Tsuno,
Khader, Idhail, Nawafleh, Hamdan, Shaheen, Kujan, Mechri, Flood, Phillips, Poyrazi &
Harlak, 1996). However, Dilger, Burchardt and van Dijk (2014) refer to the role of religion
in fighting illnesses such as HIV and AIDS. In its approach to fighting the scheduled
diseases, religions used predominantly moral issues to alter social behaviour. For
instance, religious groupings advocated for the moral conscience of the government to
deliver on the ARV agenda. Furthermore, as an example, theological discussions alluded
to life and death, healing and health, sexuality and intimacy, and aspects to consider
when dealing with HIV and AIDS. This is essential to note as it ties with the notion by

Kuperus (2011) that the church has to foster wellbeing and strive for social justice.

3.9 CHURCH GOVERNMENT AND THE EMERGENCE OF THE PENTECOSTAL
MOVEMENT IN SOUTH AFRICA

This section covers aspects of research objectives 4 and 5 that seek to determine how
the strategic implementation drivers are explored in churches and determine how the
strategic implementation instruments are explored in churches, respectively. There are
various types of church government. We have what we call a democratic church
government. Other types of church governments are either autocratic, where the church
manager or leader is the ultimate decision-maker and theocratic type of church
government, where God and the Bible are relied upon for decision making (Wilson,
2012).

In this instance, congregants are the decision-makers and the congregants can decide
on the fate of the pastor and whether the pastor can survive or not (McDonald, 2015).
Church members decide on the pastor's stipend, how much and what the pastor can do.
Wilson (2012) warns that churches have the power to restrict the pastor on what to do
and not to do within their settings. In the recent past, there have been changes in these
types of formations. The type of leadership style may render the pastor vulnerable to

vindictive church members.
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An increasing number of indigenous churches have emerged where church pastors
dictate their terms of office. Where the pastor becomes the founder of the church, and
they are in charge of the finances and governance of the denomination itself, the pastor
becomes the executive president of the church. Therefore, everyone may have to abide
by the ultimate decision the pastor makes (lyer, 2016). In accentuation, Word Truth
(2013) regards this state as a senior pastor model where the founder often sets the vision
for the church and makes all major decisions, including those on significant financial
matters. These types of pastors are sometimes accused of surrounding themselves with
those who subscribe to their vision and ideology and in terms of the Bible doctrine. In
contrast, Asamoah-Gyadu et al., (2017) argue that the Pentecostal movement has
always been suspicious of academic theological education. This revelation suggests that
the lack of academic underpinning somewhat compromise matters of sound doctrine and

proper church governance.

A criticism levelled against this leadership style is that dictatorship from the pastor often
occurs and poor governance may exist. The modification of the gospel becomes a norm
(Van der Pijl, 2010). However, Baloyi (2014) suggests that Pentecostal churches, unlike
mainline churches, attract more congregants due to the perception that they can produce
miraculous acts such as casting out demons and dealing with witchcraft. This presents
the opportunity for gross abuse of the public by unscrupulous churches. As such, it could
come as so no surprise when the Johannesburg Metro Police Department and South
African Police Service raided more than 20 churches, closed down greater than 10
churches, seized more than R500 000 worth of equipment during one Sunday raid in
September 2019 in Berea, Johannesburg, South Africa (Matlhare, 2019). It follows that
various unusual leadership structures are evident in today’s churches. These leadership
models have elements of scriptural truth within them, although tradition, cultural
practices, and natural wisdom can dominate their application (Sanchez, Fernandez &
Sanz, 2017). To accentuate the latter argument, the next section will explore the church

and their board committees.
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3.10 CHURCH BOARDS

This section covers aspects of research objectives 2 and 4 that seek to establish the

strategic planning process components employed by churches and to determine how the

strategic implementation drivers are explored in churches, respectively. This section

deals with church boards and management. The table below departs with a view of

common board committees and their functional roles. This section will seek to set the

tone for answering who is involved in the church's strategic issues. This is also consistent

with the secondary objectives of this study in which strategic planning, strategy

implementation, and control are explored.

Table 3.2: Common Board Committees

Committee

Name

Typical Function

Executive

Acts on behalf of the board between meetings when authorised by
the larger board. Usually used for specific purposes by larger
ministries whose boards meet less frequently. A potential problem
with executive committees is that they can become a board within
a board that makes all the “real” decisions. The rest of the board
can become a “rubber stamp”, which is not a healthy situation.
Therefore, executive committees should be used sparingly.

Audit

Liaises with the external auditor. Reviews the terms of
engagement, audit report, and management letter. Recommends
approval of audited financial statements and the appointment of
the auditor to the board. (The board treasurer typically leads this
committee.)

Nominating

Recruits receive and evaluates nominations for the board of
directors.

Governance

Research on governance issues referred by the board, such as
bylaw review or evaluation of governance structure.

CEO/Executive
Director/Senior
Pastor Review

Gathers feedback from the board on CEO/Executive
Director/Senior Pastor performance. Meets the chief staff officer to
review the feedback. (The board chair typically leads this
committee.)

Finance** Prepares annual budgets, monitors expenses, and reports to the
board. May complete other financial analyses and reviews as
required by the board.

Missions* Develops and recommends mission policies and programmes

reviews mission proposals, and engages in fundraising.
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Building* Liaises with stakeholders, architects, staff, and board. Prepares
recommendations, creates plans, and develops budgets for
building projects

Fundraising Provides leadership for planning and coordinating major

fundraising events or campaigns.
Adapted from Pellowe (2015:9)

The table above outlines some common board committees and provides a brief outline
of the typical functions they perform within a Church setting. These committees are more
common in smaller ministries and churches or where boards provide more direct
oversight. These committees are more common in a church environment. Noteworthy,
the strategic planning components in auditing, strategic direction in the organisation’s
mission, strategy implementation drivers in the composition of the board and
governance, as well as fundraising, represent strategic control questions and objectives
(as far as this study is concerned). The aforesaid represent aspects encompassed in the
research questions and objectives of this study. It will be interesting to explore how the
strategic management processes of churches fare in terms of the board aspects

discussed in this section.

3.11 CHURCH MANAGEMENT AND GOVERNANCE

Church governance addresses how the officials should conduct themselves in church
settings. According to Budde (2008), both crises and shortcomings of various sorts have
prompted calls, especially from powerful corporate elites and organisations, to push for
greater managerial expertise and training within the churches. This means that churches
must not be seen as a space where professionalism is rejected, and mediocrity is
condoned. The phenomena are consistent with the scripture: “Let all things be done
decently and in outmost order” (1 Corinthians 14:40, NTL, Bible Gateway, 2005). It is
essential to highlight the words: “all things”, “decency,” and “order”. By all things, it means
that the conduct of those in church leadership must be found to be beyond reproach and
scrupulous. This should serve as a guiding principle for the modern church as it was for

the early church. This brings the discussion towards the church governance.
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Governance has to do with a system of accountability by those at the helm of the
organisation, particularly the key stakeholders of such an organisation (King Committee
on Corporate Governance, 2016; Hill & Hult, 2019). In a perfect society, governance
should be linked to morality as far as organisations such as churches are concerned.
This means that church leaders should become leaders and front-runners in terms of
guiding people on good governance and practices that should be implemented when
holding a public office (King Committee on Corporate Governance, 2016). Unfortunately,
this is not a perfect world, and such propositions may take a while before they can be
realised. Governance is linked to strategy; any strategy for it to be planned, implemented,
and evaluated requires conscious governance management. Good and ethical principles
must apply in the affairs of organisations, especially churches that boost moral compass,
righteousness guidance, and holy living. Moreover, governance is required, especially
when dealing with financial matters on how churches collect revenue and how they

account for the money collected and the use thereof.

In contrast, Houle (2008) raises concerns by suggesting that modern-day churches are
compromised when coming to matters of morality. That is only possible in well-governed
and structured churches and denominations. However, given the independence of
indigenous churches, a lot needs to be done to ensure that governance processes are
in place. The South African Council of Churches (SACC) preaches issues of morality
and social accountability for its members, but that cannot always be guaranteed given

that churches enjoy some form of autonomy.

It is imperative to note the King IV Report that speaks of systems of accountability, issues
of discipline, fairness, social responsibility, and transparency that need to be
incorporated by churches as they are never immune to accountability and guidelines
provided by the King's report (King Committee on Corporate Governance, 2016). That is
churches should be moral and ethical champions within society (Houle, 2008). This is in
terms of moral compass and righteous way of living. In South Africa, self-governance

and self-management of churches have been found difficult to accomplish.
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It follows that self-regulation could be a subject to be abused by unscrupulous church
managers who may misuse church funds and manipulate vulnerable congregants and
seek support from the very churches that are causing them harm. For this reason, Budde
(2008) makes a high call for greater ethics, managerial expertise, and training within
churches. The subsequent section will explore the notion that a church is not-for-profit
organisation (NPO).

3.12 A CHURCH AS A NOT-FOR PROFIT-ORGANISATION (NPO)

This section is consistent with research objective 1 which seeks to analyse the strategic
tools used by churches as NPOs and SEs. A church is a not-for-profit organisation; as
such, it does not exist for any profit gains (SACC, 2007). As alluded to in the previous
sections, SACC suggests that churches are formed to build a form of “safe haven” and
redemption for vulnerable communities. Hence, in South Africa and the world over,
churches have become more financially gainful than some ordinary businesses.
Churches can orchestrate ordinary various revenue collection such as fundraising,
donations, tithes and other offerings. This could also be part of SE initiatives (Cafferky,
2015a).

Fundraising projects have made the church fraternity become lucrative, and as a result,
the need for them to become much more governed has become more urgent than it was
before. Mutavhadsindi and Meiring (2014) caution that these revenue collections are
often justified as actions towards church growth. Lategan and Oosthuizen (2016) allude
to a strategic posture that churches as NPOs need to portray to mitigate against
unmerited expectations among various role-players. To this end, greater governance is
needed in how churches administer their affairs as a public entity. Recently, many
churches have been found guilty of using the funds unscrupulously and their level of
accountability has been on the low side (Shange, 2015). This is particularly the case
where churches whose managers are founders (Word Truth, 2013). In these instances,
the spirit of democracy and transparency has become very minimal in that the managers
have become absolute authorities and whatever they say goes without any question. As
a result, strategic management processes which require greater governance need to be
in place for every church to enable them to account properly to the public.

113



It is worth mentioning that in South Africa, for instance, there is an organisation called
the Commission for the Protection of the Rights of Cultural, Religious and Linguistic
Communities (CRL) that seeks to hold churches accountable on how they administer
their affairs. This commission exists because, over the years in churches, South African
people have been self-governed, and others became a law unto themselves. CRL
suggested churches ought to be self-regulated by their peers and managers ought to
account to their peers just like other bodies such as the Law Society of South Africa and
the Council for Medical Doctors, to mention a few. Such accounting needs to be done so
as to restore the dignity that churches used to have within and their cycles. Sometimes
churches raise funds in various ways. For instance, they may do so by using selling
merchandise (regalia, CDs, DVDs). It is incumbent upon the church and its management
to find ways of planning for the future by implementing strategies that they have in place
and finding ways to evaluate whether their strategies have been properly implemented
or not. As Grant (2003, 2021) alludes, all types of organisations ought to strategise as
such churches cannot be exonerated from strategizing. This strategising exercise
requires capacity from those at the helm of the church management. This being said, it
would be interested in seeking to discover how churches plan and implement their
strategies and find ways to account for what was planned against what was

implemented.

This is an area of work that has been less researched in terms of how NPOs go about
strategising and providing an account of their processes and programmes. It is indeed
necessary for accountability to be in place, given that church business has become a
multi-million-rand project across the globe in general and in South Africa particularly.
Albeit the level of accountability still leaves and much to be desired. In some instances,
there seem to be no proper and enough structures to hold church managers accountable.
There is lost credibility in terms of accounting for the use of funds. This is why lyer (2016)
alludes to the new economics of religion. From a Christian perspective, Burchardt (2013)
alludes to the positive relationship between Pentecostal Christianity, availability of

resources and opportunities for people in that space.
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These inferences may somewhat address why some Christians firmly believe in

spending resources (most often in financial terms) to gain more in the form of “heavenly

blessings”. In this regard, credibility is important in securing the industry and protecting

society from any unscrupulous church managers and bogus churches that are rapidly

increasing across South Africa and the world at large. For this reason, this study will

explore the strategic management processes which churches in Gauteng employ,

particularly that could serve as a yardstick in terms of how South African churches

manage their affairs.

3.13 SUMMARY

OF THE CHAPTER

This chapter will be concluded with a table that summarises all the sections and topics

that were covered.

Table 3.3: Summary of aspects covered

Section

Key message

Author(s)

Church History

This

denominations were conceptualised and planted,

section described how churches and
particularly in Africa. Due regard was considered in
terms of the various African regions and how
receptive they were to missionaries of the Christian

faith.

Maffly-Kipp (2013).
Mumford (2014).
Pichon, Powell, Ogg,
Williams and Becton-
Odum (2016).

History of
denominationalism

The Christian

denominations are Anglicanism, Catholic, Orthodox

world’s  four major church
and Protestants. This section further entailed where
these denominations originated in the world and

years.

Bokenkotters (2004)
Jensen (2021)
Spencer (2021)

Religion in South

Africa

The various religious formations that were found in
South Africa were covered. Christianity was the
leading religion (at approximately 35 million) and the
religion with the lowest in the population was

Judaism (at approximately 80 000).

Laheij (2018).
Statistics
(2016).

Vernooij (2012).

South  Africa

Churches in South

Africa

This section articulated the reason of the existences
of churches and their fulfilment of the mandate of the
Christian faith

Newman (2014).
Pillay (2015).
SACC (2007).
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Church Bodies

The role of church bodies such as the SACC was
covered. This role went beyond the spiritual needs
of society and towards the socio-economic needs’
satisfaction.

Baloyi (2014).
SACC (2015).

governments and

church governments, some of which are democratic,

Church and | This section covered the role that the church did play | Dilger et al. (2014).

society and is still playing in society. It follows that churches | Eskin et al. (2016).
act as moral authorities and are at the forefront of | Morariu (2020).
problem-solving.

Church This section holds that there are various types of | lyer (2016).

MacDonald (2015).

the  Pentecostal | autocratic, and theocratic. These types of | Matlhare (2019).
movement governments differ from one denomination to the | Wilson (2012).

other. The emergence of the Pentecostal movement

made the notion of church government complex to

fathom.
Church boards, | The oversight role of the board was discussed. | Bible Gateway (2005).

management and | Among the key roles were advisory, audit and | Houle (2008).

governance fundraising. The role of church managers was also | Pellowe (2015).
viewed from a biblical perspective.

Churches as | This section addressed the increased dependency | Grant (2021)

NPOs of society towards the church. Other roles, such as | lyer (2016).

social and economic, have been on the rise. The | Truth (2013).
church also has to manage its relationship with the

State.

Source(s): Author’s compilation from various sources of literature Literature Review (2020-2021)

This chapter discussed religion and Christianity as leading formations in the world and
South Africa. Discussions on church and denomination history were made. It became
clear that Christianity continues to be a leading religion in South Africa (Statistics South
Africa, 2016). As such, more emphasis ought to be put on how Christian churches ought
to be administered in a professional, formalised, and accountable manner. This need is
strengthened by Grant’s (Grant, 2003, 2021) argument that all modern organisations,
irrespective of their industry or fraternity, ought to strategise. Furthermore, this chapter
discussed church boards, church executives, governance in churches as NPO, and the
aspects linked with the strategic management processes and SE from a church
perspective. Antonites et al.(2019) also explored and found ways churches could serve

as social entrepreneurship agents in society (Moos & Sambo, 2018).
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This was built up from the previous chapter, which was particularly dedicated to the
strategic management processes from Corporate, SMMEs and NPO perspectives. The
next chapter deals with research design and methodology in which the intricacies of the
strategic management processes of churches will be explored. This would afford the

researcher to consider strategy in the church context.
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CHAPTER 4: RESEARCH DESIGN AND RESEARCH METHODOLOGY

4.1 INTRODUCTION AND CONTEXT

Research has to do with efforts made to secure scientific data, which is subsequently
converted into useful knowledge through various procedures. This solves a scientific
problem or contributes to new knowledge (Pellissier, 2007). Following the review of
literature chapters where the strategic management processes of churches were
explored, this chapter discusses both the research design and methodology for this
study. Secondary data are often useful in providing some insight into phenomena;
however, it often provides a somewhat relatively incomplete comprehension of the
subject matter. As such, the researcher required primary data to be regarded as a

credible witness of the study.

For this reason, this chapter discusses the research path and approach employed to
gain insight into the strategic management processes of not-for-profit organisations
(NPOs) in general and churches in particular. As already hinted, this chapter is mainly
divided into research design and research methods sections. These two broad sections
are further divided into subsections that attempt to provide an in-depth meaning into the

gist of the study.

411 STRUCTURE OF THE METHODS CHAPTER

The following figure (Figure 4.1) serves as a structure the researcher pursued in this

chapter in the quest to effectively collect data.
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Figure: 4.1: Structure of the Methods Chapter

Source(s): Adapted from De Mooij and Hofstede (2011)
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4.2 RESEARCH PARADIGM, PHILOSOPHY AND APPROACH

Every human being exists and is vested within a certain paradigm. The paradigm
consists of systems of beliefs, outlooks, orientation, perceived reality, and values that
people carry along as they go about their daily business. Paradigms influence what
people believe, what they do not believe, and what they tolerate. Therefore, scholars
allude to multiple truths instead of a traditional single truth. For instance, Vaismoradi,
Turunen and Bonds (2013) allude to multiple realities that stem from the researcher's

appetite to draw maximum inputs and rich participants’ commentaries.

Researchers are likelier to perform at their best if they operate within their
epistemological space and cycle of competence (Henning et al., 2018). In this study, the
researcher pursued a constructivist paradigm as they were actively involved in engaging
with participants (who in this instance were church managers) to explore the strategic
management processes of not-for-profit organisations (NPOs) in general, and SACC and
Baptist affiliated churches in particular. With the constructivist paradigm, Lincoln (1991)
infers that the voice of the inquirer (in this instance, the researcher) is that of a passionate
and inquisitive participant. This process encompassed collective involvement and
engagement from both the researcher and participants. Here, multi-voice and
collaborative reconstruction between the researcher and the participants occurs (Denzin
& Lincoln, 1994). It is imperative to allude that the researcher comes from a Christian
background, served within the church executive management before, is an active church
member, and has taught within the strategic management field for over 10 years.
According to Schurink (2003), in research, more especially qualitative research
philosophical dimensions such as ontology and epistemology are worth mentioning.
Epistemologically, this study assumes and takes the posture that suggests church
managers are supposed to act as agents who are enlisted by their principals to fulfil their
feudatory duties with distinction. In an ideal world, that is a possibility, but the church,
like any other fraternity, has to be alive to the reality that underpins its existence. Thus,
the ontological lenses and the posture of the researcher as an enquirer have to adaptive
and appreciate that the church as a place of worship, the church as an NPO and the
church as an SE could play multiple and conflicting roles that require managerial
prudence (Spencer, 2021; Lucas, 2012). Epistemologically, it has also been a norm that
both the agent and the principal need to manage each other’s expectations. This also

requires mutual respect among the parties involved.
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In research, the idea of singular truth does not exist, and thus multiple truths are
embraced and considered (Lucas, 2012). This has to do with the theory of how an
enquiry is responded to and how the seeker of truth goes about gathering knowledge
(Creswell, 2012). In this study, the researcher employed qualitative research techniques
in the form of interviews, document analysis and some form of observation. The latter
approach concerned the encounters and logistical realities that the researcher had to
overcome to arrive at certain meaningful conclusions (Babbie & Mouton, 2001). It is to
be appreciated that one’s epistemological grounds depend much on one’s lived
experiences and thus their paradigm. With paradigm and epistemological grounds
certain open and subtle belief systems shaped the researcher’s convictions and
conclusions (O'Neil & Koekemoer, 2016). For instance, the researcher happened to be
from the Christian Faith for over four decades and has taught strategy and
entrepreneurship for one and half decades. In one way or another, these realities
informed his posture and lenses with which this study was approached.

4.3 RESEARCH PROBLEM

Traditionally, a strategy was meant for corporate organisations (Mintzberg, Ahlstrand &
Lampel, 2005). That said, nowadays, churches as NPOs are not an exception to the
“rule” of strategising (Grant, 2021). There are also calls for such churches to be SEs and
to act in a strategic manner, as this is currently not widely happening (Boya & Chiloane-
Phetla, 2022). There is a gap in terms of lack of strategic and entrepreneurial prowess
in church settings (Antonites, Schoeman & Van De Venter, 2019). This reality inevitably
affects how churches respond to their environmental realities (Gratton, 2018). Credence
is given that a study of this kind is conducted to identify areas that need to be
strengthened in NPOs, such as in churches. These religious and community
organisations could embrace the opportunities to strengthen their roles to address both
the spiritual and the economic needs of society. This means churches can also go
beyond spiritual upliftment and towards total empowerment of man (Billings, 2007).
Nonetheless, a strategic mindset is required within churches (SACC, 2007). The

strategic management processes are regarded as the “art of war” (Louw & Venter, 2019).
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Thus, an organisation may employ the processes to remain relevant to its significant
stakeholders (such as church members & sponsors), as this is key to the spiritual and
economic spheres of humans. While strategic management processes assist in strategic
analysis and performance, it becomes even more imperative to determine how churches
utilise these processes to stimulate and map their sustainability landscape. As a
knowledge gap, there is still limited and knowledge regarding strategy in the church
context (Millar & Doherty, 2016). Even though regarded as NPOs, there is an increase
in the economic benefits associated with churches in South Africa and beyond (Pillay,
2015:7).

Churches, as NPOs, exist in the same environment as profit-making businesses and
conduct operations to measure standard procedures. Although churches are mandated
to uplift the spiritual inner man, it is, however, important to bring a balance on how they
utilise strategic management processes to promote their ethical stance and public
appeal. Previously, churches were not inclined to perceive their role as entrepreneurial.
These strategic management processes and mindsets are essential to establishing the
correctness and directives for future growth. Thus, it is against this background that this
study provided a guideline to explore the strategic management processes employed by
churches (as NPOs) in South Africa, particularly those within the Gauteng Province. The
study further explored the strategic management processes of churches within the
Gauteng Province. A framework was developed to enable strategic contribution for
churches as social entrepreneurs to follow in exploring the strategic management
processes thereof. The next section provides research questions, and it is subsequently

followed by the research objectives section.
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45 RESEARCH QUESTIONS

Which strategic management processes do churches in Gauteng employ? As an

expansion to this question, the following questions were also asked.
0] How do churches (as NPOs and SEs) analyse their environment?
(i) Which strategic planning process tools are employed by churches?
(i) Which strategic planning process tools are employed by churches?
(iv)  Which strategic implementation drivers are employed by churches?
(V) Which strategic implementation instruments are employed by churches?
(vi)  Which strategic management control systems do churches possess?

(vi)  How can a framework be developed as part of the contribution of the study
towards strategic management processes employed by the churches as NPOs and SEs?

44 RESEARCH OBJECTIVES

PRIMARY OBJECTIVE

The primary objective of this study was to establish the strategic management processes
that are employed by the churches in Gauteng as social entrepreneurs. To answer the
primary objectives, the secondary objectives below were undertaken:

SECONDARY OBJECTIVES

()  To explore the environmental analysis undertaken by churches (as NPOs and
SEs).

(i)  To establish the strategic planning process components which are employed by

the churches.
(i)  To establish the strategic planning process tools which are employed in churches.

(iv) To succinctly determine how the strategic implementation drivers are explored in

churches.
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(v) To succinctly determine how the strategic implementation instruments are

explored in churches.
(vi) To explore the strategic management control systems of churches.

(vii) To provide a report on the contribution of the study towards strategic management

processes employed by the churches as NPOs and SEs

46 QUALITATIVE RESEARCH METHOD

What the researcher seeks to achieve chiefly determines the research method(s) to
employ. Simply put, there needs to be an alignment between what the study aims to
achieve and the research method employed. On certain occasions, the study may be
gualitative, quantitative or a mixed-method, depending on the nature of what needs to
be explored, investigated or achieved, respectively. Moreover, Denzin and Lincoln
(1994) infer that the choice of the research method could also be the subject of paradigm,
which entails the beliefs and value systems that the researcher may hold.

Quantitative research is number-based and seeks to gather as many respondents as
possible to regard its data and results as credible (Pellissier, 2007). The qualitative
research method is credited with its relatively inherent flexibility that allows the
researcher to refine the research design to suit the ever-unpredictable and changing
fieldwork conditions (Eriksson & Kovalainen, 2008). Furthermore, Henning et al. (2018)
propose that qualitative research is about purposefully and exquisitely addressing social
enquiry. However, Pratt (2009) credits qualitative research for being able to answer the
“‘how” questions of the phenomena. Mixed methods combine the two research methods,
which sometimes entail complex conceptual design (Lee, 2011). The discussion above

is summarised in the table format below.
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Table 4.1: Qualitative versus quantitative research methods

Qualitative Research Quantitative Research Implication(s) in this study (if
Method Method any)
Interpretation Quantification The researcher considered the

interpretation and meaning of
data as more important than the

volume of evidence data.

Subjective Objective The researcher was cognisant of
bias because of the physical
contact that occurred during the

data collection of this study.

Flexible Prescriptive The researcher took the
advantage of the liberty to afford
using qualitative research method
to adjust the setting of the study
to suit the research questions and

objectives.

Inductive Deductive Since no theory is tested, the
research assumed an inductive
stands theory is being created
through explorative research

work.

Theoretical creation Theoretical testing In this study, the researcher was
more interested in developing
theory within the area being

explored.

Processing of events Predicting outcomes The researcher was more
interested in processing the
events as they emerged instead of
merely foretelling the outcomes

thereof.

Source(s): Adapted from Lee (2011:6); Cassell and Symon (1994); Kvale (1996)
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In this study, a qualitative research method was pursued. The researcher employed an
exploratory approach, which afforded them to thoroughly and flexibly process events
with the quest to inductively interpret and add toward theory creation (Lee, 2011:6;
Cassell & Symon, 1994; Kvale, 1996; Creswell & Clark, 2018). Attride-Stirling (2001) and
Barnes, Stein and Rosenberg (1999) affirm that qualitative research is no longer a
peripheral data collection method and it is enjoying preference and growth within the
research circles. As such, the contribution of this method afforded the researcher to
deliver quality and credible data could not be overemphasised. This is why Houghton
(2013) alludes to the heightened recognition and valuable role of qualitative research

methods in various disciplines.

4.7 THE SELECTION OF PARTICIPANTS

In qualitative research, the term “sampling” (which is a product of the research purpose)
is sparingly used, and it is often replaced with the phrase “selection of participants,” given
that what is essential is more about achieving a good mix of participants rather than
seeking representation (Majid, 2018; Saunders et al., 2016). A purposive selection of
participants who met the criteria occurred. With purposive selection, the researcher
purposefully selected participants who enabled the study to achieve its objectives given
their relevance and proximity to what was being explored and/or investigated (Cohen,
Manion & Morrison, 2019; Lucas, 2012). Due to scope, time, and resource constraints,
it is practically impossible for the researcher to collect data from the entire population of

interest.

As such, the selection of participants served as a useful means to efficiently and
effectively enable the researcher to address the research objectives. In answering how
many interviews and strategic documents are enough, it depends on whether the
theoretical saturation point has been reached (Guest et al., 2006). This means that the
theoretical underpinning within the literature served as a guiding point for the researcher
on whether to continue or end the fieldwork in question (Wright, 2019). Not everyone

eligible entity can participate in a study.
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This is due to inevitable parameters and practicalities that may hinder such an ideal
situation of absolute inclusivity. The researcher had to put a practical criterion in the
guest to respond to the objectives of the study. The following constituted the inclusion

criteria for participants:

o The participant must have been a church manager (or member of
management/board [preferably the chairperson]).

o The participant had to be over the age of 18 years. This was done to protect
minors from coming in contact with an adult fieldworker, in this instance,
the researcher.

o The church had to be from the Gauteng Province region(s). This agreed
with the topic of this study. Moreover, Gauteng constitutes the largest of
the overall South African demarcated municipal regions and it serves as
the most populated and diverse province.

o The participants have to be from both adherents and protestant church
denominations.

o Forinstance, approximately 12 million out of 55,7 million of the population
of the Republic of South Africa were from the Gauteng province alone
(Cohen, Manion & Morrison, 2019; Statistics South Africa, 2016;
Mahlangu, 2012).

o The participant must have been, in one way or another be involved in the
strategic management processes of the church. This could include a
member of the church executive/board who is involved in planning,
implementation, and evaluation of the church strategic management

processes.

It is against these criteria that the study sought to achieve its objectives. That said, the
researcher had to keep an open mind and at the same time exercise vigilance in terms
of ensuring that the criteria were considered while selecting participants. At the heart of
this selection process was the indispensable quest by the researcher towards doing

justice to the research topic, problem, questions, and objectives.
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4.8 DATA COLLECTION INSTRUMENTS

In this study, in-depth interviews and document analysis were employed as the data
collection instruments. According to Guion, Diehl, and McDonald (2011: 1) in-depth
interviews encompass open-ended questions in a semi-structured format that seeks to
understand and interpret data by recording responses by mutual consent (between the
interviewer & the participant). The interviews occurred on a face-to-face basis (Sturges
& Hanrahan, 2004). This allowed the researcher to access richer and more credible data
as possible. To this end, Sturges and Hanrahan (2004) further esteem face-to-face

interviews as a robust instrument of data collection.

These interviews occurred with church managers who were directly involved in the
strategic management processes of the churches in question. Four major denominations
(Anglicanism, Orthodox, Roman Catholic & Protestants [that which consists of numerous
church denominations]) form the basis of this study’s exploration. Still, the first three
major denominations are further clustered into Adherents, while Protestants remain as it
is (Creswell, 2012). This means that subsequently, the study focused on only Adherents
and Protestants denominations. Therefore, the church denominations constituted the
units of analysis while managers were the units of observation. Still, the researcher did
not perceive this as a case study research but as pure in-depth interviews, document
analysis and observation (first-order observation) type of a study (Remenyi, 2015;
Krusenvik, 2016). Moreover, the church executive management documents were
requested and were utilised for document analysis purposes (Graneheim & Lundman,
2003). Information that may not be published within the documents supplied by
participants was applied. This went to the extent that the researcher had to remind the
participant that they should only provide publishable information they deemed for public
consumption (Van der Walt, Brink & Van Rensburg, 2017).

491 FORIN-DEPTH INTERVIEW (REQUISITE ATTRIBUTES THEREOF)

Data collection, like any task, for it to be properly conducted, requires certain attributes,
mindset and skills on the researcher's part. As such, Guion et al. (2011) propose the

following as the guiding attributes on the part of the researcher:
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1. Open-minded line of questioning.

When participants feel that they are being adjudicated, they are more inclined to
withdraw from providing useful information. The interview sessions were as open
as possible and could allow depth in responses and thereby avoid being very
frugal feedback.

2. Flexible and responsive.

Human interactions are often complex and unpredictable. That said, the
researcher duly kept an open mind in terms of reading the mood and trajectory of

the interview.
3. Patient.

Not all participants are the same. Therefore, their comfort and pace of response
ought to be considered and respected. At some point, the researcher
accommodated some level of passionate responses expressed by some of the
more knowledgeable participants.

4. Observant.

It follows that good interviewers ought to quickly scan their immediate
environment and observe with interest how participants are responding to the
lines of questioning.

This reality prompted the researcher to be alive to the expressions (both verbal
and non-verbal) made by participants, which included observing aspects such as
facial expressions, body language and the tone of voice.

5. A good listener.

The interviewer ought to practise good listening skills. In this instance, active

listening is required for rapport building and, subsequently, a purposeful response.

The researcher was alive to the reality that participants value the idea of their views
being heard. To demonstrate active listening skills, the researcher also had to

paraphrase the participants’ submissions and probe them for clarity.
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In response to the Covid-19 pandemic gathering restrictions and protocols, zome
participants were offered platforms such as Zoom, WhatsApp video calling, and
Microsoft teams to choose from (Creswell, 2012). The researcher, and the interview
thereof, observed all the criteria above. The interview guide used in this study is attached

in appendix 5.
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Source(s): Secondary Data (2018-2020)

The interview guide table was self-explanatory. That still, it will be briefly explained.
This table consisted of 20 rows of questions and four columns. The first column is
the question numbers, then followed by the questions, the rationale, and the study
objectives being addressed, as well as the key authors that informed the choices of
such questions. The questions were thus aligned to the literature, topic, problem
statement, research objectives, research questions and the significance of this
study. The contents of this table are further discussed in chapter 5 and chapter 6.

4.9.2 DOCUMENT ANALYSIS

Part of the fieldwork and data collection process entailed soliciting the strategic
(such as policy document and circulars) and other related documents from willing
participants. Graneheim and Lundman (2004) posit that document analysis has
transcended from being about objectives, and systematic and quantitative
description towards having an interpretive and qualitative posture. Please see table
4.3 in that regard.

Table 4.3 Finding Meaning and Making Sense of Document analysis

Meaning unit Condensed meaning unit Code

There is a curious feeling in the | Empty in some way curious feeling of | Emptiness  in

head in some way emptiness in the head the head

It is more unpredictable so to | An unpredictable and unsure situation | Uncertainty
say; you can never be sure about

anything

Source(s): Adapted from Graneheim and Lundman (2003)

Table 4.3 deals with the quest of the qualitative researcher to interpret data during
the fieldwork. This means the researcher preoccupy themselves seeking to find
meaning and make sense of the data at their disposal. In the case of this study, the
researcher focused on making sense of the strategic documents of participating
organisations. Data were thus categorised as first, second, and third orders in terms

of meaning units, condensed meaning units and codes, respectively.
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Consistent with Ruru, Roche and Waitoki (2017), Haar, Roche and Brougham
(2018) state that document analysis is an interpretative, analytical procedure that
enables an exploration of how participants make sense of their world. This implies
that both the interviewer's and participants’ interpretative posture of qualitative
document analysis borders on matters such as differences in viewpoints, paradigms
and belief systems. Albeit in this study, the process thereof was handled with the
greatest of care since some data provided may be deemed to be somewhat
sensitive. Only data treated as eligible for public consumption was entertained and

solicited.

410 DATA ANALYSIS AND INTERPRETATION

Various analytical tools exist in qualitative research. Some are more formalised than
others, while some are digitised than the rest. For instance, Sinkovics, Penz and
Ghauri (2008) sponsor the idea of having both formalised and software-based
processes when analysing and interpreting qualitative data. These are credited with
expediting the data analysis and interpretation processes more effectively than the
traditional manual- data analysis and interpretation methods. Thus, to avoid biases
and enhance trustworthiness, this study employed formalised manual-based and
digitised processes to analyse and interpret data (Jackson & Niblo, 2003). As
already mentioned in the previous sections, the researcher utilised both the Atlas ti.
and thematic analysis as data analysis tools. A narrative analysis was employed in

the study to interpret data through storytelling (Henning et al., 2018).

4.11 ETHICAL CONSIDERATIONS

The researcher applied for ethical clearance with the College Research Ethics
Committee within the University of South Africa before collecting data. Ethics
committees are a norm in many reputation-conscious institutions such as
universities, research institutions and institutes (Van der Walt, Brink & Van
Rensburg, 2017).
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According to the University statutes, an ethical clearance certificate must first be
awarded to protect all the stakeholders involved in the data collection and analysis

process.

412 RESEARCH RIGOUR

The rigour and the credibility of the research work is non-negotiable virtues for any
researcher who wants to be revered within academia and society at large. As such,
the principles of trustworthiness and integrity were instilled at all times. Nonetheless,
there is a growing belief that qualitative research ought to go beyond the principles
of trustworthiness and integrity (Houghton, Casey, Shaw & Murphy, 2013;
Golafshani, 2003, Stake, 2006). As already mentioned earlier, this study pursued
interviews (among others) for data collection. Every interview aspect should reflect
the questions, answers, and discussion between the researcher and the

participants.

Creswell and Clark (2018) suggest that the researcher needs to proactively
forewarn the participants of a follow-up interview which may be done to verify the
correctness of the initial data. While the principles of reliability and validity assume
a quantitative posture, Golafshani (2003) warns that they could also be applicable
when the qualitative research method is pursued. In this study, some principles
were adopted and are described in table 4.4. It follows that the researcher ought to
do everything humanly possible to acquire data and subsequently produce data that
could be considered beyond reproach and compliant with the principles of
conformability, credibility, dependability, and transferability. This study is no
exception to explained table below (Sinkovics, Penz & Ghauri, 2008).
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Table 4.4: Strategies to determine rigour

Approaches to rigour Strategies
Conformability Audit trail
Reflexibility
Credibility Member checking
Peer debriefing
Prolonged engagement
and persistent observation
Triangulation
Dependability Audit trail
Reflexivity
Transferability Thick description

Source(s): Adapted from Houghton, Casey, Shaw and Murphy (2013)

From table 4.4 by Houghton, Casey, Shaw and Murphy (2013), the following

aspects are explained:

The audit trail propels the observer or auditor to discern the methodological
decision-making processes and the rationale throughout the study (also in
Ryan-Nicolls & Will, 2009; Tsuari, 2012).

Member checking allows participants to access the data they have provided
to the researcher even though they may not have an absolute prerogative to
alter their initial submission (also in Stake, 2006).

Peer debriefing provides credibility to the study by using a peer or expert
(internal & external) to interpret the data at hand (also in Casey, 2007).
Prolonged engagement and persistent observation require the
researcher time, rapport, and effort to gather data regarding the phenomena
until saturation is reached due to the unavailability of new information (also
in Altheide & Johnson, 1994).

Reflexivity occurs when the researcher makes conscious acts of recording
the research events (both highlights & challenges), usually in the form of a
dairy (also in Jasper, 2005).
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e Thick descriptions stem from the idea that the original context of the study
ought to be adequately described to ensure proper transferability (also in
Koch, 1994).

e Triangulation occurs when multiple research methods are employed to

confirm data and ensure their completeness (also in Casey & Murphy, 2009).

Most of these strategies were taken into account during the various stages of this
study, particularly when data were collected and analysed. While there could be
some general overlaps in terms of methodological approaches, procedures and
techniques, Holloway and Todres (2003) and Vaismoradi, Turunen and Bonds
(2013) caution that such flexibility in using more than one thereof may lead to

incoherent, inconsistent evidence production and research findings.

4.13 DATA COLLECTION AND ANALYSIS ITINERARY

Data collection and itinerary occurred between August 2018 to January 2021.
Various stakeholders were involved in the process, led by the researcher. Table 4.5
clearly states the events and days that occurred from the beginning of the data
collection analysis period until the completion thereof. This provides the reader with

the processes undertaken during the data collection and analysis periods.

Table 4.5: Data collection and analysis itinerary

Table 4.5 illustrates the steps taken by the researcher to report on the research
programme. This programme entailed developing the interview guide, preparing the
ethical clearance application, securing ethical clearance, contacting gatekeepers,
collecting data, transcribing data and subsequently analysing it. Various
stakeholders such as the gatekeepers, ethical clearance committee participants,
transcribers, and the researcher himself were involved in ensuring that data were

collected, analysed, and reported.

Data were collected using interviews and document analysis of strategic documents
received from church managers of participating churches. The ethics surrounding

the handling of these documents were considering.
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Table 4.5: Data collection and analysis itinerary

and reporting

through the use of

Atlas.ti and manual
thematic analysis
method.

Event Period Organisation/person( | Rationale
s) responsible
Interview guide | August 2018 The researcher To seek information from participants
Permission  to | October 2018 South African Council | To allow access to the researcher and
conduct of Churches (SACC) to protect participants from any
research possible harm.
Ethical December 2018 | The supervisor and To protect the University, the
clearance the University of researcher and participants from any
South Africa Research | possible harm.
Ethics Committee
(Department of
Applied Management)
Data collection | March and The researcher To physically gather interview data by
(fieldwork) November 2020 using interviews and document
analysis.
Transcription September to The transcriber and To convert audio recordings of
December 2020 | researcher interviews into transcriptions (word
documents),  which  assist  the
researcher in analysis and report
writing.
Data  analysis | December 2020 | The researcher, | Document analysis of interview

transcriptions and documents from
participants

Source(s): Primary Data (2018-2021)

Table 4.5 illustrates the steps taken by the researcher to report on the research

programme. This programme entailed developing the interview guide, preparing the

ethical clearance application, securing ethical clearance, contacting gatekeepers,

collecting data transcribing data and subsequently analysing it.

Various

stakeholders such as the gatekeepers, ethical clearance committee participants,

transcribers and the researcher himself were involved in the process of ensuring

that data were collected, analysed and reported. Date were collected using

interviews and document analysis of strategic church documents received from

managers of participating churches. The ethics surrounding the handling of these

documents were considered.

The next section summarises all that was covered in this chapter.
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4.14 SUMMARY OF THE CHAPTER

In this chapter, the research design and methodology were discussed. Specifically,
the researcher discussed their research paradigm, which included the
epistemological stance thereof. Furthermore, the problem statement was
presented; both the research questions and research objectives emerge from the
problem statement. The methodological choice(s) and data collection instruments
(in interviews & document analysis) were discussed. How to ensure research rigour
was illustrated and contextualised in terms of this study (Stake, 2006). The
researcher had to also explain how the participants were selected and the ethical
processes attached to human interactions and dealing with documented
organisational information. Also enclosed in this chapter is a comprehensive
guestionnaire guide that is a key instrument to address the research above
guestions and objectives. NB: Appendix 1 discusses the logistics and summary of
observations that occurred during the fieldwork and appendix 5 covers the interview
guide. In the next chapter (chapter 5), the data analysis processes are explained,
and the research findings and the lived experiences of the fieldwork research are
presented. This will present an opportunity for the reader to appreciate all that it
took to get the data collected, analysed, and presented.
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CHAPTER 5: PRESENTATION, ANALYSIS, AND INTERPRETATION OF
FINDINGS

5.1 INTRODUCTION

This chapter explains the processes undertaken to collect, analyse and interpret
data. The chapter departs with an attempt by the researcher to report the entire
processes of fieldwork and data collection. As already alluded, data collection was
divided into content analysis and interviews. The chapter further reported on the
fieldwork conducted regarding churches within the five Gauteng province regions.
The strategic management processes of these churches were explored in terms of
how churches manage their “business”. Data collected using interviews and the
strategic church documents provided favorable information regarding how churches
plan implementation and control of their strategic management processes. A total
of 26 participants were interviewed, while 12 strategic church documents were
analysed. This was arrived at with due regard for theoretical saturation (Guest et
al., 2006). Moreover, the chapter sought to understand and answer the research
problem questions and also achieve the research objectives study through
establishing meaningful findings. The profiles of participants were also listed to
provide the reader with valuable information regarding who participated in the study.
The initial impressions by the researcher were to paint a picture of all the types of
church managers who participated in the study. Data were reported in terms of
codes and families, which were relevant in responding to the research problem,
guestions and objectives. Moreover, the researcher highlighted his impressions,
observations, and logistical arrangements during the fieldwork. This section is the

penultimate section of this chapter. A summary of findings concludes the chapter.
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5.2

PARTICIPANT DEMOGRAPHIC INFORMATION

The following table describes participants according to demographic information.

Table 5.1:  Participant demographic information
P | Race | Gender | Region Managerial Qualification(s) Major
Experience Denomination
1 | Male White Tshwane Two Master of Science Protestant
Bachelor of Theology
2 | Femal | African Tshwane 10 Master of Art Protestant
e
3 | Male African Johannes | 13 Doctor of Philosophy Protestant
burg (Theological)
4 | Male | African Sedibeng | 10 Diploma in Theology, Diploma in | Adherent
Project Management
5 | Male White Sedibeng | Eight B-Tech in Marketing Adherent
6 | Male White Sedibeng | 20 Doctor of Philosophy Protestant
(Theological)
BA in Psychology
7 | Femal | African Sedibeng | 30 Master of Education Protestant
e
8 | Male African Sedibeng | Three Bachelor of Theology Adherent
9 | Male African Sedibeng | Five Bachelor of Theology Adherent
10 | Male Asian Johannes | Four Master of Theology; MBA Adherent
burg
11 | Femal | White Sedibeng | Not Bachelor of Theology Adherent
e disclosed
12 | Male White Ekurhuleni | 20 Diploma in Business Studies Protestant
BA In Biblical studies (Current)
13 | Male African Ekurhuleni | Eight Honours Bachelor of Theology Adherent
14 | Male African Ekurhuleni | 33 Master of Theology Protestant
15 | Male African Tshwane 27 Sales and Marketing Cert. Protestant
16 | Male | African Tshwane | 2 & Half Honours Bachelor of Theology; | Protestant
Honours BA Ancient History;
Diploma in  Organisational
Development
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17 | Male African Tshwane 17 Doctor of Philosophy (Religious | Protestant
Studies;) Church Development
& Leadership; Short Business
Programme
18 | Male White West 38 Doctor of Philosophy Protestant
Rand (Theological) x 2
19 | Male White West 10 Studied Music Unconfirmed Protestant
Rand
20 | Male White Tshwane 21 Bachelor of Practical Theology Protestant
Diploma in Building a Local
Church
21 | Male White West 10 Undisclosed Protestant
Rand
22 | Male African West One Year Matric, 2" year student Bachelor | Protestant
Rand Two months | of Theology
23 | Male African West Seven Degree in Public Management Protestant
Rand
24 | Male White West 38 BA in Church History, Bachelor | Protestant
Rand of Theology
25 | Male African Tshwane Five Matric Protestant
26 | Femal | African Tshwane One Administration Diploma Protestant
e

P means Participant
*Means participated in the interview along the colleague
Source: Fieldwork notes

In table 5.1, the demographic profiles of participants were displayed in a form of
gender, race, Gauteng region, managerial experience, qualification, and type of
denomination. This table was meant to inform the reader about the type of
participants who contributed to this study. Very conspicuous is the fact that church
leadership is still predominantly a male fraternity. To be precise, only four church
managers who participated in this study were women. Moraka (2018) alludes to
competence that women could bring within organisation managerial roles, including
strategy. Marren (2021) also demonstrates and infer to that regarding NPOs and
strategy. Could this be because of the patriarchal undertones that are vested in
Christian religion and its orientation? For instance, Matthew 6:9,NTL Bible Gateway
(2005) alludes to “OUR FATHER who is in heaven” and that says something about
the gender roles within the Christai Faith. In terms of race, there was an even spread

between African and White participants.

140



Only one patrticipant was of Asian origin. The least experienced participant had one-
year managerial experience and the most experienced had 38 years. Statistically,
the average years of managerial experience were seven. That is enough for an
average manager to understand what they are doing and how deal with the
dynamics of the church fraternity. The majority of participants possessed post-

matric qualifications and had knowledge of theological and biblical underpinnings.

That said, very few had managerial qualifications. A few of the participants viewed
managerial qualifications and strategy a being insignificant. These types of
participants spiritualised the church managerial role and regarded it as a calling
rather than a profession. As motivation, 1 Timothy 3:1-13, NTL, Bible Gateway
(2005) scripture on ethical church leader was often cited as a critical qualification,
instead of academic qualifications. At least, there are some similarities in this
aforementioned scripture as compared King Committee on Governance (2016) that
is recommended to directors and managers. The majority of participants were from
the protestant denominations. Only seven out of 26 participants were from adherent
denominations. The variance in denominations talked to issues of types of church
government, leadership style and church culture. It is a fact that most participants
from adherents’ denominations were not that receptive and welcoming or even
interested in participating in this study. Thus, there was never a deliberate bias on
the researcher part. Some were brutally open that they cannot participate in the
study, citing personal reason. Over and above this, data was collected during
unprecedented times of uncertainty and confusion where the world was dealing with
Covid 19 pandemic. These aspects are further discussed in the interview findings

section.

5.3 PRESENTATION OF FINDINGS - IN LINE WITH THE RESEARCH
QUESTIONS FROM INTERVIEWS

In broad terms, the environmental analysis, the strategic planning process
components, strategic planning tools, strategy implementation drivers, strategy
implementation instruments as well as strategic evaluation and control constituted

the major terms that emerged from interview data. These are discussed below.
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5.3.1 DISCUSSION OF FINDINGS FOR RESEARCH QUESTION 1: HOW DO
CHURCHES ANALYSE THEIR ENVIRONMENT?

Environmental analysis stems from the notion that all modern organisations had to
strategise (also in Grant, 2021). It follows that they could never be a requisite
strategy without proper environmental analysis. As discussed in the previous
sections, environmental analysis takes place both internally and externally. in this
study, the researcher explored both the internal and external environmental
dynamics of participating churches. Even though the churches operated within the
NPO sphere, environmental analysis principles appeared to be the same is those
organisations in corporate sector. Some of the occurrences had positive influences
on churches, while most posed challenges as far as the church existence was
concerned. There were instances where churches had control over their situation,
but that was very limited. The external factors were such that they affect churches
negatively and these churches had limited control over them. All these were

discussed below.

53.1.1 Major changes internal

This aspect mainly had to do with the manner in which the management operated
within the church in the mist of the possible changes that may occur, some of which
might have been challenging. When asked regarding the major changes observed,

participant 4 had to say the following:

“Leaders have changed. The bishop who founded this diocese of this district

retired after 26 years of ministry.” — Participant 4

Participant 4 displayed gestures of a not so happy person in his expression, when
he alluded to the departure of his predecessors. This seems to suggest that his
predecessors meant a lot to his career as a young church leader and towards his
church. While this did not really suggest a leadership vacuum, it may have somehow
affected the effectiveness and success towards strategy implementation. Another
apparent change with the participant 4’s church was in the mode of delivering their

services to their member and audiences.
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“For example, how we minister to people online. And how do we encourage
this online giving and avoid bringing hard cash to church.” — Participant 4

continues...

Participant 4 demonstrated that his church embraced technological development
and advancements to better interact with their members and interested audience.
This displayed some form of innovation and embracement of technological
advancement. This could be a good sign in that there is a drive to respond to the
4th industrial revolution that was compelling modern organisations to
technologically evolve. To this end, the following participant was concerned about

the changes with regard to the roles assigned to managers.

“‘More people are hands on, our management at the top is becoming hands

on.

Everybody has been assigned duties and it is not a free for all. It's more to
do with what you are assigned to do, and we know their duties and from that
thing has become a lot easier, a lot more defines and our goals a lot more
accomplishable. Not one person ends up doing everything, which was a huge

problem in the past.” — Participant 5

Participant 5 expressed the level of competence his church enjoyed and that most
of those in management roles demonstrated understanding of what needs to be
achieved in terms of the strategic objectives of the church. This is usually a rare
occurrence when dealing with NPOs as most of the people who manage them do
S0 on a voluntary basis. Meanwhile, the net participant witnessed changes in terms

of numerical growth.

“The greatest changes externally were in our area. For example, it was an
ordinary place where families lived and suddenly the Technikon grew and
the students grew and now we became a place where the people at the
congregation moved away and we now suddenly in a student area where
student accommodation brought some changes in how we think and what
we do and what we’re busy with and | think the whole matter of the new South
Africa that is now also a little bit of old news already, but still it asked us how

we are going to see the future, can we go on the way we did?
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Or do we have to adapt? | think we did find out we have to adapt and do

things differently.” — Participant 6

Participant 6 alluded to unprecedented growth which his church enjoyed due to the
influx of the previously untargeted group of congregants who came in humbers to
his church. There was adiscontent among some of the church members to show
agility and adjust to new responsibilities. On the positive side, the new type of
congregants was more youthful, and this might have presented opportunities for the
“traditional” to innovate and modernise its processes. Moreover, with the university
population, the level of literacy should have been high and the interpretation of
strategic documents a lot easier to realise. The same could not be said about the
next participant as he witnessed negative changes in terms the of decline in church

attendance and subsequently church membership.

“We have Christians around but because as | said the temporality of this
church, others opted to go and pray in other churches like the neighboring
churches which are established parishes. So, most of the parishioners of this
place started going to those neighboring parishes cause they are more stable

and they could really identify themselves.” — Participant 8

Based on participant 8’s submission, it would appear that there was an exodus of
parishioners to other churches due to the instability of the church, its management
structure or processes. While other church members went to other sister churches,
it would be interesting to learn of those who stopped going to church altogether.
altogether. It is also to be noted that stability in management requires strategic
thinking for it to appeal to church members to remain. This participant further
explained the strategy related challenges that confronted his church.

“I think the key challenges come with implementation. Not all members work
at the same pace as the others. Not all members give the output that is
expected so this is the challenge at the implementation stages, sometimes
implementations are poor and sometimes there are misunderstandings, so
at this stage really that one is ah, when it comes to implementation, | become

worried.” — Participant 8 continues...
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Participant 8 alluded to the implementation challenges that were as a result of vision
and people barriers as a result of clashes in personalities, work ethic and probably
ideology. This is consistent with what was alluded to in the literature on barriers to
strategy implementation. This phenomenon is also a challenge confronting profit
seeking organisations (also in Mergel, 2018). The next participant explained how

changes in leadership had an effect in the way his church functioned.

“I think the church leadership style there has been quite a bit of a change,
with the church obviously undergoing some changes. But mainly with the part
where | felt disappointed with the church bringing on board people to be
leaders when they haven’t been equipped or trained and developed to that

extend.” — Participant 13

According to participant 13, there was a change in personnel that managed the
church. That said, the new church managers seem not to be well vested to assume

areas of such responsibilities.

This means that periodisation of changes affected how their strategy was being
implemented. In simple terms, there must a fit between managers and strategy in
place, and if need be, proper training could be useful. The next participant explained
the changes he observed by mentioning race relations and diversity management

intricacies within her church.

“‘Now here as | said congregations grow, majority was white people | think it
was around 95% white and old and they realise as leaders that the session
when the minister left, they said we live in an area that is full of white people
and we are a congregation that was almost 100% white so how about we get
a black minister as a symbol in our community that everybody is welcomed,
black people are welcomed. They were very wise to do that, so | came here,
and | preached, and | left, | didn’t apply, and they said please apply the
congregation was happy when you came to preach. | think for the
congregation already before | came the to church, the transition was already
happening. Now that I'm here | have to deal with the small things, but the

church is growing.” — Participant 16
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Participant 16, who is an African male, explained how he was requested by a “white
dominated” church to manage their church. This was a strategic move by the church
in their quest to address matter of change and diversity. The participant alluded to
a steady growth as the church is able to attract people of colour to join it as its
members. With this in mind, it would appear that sessions of change and diversity
management would be useful and positioning the church towards a positive
strategic path. These sessions were likely to propel the church to become a learning

organisation and quell any possible racial tension and may have emerged in future.

“‘Now to what major changes I've observed, it’s that the church management
is battling to accommodate black people who are coming in, the black culture
that we have in a black church which is not here in a white context. So, this
church is in the middle of transformation we are in transitions to

accommodate one another.” — Participant 16 continues...

Participant 16 alluded to some racial disharmony between congregants from various
races. Furthermore, it would appear that the rate of transformation, change and
diversity management were much slower than he would have envisaged. If those
matters were not urgently addressed, they had potential to derail the strategic
trajectory of the church. The next participant explained the process his church

underwent to clearly define certain roles within it.

“Leadership is supposed to be or who's leading who's managing and then
sometimes you find that management includes leadership and some of the
leadership includes management, so we had to make around those. So, one
needed to explain and also find your space within all that web of a public
setting to some very complicated and not necessarily complicated group of
people.This is a very interesting leadership that needs you to be clued-up in
terms of the differences between leadership and management.” - Participant
17

In the quest to set a clear strategic path, participant 17 explained how they
underwent the process of defining various roles and terms. That included wanting
to clearly define a ‘leader and a ‘manager’ and how they relate in the context of

their church.
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This approach was consistent with various arguments raised on these two aspects
(leadership & management) within the management discourse (also in Vasilescu,
2018 and section 2.9 in the literature section). The next participant was more on

issues that changed against those that stayed the same.

“You know it's based on scripture and church order, we do not use the word
‘law’, but our church order, our constitution that actually stayed the same, but

the way in implementing it that did change somewhat.” — Participant 24

Participant 24 alluded to changes he observed within his church and denomination
in terms of the church order, that served as a rule book and also constitution. He
suggested that while the church order did not change in over 38 years of his service,
there were some changes in the interpretation thereof and subsequently its
implementation. The following participant mentioned the benefits of the move for

her church towards following the policies of the church.

“There was no proper procedure and following of the church order, now we

have. We are now trained and given workshops.” — Participant 26

In giving credit to the church order, participant 26 referred to proper procedure that
subsequently became apparent in his church. Among other things, training
workshops were instrumental in providing the requisite clarity to members of the
church council and the church at large. The next section provides information on

how the external environment affected churches.

5.3.1.2 The political and other external environmental factors

The political factors are usually beyond the scope and parameters of the church.
This means that a political environment presents conditions that are binding to
churches. As such, churches had to familiarise themselves with the political
conditions that were prevailing at a given point in time. If no thought is given to such
realities, churches could find themselves against the law. Environmental scanning
thus cannot be perceived an optional luxury that the church could just ignore (also
in Wild, 2017 and section 2.6 of the literature). The following participant articulated

how the political atmosphere affected how her church functions.
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“l can see that with Covid 19, we have to adhere to strict regulations of the
country, we must not meet in groups of more than 100. And now, two days
ago we no longer have the right to meet at all. We are not booked. For the
first time the church were not going to have a Passover celebration because

of what the country is going through.” — Participant 2

Participant 2 demonstrated how her church had to quickly adjust to circumstances
that stemmed from the political environment. The lockdown regulations were as a
result of the Covid-19 pandemic that compelled the church to limit the number of
occupants within it and to cut down on events that were deemed risky to undertake.
Among other things, there was potential for loss of income in terms of contributions
of those who attend certain church related events and most importantly these
changes affected the strategic agenda of fellowship, communal worship, and the
fulfillment of a church's social mandate. Moreover, the following participant alluded

to the covid-19 pandemic gathering restrictions caused stagnation for his church.

“Besides also, uh, if we talk about the current place where we are now, the
effect of the Corona Virus also affected us. Like now there are a lot of things
that are at a standstill, and also, we have a problem within the aging
community, you know. The aging community and you know [ours] is a small

community.” — Participant 8

Participant 8 shares his frustrations as a result of COVID-19 related restrictions.
Given that the majority of his church members by the elderly and the fact that this
age group it is more vulnerable to the pandemic, his church had to put the
proceedings on hold in adherence to government prescripts. The next participant

rather raised different political climatic issues.

‘In terms of external environment uhm, | would say primarily the fact that
South African boarders are closed off to new immigrants coming here. | mean
there are job opportunities, possibilities etc. But it's not really an open gate
and so therefore if you were to compare it to other international places say
Europe, America, or Australia etc., you a have minimal, you have pretty much

close to zero immigrants coming here.” — Participant 10
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Given that some of his church members come beyond the borders of South Africa,
participant 10 found it difficult for his church to operate optimally with some of its
members stuck in other countries. According to him, this was due to unfavorable
immigration laws which have been set by government. Meanwhile, the following
participant was concerned with his church’s compliance matters at government

entities.

“What we are finding extremely difficult at the moment is dealing with SARS
and the changing of requirements that cause churches now have to be

registered by the department.” — Participant 12

Participant 12 alluded to changing tax laws that brought uncertainty to churches as
NPOs who still needed to comply with tax requirements. It would appear that
education, training and collaboration was needed among government, revenue
officials as well as churches and other NPOs to minimise uncertainty which could
result in animosity among these stakeholders. As accentuation to the concerns
raised by the two previous participants in this section, the following participant

guestioned the credibility of the political leadership

“The political atmosphere here has seen conflict between the church and the
leadership that has, say political leadership. They have not been working
together, infact that affected our community to be much more grossly

unorganised.” — Participant 13

Participant 13 admitted to lack of good working relations between the church and
political leadership. He further explained how these hostile relations filtered into his
community in a negative way. This is consistent with the principles of inclusivity and
stakeholders’ engagement whereby the legitimate claims thereof ought to be
managed so that this must not negatively affect strategy and vision of the
organisation (also in loannidou et al. 2019). As part of the changes observed, the
following participant raised diversity intricacies that needed to be carefully managed

within his multi-racial church.
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“For example, this one of black lives matter, yes | agree and | preach about
it but | also have to say something to those who are white otherwise they will
just leave and say we are no longer members of this congregation so | have
to find a balance because majority of our congregation is white and so |
shouldn’t alienate them in my sermon, but | include them and say look, this
is how God meant for us to live, not from a political point of view because
from the political point of view | will never win it but | have to come from a
human point of view, say as human beings, God created man and women
equal and God saw that it is beautiful and God didn’t say white is beautiful

and black is beautiful.” — Participant 16

In some instances, participant 16 had to work on diversity and change management
issues in order to help restore a diverse church community that was uneasy as a
result of the political imbalances from the unfortunate past. In the quest to restore
confidence to those members who were previously politically violated, the manager
had also to be sensitive in not offending people of other races in his messages of
social justice, equity, and equality. This was a balancing act that a strategic leader
had to ensure that it exists, so that he can play a motivational role to church
members while attempting that the strategic plans of the church could be

successfully implemented.

This is consistent with the role that strategic leadership plays in ensuring that the
members of the organisations enjoy healthy and productive culture of tolerance and
co-exist in harmony (also in Vasilescu, 2018 and section 2.9 of the literature). The

following participant also observed changes within the political sphere.

“l think | might look at this in context. | think where things have changed is |
think because of the political changes of our country over the last 25 years
they've been due to crime, but people know that there is a security issue.” —

Participant 20

Participant 20 raised concerns in terms of security. He attributed the relatively high
crime rate to changes in the political systems of the country that started to occur
over the past 25 years. It is to be appreciated that while other citizens of the country
see benefits in the current democratic dispensation, not everyone saw the benefits

thereof.
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This was an interesting comment stemming from a place of worship given the often-
reconciliatory posture and undertones it signified among some of its values. As with
the previous participant, the next participant rather alluded to the political effects

towards his community.

“Politically, | would think that the community has changed over the years.
This was a predominantly white area for very long time. In over 20 years
we've seen some influx of people of colour coming in, comprising of a variety
of ethnicities and folks who has an influence on how the church looks as

well.” — Participant 22

Participant 22 saw changes in terms of racial integration within an area that was
dominated by a particular race over the past 20 years. Such changes would
naturally compel a growing church to adjust its strategies and processes to be
change and diversity friendly. At the heart of these process is strategic leadership

and its influence on organisational culture.

5.3.1.3 Resource availability

Naturally, resources are seldom enough. The optimal use thereof become of critical
importance. A lot of participants alluded to the diminishing sources of income and
income streams that are becoming fairly limited. In the wake of political and local
challenges, priorities of the churches had to be adjusted in such a way that churches
survive in financial terms. Some of the participants expressed their excess

availability and unavailability of resources as follows:

"The productive members of the church who are working and supportive ofo

the church have gone to other provinces.” — Participant 2

Participant 2 attributed the limited resources to having led to the church is to witness
the exodus of both productive and economic active members of the church thereof.
This put pressure on the church coffers in terms of allowing the church to honour
their monthly and periodic bills. The following participant also raised concerns as a

result of the negative changes affecting his church’s resources.
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“‘Resources is a huge challenge, it's a huge challenge. | would say especially
for our churches in the townships where we lack resources, churches in the
rural it's worse. Churches in the former suburbs, churches who use to be
white churches, white congregation, they are also affected now because
things have changed. People have relocated, people have moved, the
culture of giving in the church. The church is not the major fundraising of the
church is people. So, when people are being retrenched, when people go
through salary cuts, when people are unemployed, when we have a lot of

child-headed families, so we have very limited resources.” - Participant 4

Participant 4 alluded to the shrinking resources in churches stemming from
economic migration of church members from rural areas to townships, and from
townships to suburbs. He further expressed the challenges that people are facing
even within the suburban churches. The heart of the limited resources were issues
such as unemployment, retrenchment, and other social ills such as child headed

families that the church had to consider among its fellow congregants.

The participant also admitted that churches struggle to generate revenue and with
fundraising initiatives. This increase the need from churches to renew themselves
to not merely be regarded as NPOs, but have aspects of social entrepreneurship. It
is for this reason why the following participant highlighted the significance of

financial resource in the quest to fulfill his church’s strategic agenda.

“But without money, it can’t turn. And one of the things that lately even now
with our economics and everything happening is to get the budget to work.
And on this, | truly must tell you our church and in our bigger church is one
of the things we say we believe and trust God. But on the other side, you

must also do your side and do your work.” — Participant 6

Participant 6 cautioned that a church ought not to run the risk of spiritualising
everything and for its management to rather become realistic in terms of the
ensuring fiscal discipline and financial prudence. Among other things, the church
needed to schedule a budget that is critical in ensuring that its strategic objectives
are met. This notion is consistent with that of a master budget and its value in
optimally allocating resources for strategy implementation.
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The next participant went on to express the measures her church management

teams had to take to improve their fundraising initiatives.

“‘And sometimes there is a lack of attendance especially if there’s a project
in fundraise or something that needs to be done, there is only a few that will
remain. But the strategies that we do in terms of when there is a fundraising,
we start with fundraising before the event so that the monies are in before

the event takes place.” — Participant 7

Participant 7 expressed the challenges her church had to face when having to deal
with fundraising initiatives. It would appear that most members of the church did not
show interest in making financial contributions and thus displayed a hoarding
culture. She further highlighted how the church circumvented such challenges by
putting in place compelling measures that enabled the church to realise its
fundraising initiatives. The next participant explained how the reduction in financial

resources came about.

“So, they went there, and our number reduced. The number reduced and you
know with a church when the number reduce, also the finance reduces, the
income the resources also reduce, whether human resources or financial

resources, so those things were very low.” — Participant 8

Like other participants, participant 8 confirmed that the dwindling numbers of church
members did affect the church’s revenue streams, human, financial and other
resources. This suggests that there is a link between the number of congregants
and the amount of revenue the church can generate at a given point in time (also in
Asamoah-Gyadu et al., 2017 and section 3.9 of the literature chapters). In taking
the church financial resources availability, the following participant went as further

as disusing how his church revenue is accumulated.

“In terms of resource availability, we've actually had a major change in the
past two years. So, like | said, we had this property bought in 2017, however
we applied for the permission of the church but then that took longer than

expected.
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So, it was only in 2018 around September that we started building this,
developing this property. So, our major income for the church as such is the
subscription amount that our members give. So, at the moment, we have a
set subscription amount per working member so if a husband and wife are
both working, they are expected to contribute towards that subscription.” -

Participant 10

As a departure from previous submissions by other participants, participant 10
seemed content with some of the recent achievements that his church managed to
do, one of which was his church’s ability to start building a physical structure in its
yard. He attributed this milestone to a culture of giving. His church encouraged
working family members to make subscriptions as contributions towards the church
coffers and the building project. This is unusual in churches because more often
than not, giving is voluntary and this often empowers church members to exercise
the right to withhold any money whenever possible. His success could be attributed
to the type of church government and organisational culture (lyer, 2016, also in
section 3.9 of the literature chapters). As a departure from the financial resources

narrative, the following participant referred to information resources.

“Well, I think the main change over those 20 years has been internet, cause
the internet has to be viewed as a resource, is probably the biggest change.”

— Participant 12

As an addition, participant 12 appeared happy about his church’s use of the internet
and found it to be of strategic value developmental within his church. He saw it as
one of the major changes he observed over the past 20 years in his church. Contrary
to the limited resources alluded to by most participants, the following participant was

more positive in his response.

‘I was involved in township ministry and my move here totally changed. In
the township church, itis always struggling and always fighting for resources,
it is in the township that people leave this church and go to that church and
those sorts of things. It is in the township where people who have the means
would have left the church in the township long time ago and they go

somewhere else.
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Either they want to be in spaces where they are just going to be just black
people only, they want to be inn rubbing shoulders with people other than
themselves. So, in the township there has been a loss of income in that
sense, so the church and the township have had to be more vigilant and in a

way that is challenging to the church.

The township churches have more younger people coming in big numbers
and | think the church hasn’t yet reached the stage that will allow it to tap
from that resource because it has younger people who are young and yet to
become young professionals and working well and earning well. The key
thing is being vigilant as a church, but in terms of where | am right now the
problem has been the black folks that have come from the townships and for
me this has been the key thing. They come with their manner of doing things
and when | look at them, they don’t quite fit, they needed to change with the
environment. In townships the church could only rely on, for instance major
fund-raising. | mean, | know there was a lot of reliance in fund raising, but in

an environment like this one they don’t rely on fund raising.

| mean the folks here, you can see it very clearly that they don’t want to run
the church from the fund-rising, we want to run the church from our pockets
from what we can sacrifice from our income and bring to the church to run
the church. And that has been very important especially with the lockdown,
because there was no way we were going to have fundraising during
lockdown. So, this church is not owing anybody because those people are
giving, in fact they actually found a way to increase their giving you know.” —

Participant 13

As another departure from the “limited resources” narrative, participant 13 was able

to summarise the dynamics of resource availability between townships and

suburban areas. It is important to note that this participant occupied a position of

influence, not only in his immediate church but also in the region, which was also

called dioceses. He had attributed the culture of “not giving” in townships to issues

such as unemployment which has always been a historical challenge in such parts

of the country.
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On the contrary, his current church which was now situated in suburban area had
abundance of resources to a point that had reserves to cater for difficult periods
such Covid-19 pandemic lock down where church members were restricted to visit
places of worship. He attributed this to the giving culture of members. Over and
above his statement, the participant highlighted how his church did not only continue

to give, but also managed to increase revenue in recent times.

As a key message, there seem to be a culture of self-determination among church
members, and this seemed to allow the church to realise its strategic objectives with
little difficulty. Among the key lessons in his submission, lack of resources in
churches may make it difficult for them to realise their strategic agenda. Another
lesson is that the impact of the historical political past which created segregation by

class, race and ethnicity cannot be easily ignored and wished away.

A lot of development such as social entrepreneurship needed to take place in
underprivileged areas and churches need to champion such developmental
initiatives. This is consistent with the mission of SACC which emphasises the role
of churches in promoting social entrepreneurship. (also in section 3.7 of the
literature chapter). However, this culture is challenged in other churches.

“This culture is being challenged because white people are used to giving,
black people come in numbers, but they sit and fold their arms and say white
people have got money, they won'’t give. So, the numbers are rising but the
finances are stable, they don’t go up they don’t go down, they are just stable.”

— Participant 16

Participant 16 argued that in his church, African congregants often gave less, and
White congregants gave more. This put the participant as a church manager in a
predicament. It made it difficult for the participant to call out on those who might
have displayed ‘miser’ tendencies, more so that he was African, himself. While his
concern is acknowledged, it should also be appreciated that in a country as
historically unequal as South Africa, such economic disparities are more displayed
by racial patterns, even in church context. This in turn, affected the church’s liquidity

and resources that could be utilised for strategic projects thereof.
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That was how aspects such as the political economy and culture interplay and thus

affect resource availability of the church that was imperative to implement strategy.

Church Environmental Analysis

Church Management

Resources (RBV)

Figure 5.1: Church Environmental Analysis

Source(s): Primary Data (2020-2021)

Figure 5.1 describes how churches that participated in this study analysed their
environments. In their environmental analysis, there were influences of political
nature. For instance, in dealing with the COVID-19 regulations, relationship with
government agencies in the department of social development, South African
revenue services and other related government entities. There were also aspects
of how government handled migration issues in a comparison was made in terms
of how South African government compares with the rest of the world given that it

was also a global citizen.
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Some of the church managers demonstrated instances of how the church was
influenced in terms of culture, leadership style in general, and towards its
environment. Among the key challenges, there was an issue of resource availability.
In most cases, participants suggested that their resources were shrinking even
more especially in the wake of the covid-19 global pandemic. That said, a total of
Six participants stated their resources were increasing or remained unchanged. It
was explicitly stated that the church’s main revenue stream come through tithes and
offerings, and these normally were linked to attending church. Due to the COVID-
19 restrictions, there were instances where church gatherings were prohibited
altogether, and where a limited number of congregants was allowed at a given point
in time. Among shrinking resources (financial) there were realities of urban
migration of economically active members of the church who moved two different
geographical areas. This also affected the revenue streams of the church. There
were also dynamics in terms of urban, peri-urban, and rural churches and the type
of membership that the church had attracted. There were also issues that had to do
with ethnicity, race, and cultures. these also spoke to the inequalities in terms of
gender, age, and race, qualification, graphical areas. As such, the issue of financial
resources availability became too complex to fathom without considering a wide
range of factors. There were also issues of social and political dynamics that
affected the church in a negative manner. The researcher still found the Protestant
participants dominating the aforesaid narrative. That still there was no major

disparity in terms of both types of denominations (Adherents & Protestants).

In some parts of the country, there were child-headed homes with little or no income.
There were also issues of the aging membership whereby the church struggled to
attract younger members. These presented numerous challenges in terms of
resource availability, skill set, agility in strategic implementation, vibrancy and
adjustment in responding to the fourth industrial revolution, technology and
innovation. All these challenges presented threats towards the sustainability of the
church in that 215t century, especially in churches that are traditional, and more so
in urban areas. More on these aspects and solutions thereof will be made in the
recommendation section. This brings the discussion to the second research

guestion regarding the strategic planning process components.
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5.3.2 DISCUSSION OF FINDINGS FOR RESEARCH QUESTION 2: WHICH
STRATEGIC PLANNING PROCESS COMPONENTS ARE EMPLOYED BY THE
CHURCHES?

This section under strategic planning process components highlighted the following
sub-themes below: consultation and inclusivity, ethics, futuristic and strategic
issues, rich history, and resistance to change, strategic direction (vision & mission)
as well as time frames. As part of the strategic planning process components,

inclusivity will now below.

5.3.2.1 Inclusivity

In this section, the participants’ leadership style, church culture and type of church
government are explored. These attributes revealed how inclusive the participants
and their churches were during the various strategic management processes in a
form of planning, implementation and evaluation and control. Against this
background, the following participant made inferences of inclusivity when he had to
seek consent from his church before taking certain actions.

“l just ask the congregation permission to move large things so | don’t have
access to any sort of if | may ask if | go on the website can | use any

information.” - Participant 1

Given that some of the participants’ churches followed democratic and
congregational type of church government, participants made an analogy of how
members of their churches went about before executing any duty or implementing
any decision within the churches. The following participant explained how

responsibilities are shared across the church committees.

“This is the function of subcommittees, each and every committee in place
looks at its objectives retrospectively and determine if they have met these
objectives and why they have not met their objectives with other members
set objectives with recommendations from other members or departments to
plan ahead. The only thing is committees must always plan together.” -
Participant 2
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The participant 2 reported that her church handled issues of inclusivity. Various
departments had to engage with their respective members, and there appeared to
be interdepartmental dialogues regarding strategic management processes as well

as issues of reporting and accountability. The same participant went on to say:

“‘Eh, | think what could be done to improve the strategic management
process, everybody’s participations, everybody’s skills which can be
contributed and talents, so, yah, | think that will improve our strategic
management process so that not the same people do everything at the same
time, every time. You know, everybody’s participation would really help us.”

- Participant 2 continued...

Participant 2 mentioned her desire for inclusive contributions in terms of skills and
other resources towards strategy implementation of her church. Based on her
experience, these were yet to be realised. It would appear that very few people did
most of the work. That status quo appeared to be unsustainable given the over
stretched resource at her church. The following participant seem to be very

conscious about an inclusive approach.

“So, | think the more senior citizens need to allow space for young people to
grow, to do things their own way, to accommodate their liberal attitude and
style of worship, like it goes back to inclusiveness. Like we really have to be

an inclusive and embracing church.” - Participant 4

The dichotomy that the participant as a manager had to deal with in doing the
balancing act among old and young congregants was highlighted. The solution to
this effect seems to lie in the type of church government that the participant was

confined to. Meanwhile, the next participation explained her leadership style.
“But I'm also leading people through participation.” - Participant 7

In this instance, the participant displayed a democratic type of church government
leadership style, that allowed herself the liberty to engage as equals with the rest of
the church members. This was one of the rare instances where democratic
processes were embraced. The following participant also affirmed the value of

teamwork.
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“The collaboration of the people. The Board first, we collaborate, we
communicate and when we reach to the people, they also answer well, they
collaborate, and we believe in collaborations. To reach our goals we must
work together, and we are the church so as church, we must work together.
If there is no unity, we cannot work together, then we cannot reach our goals

and we cannot even fulfil our mission as Christians.” - Participant 13

“All the groups, all the activities of the church, there are also guidelines that
are directives from the dioses so that’s what helps you to rule the church, like
when you maybe you are in front of a situation, you can consult that and see
that in this case it is like this and if you cannot manage at your level you go

to the deanery.” - Participant 13 continued...

Participant 13 explained how there were deliberate attempts from the church
managers and church members to have open discussions without any sense of
animosity, and in a frank and open manner. While this approach was commendable,
it was not clear how this had a role in the better execution of the church strategic
agenda. The next theme that emerged was that on emerging strategies and

innovation.

5.3.2.2 Emerging strategies and Innovation

Participants were also asked to share any use of emerging strategies of aspects of
innovation that they employed at their respective churches. The following participant

was a believer of doing new things.

“You know when | came on the committee, | said to the guys one thing we
need to do is stop doing things that we were doing , because if you keep
steering milk and you get butter then don’t be surprised. Try new things.” —
Participant 5

There was a clear desire from participant 5 to change how things are done. Based
on his statement, there was a possibility that his church’s strategic management
processes were not working effectively. As such a new approach was proposed. It
was not clear if emerging views to strategy were proposed, but certainly new ways
of doing things were needed.
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This is consistent with the notion that strategy is not static but evolves overtime (also
in Prahalad, 2000). The next participant seemed keen to do constant introspection.

‘If we do something, what's the results? And did it work, is it making a
difference or is it barking up the wrong tree. And the best thing is | like to get
feedback as much as possible from the people and different people as well.”

— Participant 6

Participant 6 believed in employing an introspective approach to any task his church
undertook. He further valued the inclusive views of people within his church. It was
not that clear that these people he alluded to were just ordinary church members or
part of the management team. It was also not entirely clear if corrective measures
were taken as remedial actions, in the event that they were needed. The next

participant was alive to the realities that come with doing things differently.

“‘But remember in our church, 30% of the people are illiterate and old. So
even the middle class, they say some of them can’t use, you know the
WhatsApp whatever, so we still have to communicate, take a phone and call,
that’'s why | say I'm happy that the church can call a meeting. We can use
the Zoom, call a meeting for example, using our, | mean for example we are
able to record a song using our phones we just send music, then you sing
then they combine all those things. We don’t have a website as a church and
that's very bad. But we are still looking for better other modes to
communicate. And they will attract the youth, because they sometimes get
bored to go to church.” — Participant 7

Participant 7 suggested that she kept an open mind and also had to do a balancing
act in terms of the various demographics within her church. She was appreciative
of the fact that 30% of her church members were not always in a position to deal
with the latest digital technology as an innovative way of communication and
information dissemination. That still, due to changing environmental conditions such
as covid-19 pandemic, her church was compelled and able to adjust to new ways
of communicating and worship without physical contact. It would appear that the
younger church members were the ones who were more inclined to adjust to such

practices with relative ease.
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The participant further acknowledged the limited resources that hindered her church
to embrace and even implement the emerging and innovative strategies. The next
participant seemed to be in favour of flexibility and social entrepreneurial culture
within his church. This is consistent with literature on NPOs such churches
positioning themselves as social enterprises for sustainability purposes (also in
Rawhouser et al, 2018 and section 2.12 in the literature) “I was saying earlier we
don’t have a fixed-in-stone-strategy at the beginning of the year. We say, for the
next three years this is how we are going to plan and organise and whatever.
Because our circumstances change and two years ago, we didn’t have property, so
we never had to consider that. Our budgeting and planning would never include
that, now we have this, and it has to be included. It evolves every year.” — Participant
10

The participant highlighted that there was no fixed strategy that his church
employed. He further made inferences of strategic flexibility which is an agile and
responsive posture that the church may have in a volatile and dynamic environment.
This is consistent with the principles of evolution and less structured emerging views

to strategy (also in Taylor, 2017).

Very few participants pursued this approach as their approaches seemed to be
process-based. It is worth mentioning that this participant was one of the few who
were well vested in business studies in general, and strategic management, in
particular. As such, it could be safe to conclude that the approach taken by himself
and his management team appeared to be well designed, deliberate and carefully

considered. Furthermore, the strategic direction was also discussed.

5.3.2.3 Strategic direction

In this section, the strategic direction in terms of mission and vision statements of
churches were discussed. Regarding their strategic direction, this is what the

participants discussed:
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“l think those are the components which help us to continue to go through
our mission. Are we in line with our mission? Are we in line with whatever the
plans we have as a church being short term, medium or long term, yes? So,
those monthly council meetings, they are preparing for that big AGM which

we call vestry meeting.” — Participant 4

The mission statement was highlighted as one of the key strategic direction
elements that the church employed. The participant made reference to the mission
statement and alignment thereof to the long-time objectives of the organisation. It
shows awareness of what the manager himself or the church did in relation to what
was needed to be achieved. The next participant explicitly stated where his church’s

mission statement is being documented.

“[Church order], yes, the church order looks like this, that tells us what is our

mission, why are we here.” — Participant 6

Participant 6 alluded to the use of the church order which was used as their guiding
document to reflect on the mission of the church. It would appear that that document
enabled his church to remain focused and conscious regarding what needed to be
achieved and why that church was in existence. The following participant mentioned

how strategic documents are developed.

“‘And then we come back to propose to them looking at the vision and
mission, and how we can go in the strategic planning and focus on those

things that are important and need attention.

Then we go to the leadership workshop together and we spend some days
and when we come back, we have a document that we present to the entire

church, and they accept whatever we have.” — Participant 7

Participant 7 made a link between the strategic direction and strategic plans that the
church undertook at various settings. Furthermore, the participant suggested that
strategic decisions were made in line with the vison and mission of the church. She
also made inferences of leadership which was consultative in nature. The next
participant rather mentioned matters of vision and goals which are also known as

strategic objectives.
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“What are our goals, our vision and how we plan to achieve them? So
basically, the church has what? The mission of the church is salvation of

souls and to do evangelisation effectively.” - Participant 8

This evangelisation also became a fact-finding mission and environmental scanning
for participant 8’s church. That was a typical example of how the strategic
management process components such as environmental analysis and strategic
direction were working in an integrated manner. The next participant succinctly

articulated the mission statement of his church.

“A vision statement which | can share with you is on our website So, our
mission statement components we put together they all start with G, they are
easy to remember. It’s: glorify and love God, give to our community, to go
with God and to grow with God. So, in terms of glorify and loving God, that
means congregational worship, build strong families, servant leadership and

becoming authentic followers of Christ.” — Participant 12

Participant 12 clearly articulated the mission of his church. The components of the
mission statement in terms of service, territory and delivery mode were reflected.
This was consistent with the literature alluded to (also in Alegre et al. 2018 and
section 2.2 of the literature sections). These components also expressed the
mandate of the church and their reason of existence in society. That participant
successfully made a connection between the mission of his church against the type
of church government, which was congregational in nature. He further invited the
researcher to visit the church website where that mission statement was
conspicuously reflected. The following participant alluded to what he expects to be
the mission of the church.

“The opportunity comes in a way of the church doing its mission, maybe are
re-looking at how the church does its mission, how the church reaches out.
You know when there is this outside perhaps negative impact on the church,
the church tends to be inward looking. I think this is when the church should
be more outward looking so that the church will reach out more strongly and

powerfully and make sense in the community.
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The political protagonists | will call that they look negatively at the church
because the church has to speak out strongly against their corruption, and

the way of running the community affairs.” — Participant 13

In articulating the mission of his church, participant 13 express challenges within his
church and how it generally experienced challenges when dealing with to the
political authorities of the country. Inferences of antagonism between the church
and politicians became apparent, and that seemed to have had a negative impact
on how society is serviced. This participant stressed that the church expected the
politicians to conduct themselves better and in the best interest of society. Based
on these statements, it would appear that the mandate of his church was to restore
moral capital and champion social justice. This was consistent with what SACC
advocated for (also in SACC, 2007 as well as section 3.5 of the literature sections).

The participant continued to say:

“Vision and mission, and we had had to look at, for instance for strategic
planning we would like to look at our local vision and mission, is it in line with
the province, and Southern Africa. We have a mission and the vision; then
how do we then “water it down” to where we are? So, we do now have a
vision and mission, now again we have to align it with the diocese and the

provincial.” — Participant 13 continued...

Participant 13 further had to deal with how his church aligned their vision and
mission, plans and actions with those from the dioceses, province and Southern
Africa at large. The inferences made further suggested that the participant’s church
had a large membership and existed beyond the South African borders. It would
appear that in terms of alignment between the strategic direction and strategic plans
of his church against those of his denomination, he made it to seem to appear to be
a mammoth task. It was not very clear whether or not this strategic alignment
became possible. There was an attempted by the next participant to link the

strategic direction elements to environmental analysis tools.
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‘For an example, last year we started a process of also talking about that
SWOT analysis, and of restructuring ourselves you know, developing the
communication, a new vision and mission to say where we are going as a
congregation taking into consideration the culture of this congregation and

where do we want to see ourselves in the next few years.” — Participant 16

Participant 16 made inferences of organisational renewal based on the new vision
and mission of his church. When this took place, an environmental analysis in a
form of a SWOT analysis was performed. While in many instances, the vision
seldom changes, in that instance, a rare case occurred. That participant further
succeeded in demonstrating an interlink between strategic direction (their vision &
mission), environmental assessment (their SWOT analysis), strategic
choice/change (their restructuring, sometimes referred to as a turnaround strategy),
and strategy implementation driver (their organisational culture). This is an
indication that none of the strategic management components could be considered
in silos (also in Vishnevskiy et al., 2016 and section 2.2 of the literature sections).
Meanwhile, the subsequent participant explained where his church strategic

direction was derived from.

“Our vision and mission are dominantly and largely being affected by the
Bible. So, we believe that the church has a mission, and that mission is to
preach the gospel to all creatures. People will teach this good news about
Jesus Christ by the grace of God. Those people are saying the mission is to
help them come together is a church, so we would also be wanting to plant

other churches.” — Participant 22

Participant 22 categorically expressed in words, the mission of his church. Like
several others, the mission statement was derived from the Bible given that there
were biblical verses and quotations serving as bases. Also reflected was an aspect
of additional components of the mission statement in a form of growth which would
arise as a result of church planting. This was consistent with the literature (also in
Boni, 2016 and section 2.5 of the literature section). Thus, the section on the

strategic planning components is summarised in a Figure 5..
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Figure 5.2:

Source(s): Fieldwork Interview Data

The strategic planning components were discussed following a process approach.
Based on the data collected and analysed, all the activities of a church follow a
linear and traditional approach which is also prescriptive in nature. In some
instances, strategy becomes a complex and even a messy activity. Based on the
data from the interviews with church managers, the strategic direction in vision and
mission, internal and external analysis goals and plans as well as inclusive strategy
were some of the sub-themes that emerged.

In discussing the strategic direction, the participants merely mentioned the vision
statement of their church and in some instances highlighted how their churches
were working towards its realisation. A few participants explicitly expressed the
vision statements of their churches and denominations. Regarding mission or
mission statement, some passionate participants were explicit in expressing the

mission statements of their churches and what that meant to them.
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Among some of the inferences made with regard to the mission statement were
inclusivity, collectivism, members engagement and “the Great Commission” (about
preaching the gospel of Jesus Christ). This demonstrated that many participants
valued the idea of working together within a church setting. A total of four
participants (participants 8, 12, 13 & 20) explicitly expressed what the mission

statements of their respective churches entailed.

There was also some time spent on articulating both the internal and external
analysis of churches and by extension their denominations. Internally, the
challenges of ageing membership, shrinking resources and church politics were
pertinent. Almost all participants expressed frustration that they had limited
resources to execute strategy. Externally, the participants were concerned about
the political climate of the country, more so during the Covid-19 pandemic that
happened at a global scale. These realities seemed to be less detrimental to those
churches that employed strategic flexibility and embraced innovative and emerging

views to strategy.

Some participants alluded to objectives, whether strategic and operational. It was
clear that churches valued objective-setting and that they regarded themselves as
being target driven. Some participant referred to plans. There were instances where
five-year plans were alluded to. Most of these types of plans were such that were
prepared during strategic breakaway sessions. A total of four participants
(participants 2, 10, 20 & 24) alluded to objectives of their respective churches
entailed. Lastly, but not least participants alluded to inclusive approach and growth

strategies.

While it was not that clear what was meant by inclusive approach, it became
apparent some of the participant valued the involvement of various church members
in their strategic planning sessions. With regards to growth, spiritual, numerical and
resource growths seemed important to participants. Other growth strategy elements
emerged through church planting. This is consistent with literature on strategic

choices (also in section 2.8 of the literature and Thompson et al. (2015).
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There seemed to be a deep desire for people to learn how to pray, understand the
bible but also serve as witnesses within their communities. A total of nine
participants made such assertions. It would appear that it was often expected of
these witnesses to subsequently contribute to church growth through the
recruitment of new members. Another growth was that of growth through church
planting. This means that the church had a mandate to plant other church structures
in different geographic locations. The next section discusses the research question

on the strategic planning process tools.

5.3.3 DISCUSSION OF FINDINGS FOR RESEARCH QUESTION 3: WHICH
STRATEGIC PLANNING PROCESS TOOLS ARE EMPLOYED BY THE
CHURCHES?

This topic is relatively vast in that a lot of strategic aspects and tools form the basis
thereof. Under the strategic planning tools, the majority of the tools discussed were
from a process perspective. These were largely forming part of environmental
analysis. This section departed with the analysis of environment and focused on the
challenges and changes which affect church organisation. The following participant

alluded to statement of needs as one of the tools his church subscribed to.

“So, the strategy is in that monthly meeting, | present what we call statement
of needs. What | think are the needs of this church and of the community.
And then what we do, on monthly council meeting, we work on that statement

of needs.” — Participant 4

During the discussions, the participant alluded to the concept called “statement of
needs”. In this statement the analysis of the immediate requirements and what is
lacking within the church and community was deliberated upon. The church council
depended mainly on oral and written submissions from various church departments
as well as community stakeholders to present that which constitutes their pressing
and immediate needs. Among the submissions are those from the pastoral team,
more especially day presiding minister. That said, it was not that clear that this
method or tool was aligned with the strategic budget that seek to articulate the

church’s financial priorities.
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That said, it was also unclear if all those items listed in the statement of needs were
indeed, aligned to the master budget and subsequently, the strategic objective of
the church would thus be achieved.

Participant 9 insisted that things remained the same.

“Before Covid-19, the change | have observed is the cost of the tax that we
pay, when | say tax, | mean also even the electricity that we pay is more. The

water bill, we pay everything like any other group” - Participant 9

It would appear that the aforesaid participant had expectations that the government
authorities should alter obligations by churches in terms of tax, municipal rates in
other payables. This seemed not to be the case, and this might have caused a lot
of frustrations on their part or the participant in his church. This appeared to be a
typical example of how the external environment can affect operations of
organisation and render strategic and/ or operational failures (also in Wild, 2017

and section 2.6 of the literature section).

5331 SWOT Analysis

SWOT Analysis is an analytical tool that explores the strengths, weaknesses,
opportunities, and threats of a church. As indicated in the previous sections, SWOT
analysis has internal and external influences and implications. Some of participants

went at length to discuss it.

“‘And we do have people who are professionals in the corporates who work
on different management fields that we do ask them to come and present
things to us to help us with your SWOT analysis, to help us evaluate what

we call five-year plan, to evaluate how far we are and so on.” — Participant 4

This participant alluded to the use of professionals in doing both the internal and
external analysis. This approach may not be feasible everywhere given the
dynamics associated with certain geographic areas. The next participant gave

details of what and how internal analysis within his church were done.
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“We do internal audits, we have a general body appointed internal auditor.
As such, in terms of the SWOT analysis, it will all boil down to the general
body. So, when the general body is there, we have the report that the
management committee submits for the sake of the previous year. So, that
report would state all our achievements of the year, state our short falls of
the year and financial and otherwise. The general body then hears that then
accordingly makes decisions for the year coming forward. So, | wouldn’t say
we sit, and we draft four columns and say strength, weakness and whatever.

That’s not how we work, it's all dependent on the yearly duties.

We have internal auditors on our financial things reporting. Of cause at the
moment, we use Microsoft, Excel pretty much, for a small case we don’t need
a particularly catered software just for the sake of that. In terms of the
reference to a strategic tool, if you will follow the entire church procedures,
everything we have, our worship services, our faith, our financial structures,
and church administration everything is all based on the constitution of the
church and that’s our primary document. This constitution of this parish is

based upon the constitution of the mother church.” — Participant 10

This participant displayed knowledge of both the church and the business
environment. This made it easier for him and his church to make informed decisions
based on lateral church environmental analysis. There seem to also be adequate
support coming from his mother body in terms of the interpretation of the constitution
without also neglecting the current realities. Based on the participant’s discussion,
the church’s constitution is based on that of their mother church, which in simple
terms, their denomination. It would appear that even his church’s strategic planning
processes are done at the denominational level and subsequently filtered down and
implemented by the church itself. This means that the church management is
answerable and accounts to the denomination who play an oversight and supporting

roles.
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In instances such as this, the church may find it comforting that they receive
denominational support, however, in some cases, they may feel their autonomy and
decision-making roles are compromised. This is where the issues such as types of
church government, leadership style and culture become important (also in
(McDonald, 2015 and section 3.9 of the literature). In summary, this could be the
case where the denomination would have acted as advisory board and were
responsible for strategic planning and strategy evaluation and control, whereas the
church itself was tasked with strategy implementation. The next participant seemed
to subscribe to the notion by Grant (2021) that all organisations (including churches)

need to strategise.

“‘Encourage churches to be more strategic, they would eventually encourage

congregations to develop plans of being more evangelistic.” — Participant 13

This participant valued the role the leadership that he could play as a manager in
instilling a culture of strategic thinking within his church. This notion stems from the
appreciation of the value that strategy could bring within a local church, more so in
practical means such as evangelism which is often the church’s key mission and
mandate (also in Lynch, 2018 as well as section 2.9 in the literature). The following

participant furnished the process of how strategic plans are developed.

‘For an example, last year we started a process of also talking about that
SWOT analysis, and of restructuring ourselves you know, developing the
communication, a new vision and mission to say where we are going as a
congregation taking into consideration the culture of this congregation and
where do we want to see ourselves in the next few years. But we gave
ourselves until December last year to finish vision and mission, we were
supposed to consult the congregation in church which we did. But we
realised one thing as the leaders of the church that times are changing, but
the beginning of the month when we spoke to the congregation this was okay
to be here, but two months later we look back and say let's look at the
progress and we realise that things have changed now we have to go back
to our processes and you know correct something’s in order to fulfil the vision

and mission.
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Up to now we still don’t have a vision and a mission because of those
challenges of times changing quickly, now that even this matter of Covid
came into play, we are battling to finalise our mission and vision. So, it was
my job to speak to the leaders and say don'’t stress, no one will die we will
finish this process our timeline we have to just say it's okay let it go.” —

Participant 16

This participant alluded to the difficulty himself and the management team had to
confront in dealing with the evolving environmental conditions. Based on the
changes, it would appear that the church’s strategic document(s), particularly the
strategic direction thereof took longer than expected to be finalised. It is to be noted
that while the strategic direction requires meticulousness to complete, deadlines
were supposed to be met. It is to be appreciated that at the lances of emerging
views to strategy, a strategic document seldom remains the same but becomes an
evolving and functional document (Golsorkhi et al., 2010). That said, it was not very
clear what the church position on process as opposed to emerging views to strategy
were. Also mentioned were the leadership style and culture of inclusivity and
accountability towards church members. Once again, this is where the issues of
type of church government as well as leadership-culture dynamics of the church
and by extension denomination are called into question (also in Yukl, 2018 and
section 3.9 of the literature). The participant’'s comments in this regard sounded as
such that himself and his church were alive to the environment and the realities
thereof. For instance, the socio-political realities of the covid-19 pandemic on the
church were also mentioned. It could be interesting for the researcher to follow-up
on how the process was handled and whether or not the alluded to church strategic
document was ever finalised. The following participant indicated where him as a

church manager draw his inspiration from.
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“I've always enjoyed the books about Callahan, in his way said focus on your
strengths and so in a number of communications that I've been involved in
since I've learned or worked with Callahan's work on building up the local
church, the one thing is to encourage people to discover their strengths and
to work on their strengths and I'd say that what's been an achievement is just
to watch people you have felt that they have always focused on the
weaknesses and felt that they are not capable to serve God, but once you
made that mindset and told them rather work on your strengths and focus on
what you get on that it's been good just to see how people have flipped and
how they've improve themselves and how they become stronger than
mountains from their relationship with God because they have focused not
so much only weaknesses but in focus on what they do good..” — Participant
20

This participant subscribed to Callahan’s theory that encouraged the local church
to focus on what it could do best as opposed to be preoccupied with wanting to
circumvent its weaknesses. This theory challenged the SWOT analysis model that
collectively and inclusively consider the church’s strengths, opportunities,
weaknesses and threats. Being an avid reader that he was, participants 20 went to
test this Callahan’s theory within his local church and appeared confident about its
usefulness. Even though not mentioned in this instance, some participants believed
that, despite their imperfections, “Jesus Christ was their enabler”. This is also
consistent with what the Bible says regarding Christians’ source of strength
(Philippians 4:13, NTL, Bible Gateway, 2015). It could be interesting that future
studies test these two notions in the context of other NPOs, or even in corporate
and SMMEs sectors. Furthermore, the discussion also had instance where audits

were mentioned.
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5.3.3.2 Audit

Internal audit can be divided into accounting and finance audit as well as physical
audit of processes and resources of an organisation. In this study, the majority of
participants seemed to have focused on monetary aspects of audit in church
context. This neglected the qualitative inspection of strategic management
processes that are critical for both environmental analysis and strategic evaluation
and control. That said, the finance component of the audit process was equally
essential in bringing prudence towards the strategic agenda of the church. The next

participants alluded to the roles of various persons within his management team.

“So, the committee body consists of representatives from all these units, it
builds up to 24 to 25 members, as such we have an internal auditor as well

for the sake of our financial records.” — Participant 10

In his understanding, the efforts of internal auditors were mainly to scrutinise
financial statements against financial transactions. While this was an essential
aspect regarding financial discipline and stewardship, it would appear that other
non-monetary scrutiny and analysis might have not given the attention they merited.

The next participant mentioned some of the tools that his church explores.

“OK, with tools I'm looking at in that many tools obviously that | employed,
issues around internal audit that have to do with analysis of your immediate

environment.” — Participant 17

As a departure from others, participant 17 viewed an audit with the totality it
deserved given that there was not any explicit mention of it alongside financial
scrutiny. In this instance, auditing was also employed for environmental analysis
and not for reporting purposes only. The next participant also highlighted how audits
within his church are being administered.

“Every ministry has a treasurer, people with knowledge in finances are co-
opted to strengthen the finance committee to check internal audit before audit

is done externally.” — Participant 23
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Even in this instance, the participant alluded to the audit on finances only, qualitative
auditing was omitted. This latter type of audit was critical, more so on NPOs such
as churches who mainly focus on value creation rather than profit making. This

section was followed by resource-based view tools.

5.3.3.3 Resource-based view

As already alluded in the previous section, resource-based view (RBV) stems from
the notion that the organisation’s resources are critical in enabling it to realise its
strategic advantage within its sector or fraternity. It is also to be appreciated that in
broad terms, RBV categorises the organisation’s resources into tangible, intangible
and capabilities. In the case of a church, it is to be appreciated that it is an NPO,
and as such, the skills and services offered are often voluntary in nature.
Furthermore, most tangible resources or assets are often very limited. In addressing
intangible resources, the protection of the often-fragile reputation of church is of
critical importance since a church is often viewed to be custodian of moral capital.
The following participant alluded to the capability component of RBV in skills within

the church.

“Also, | think we need to focus on those issues, remember | spoke about
skills audit. On the skill audit, my main aim or my main goal is that as a

member of [my Church], | need to know who is an electrician in the church?

If I have a problem with my electrical stuff at home, | need to pick up a call
and call “Ntate [Mr] so and so.” | need to know who is involved in catering
and deco businesses. So that is my whole aim of doing that skills audit.” —

Participant 4

Participant 4 heightened the value of one RBV components in capabilities by
making an example of the benefits of skills audit that he undertook within the church.
This allows for a strategic fit among church managers, volunteers and workers who
were assigned areas of responsibilities. Moreover, this skills audit process also
served as a vehicle to provide economic opportunities to worthy members of the
church based on the identified capabilities. The next participant attempted to link

skills sets to professionalism.
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“Getting it done, everybody’s details there, everybody’s trade or profession
there so that, | think the church also needs to be led professionally. Yes, it is
a spiritual and pastoral institution, but we need to lead the church
professionally as well, and we can only rely on our professional people who
are already exposed to these systems and processes in the corporate
because there is money involved, there is planning involved, there is

strategies. “
The same participant went on to say:

All your questions sad to me, we really need those professionals to begiven

a chance. Let us lead the church professionally.” — Participant 4 continues...

This participant was appreciative of the fact that while church was not a business,
it also required knowledgeable managers to run it professionally. Inferences were
made to that effect that a strategically inclined church is likely to be such that is run

professionally and in an orderly manner.

This is consistent with the biblical scriptures that endorse management and
stewardship as some of the main purposes of human existence (Genesis 2:15, NTL,
Bible Gateway, 2015). If follows that another scripture states that “let all things be
done decently and in order” (1 Corinthians 14:40, NTL, Bible Gateway, 2015). The
following participant made an effort to explain how important it is for church

members to volunteer their skills.

“But before that, everyone in the church was a volunteer, except the pastor.
So, we depend entirely on some volunteers because we are not in a position
to get them paid. Most people don't even want to be paid for working at
church, you know, our doctors volunteer, psychologists volunteer If there is
someone who needs help, they call a psychologist translation, they just do it
for free. So, volunteers play a major role in the church and that's what | think
also makes it difficult for us to leave because when you need volunteers you
depend on encouragement. You know you have to encourage them because

you don't have money to encourage them.
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| read this article that | read today they call it a primal leadership, you know,
so you really have to make people feel good about themselves but this not
doing the work , like in a business where you have to give money and other

incentives.” — Participant 17

The participant alluded to the culture of voluntarism that resonated within the church
that he managed. Some skilled professionals offered their services to the church,
and these seemed to contribute towards the social wellbeing thereof. There was no
tangible incentive provided to that effect except for encouragement from him as a
manager. This is consistent with literature on the encouragement and motivation
roles that the strategic leader ought to be doing, over and above instilling a healthy
social culture within the church (also in Slavik et al, 2015 and section 2.9 of the
literature). This further provides a good foundation in building a capable and caring
church. In RBV terms, even though other tangible assets could be lacking,
capabilities could enable the church to secure tangible assets such as movable and
immovable assets and boost its intangible assets such as reputation and branding.
Based on the skills gaps that he identified, the following participant expressed his

desire to make personal developments.

“l would like to have more training to know managerial skills and | think
something like bookkeeping are required to flash that, | must be able to read

German, as part of our curriculum.” - Participant 24

This participant saw the need for human capital development initiatives that would
enhance his managerial performance. This suggest that while himself and his
church may have had other assets and theological experience, the need for
securing other management and communication courses was essential. Many of
the participating managers saw the need for skills audit and skills development as
some of the critical RBV components that will enable them to improve
professionalism and sustain the church, even during challenging times. As such, it
could be interesting for a future follow up study to monitor the areas of human capital
development of churches. The strategic planning tools of churches are summarised
in the figure below.
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Figure 5.3: Strategic Planning Tools of Churches

Source(s): Fieldwork Interview Data

From literature, there are various strategic planning tools from both the process and
emerged perspectives. These tools range from environmental analysis, strategic
direction, and in setting of strategic objectives. The literature section covered more
tools regarding the corporate sector. There was a discussion done to explore NPOs
such as churches. From the interviews with participants, a few strategic planning
tools emerged. Broadly speaking, the following were tools discussed with
participants: statement of needs, SWOT analysis, resource-based view (or resource
audit) and internal audit.
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With regard to statement of needs, one participant stated that his church discussed
the immediate and pressing needs of the church and its management during council
meetings. Various departments within the church, starting from the pastoral group,
presented their needs analysis that merit attention in effectively implementing the
strategy at hand and some of the church council’s resolutions. It would appear that
needs presented were further prioritised according to their value and consequences
in the event that they get ignored. It was not clear if the statements of needs were

analysed against the budget constraints of churches.

It was not surprising that SWOT analysis was one of the popular tools mentioned
by participants and its commonality was very evident. The majority of participants
went on to explain the strengths weaknesses opportunities and threats of their
respective churches. Approximately 20 participants discussed the SWOT analysis
of their churches. Among their discussions, there were weaknesses of aging church
community, fewer economically active church members and child-headed homes.
Some of them stated weaknesses were rather consequences of their weaknesses
instead of the weaknesses themselves. Opportunities lied in the areas of youth
development and embracing technology for modern worship. With regards to
threats, most participants alluded to the regulatory environment in terms of the
fragile relationship the church had with government as these seems to threaten the

co-existence between the two entities.

Some of the participants alluded to resource-based view in terms of rich identity and
history of their denominations and by extension churches. Approximately 6 of the
participants made RBV related inferences. That constituted 24 of the total
participants. This overlapped also when discussing the strengths of churches. There
was a burning desire by some participants to do skills audit among church
managers and congregants at large. This approach seemed to work well in certain
instances. There was also a challenge regarding old church equipment that made
it difficult for the church to respond to the needs of the digital age. There seem to
be reluctance in certain sectors within churches and sometimes lack of funds to

purchasing modern equipment and in embracing modern strategic tools.
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It was not clear with regard to audit that participants were doing both physical and

financial audit of the church resources and among various church departments.

It was also not that clear when coming to the ethics surrounding the process. Some
churches went as far as appointing building committees to account for the churches’
tangible resources. The next section addresses the research question 4 about the
strategic implementation drivers employed by churches.

5.3.4 DISCUSSION OF FINDINGS FOR RESEARCH QUESTION 4: WHICH
STRATEGY IMPLEMENTATION DRIVERS ARE EMPLOYED BY CHURCHES?

As alluded to in the initial sections of this study, strategic planning ought to be
implemented. With strategy implementation, the drivers and instruments are often
needed. In this section, the strategy implementation drivers were reported upon. At
the center of strategy implementation lied strategic leadership this is followed by
aspects such as culture resource allocation organisational structure and many other
roles (also in Rani, 2019; MiSankova, & KociSova, 2014 and section 2.9 of the
literature). By implication, a strategic leader has to put together mechanisms to
ensure that the aforesaid strategic drivers are utilised effectively towards strategy
implementation. It would appear that in some instances leadership and
management were used interchangeably. Participants gave accounts of leadership
and the rest of the strategy implementation drivers below.

We really had serious challenges before in terms of the differences between
leadership and management. We had to define those roles and making
others to understand where management is supposed to be, where
leadership is supposed to be, or who's leading, who's managing, and then
sometimes you find that management includes leadership and some of

leadership includes management.” - Participant 17

Participant 17 set the tone for the discussion in terms of expressing how difficult it
was for his church in particular, and organisations in general, to distinguish between
concepts of leadership and management. He alluded to the fact that there are often
overlaps between the two concepts and that caused serious confusion among the

management team within the church.
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This is consistent with the management theories that suggest that management
deal with among others, planning, organising, leading and control (Drucker, 1954).
The following participant alluded to the culture of his church.

“We do have the traditional and the liberals, we try to be inclusive. But my
inclusiveness also goes to an extent of saying, uh, everybody, we need to
embrace everybody. | think that is what | am emphasising more. That is the
culture that | am trying to instill in our people’s mind, that everybody needs

to feel like they are part of this church, equally so.” - Participant 4

This is one of the examples of how leadership style played a role instilling its ideal
culture within a church. In this instance, it would appear that participant as a leader
or manager was keen to be as inclusive as possible. There was a deliberate action
from the part of the participant as a leader towards those involved within the church
to have a sense of worth and belonging. This is consistent with the role of strategic
leadership in terms of motivation and maintaining a healthy organisational culture
(also in Kumar, Chhabra & Gera; 2020). The subsequent participant mentioned of

the challenges that his church was confronted with.

“I think the key challenge comes with implementations. Not all members work
at the same pace as the others. Not all members give the output that is
expected so this is the challenge at the implementation stages Sometimes
implementations are poor and sometimes there are misunderstandings, so
at this stage really that one is ah, when it comes to implementation. | become

worried.” — Participant 8

Participant 8 appreciated the challenges associated with strategy implementation.
It would appear the bigger challenge lied with the human factor. This means that
not everyone is equally committed in implementing strategy. This is consistent with
the section on change management and strategy (also in Griffin et al., 2017). This
means that while strategic planning could be a linear exercise, strategy
implementation often presents various intricacies. The following participant

mentioned structure and culture as some of his church’s implementation drivers.
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“So, the church, the drivers that we employ in its structure, in the structure of
the church, we have a diverse culture that is in the church, we are white and
some people in the black community. When we are electing the management

committee, we do consider that.

We say for matters of the proper understanding of the problem of the
requirements of the expectation of a black person we put a fellow black
person who understands the culture of his people to represent them. Also, in
the white culture we also put someone there and we also consider
implementing issues along these two various interests because we fear
saying that using one decision then to serve both people whom we know
have basically have sense of belonging which is a little bit different.” —

Participant 8 continued...

Participant 8 sought to explain strategy implementation drivers of the church.
Among other things, he explained that there is a structure that they put in place that
came into effect once the management committee had been elected. Diversity was
apparent in terms of management team and congregants. Cultural differences were
embraced as the church congregants from various races were involved. This is an
important aspect given the racial dynamics and the historical accounts of racial
segregation in South Africa. It takes strategic leadership to manage change and
also instill a healthy working culture (also in Jepperson & Meyer, 2011 and section
2.9 of the literature). The participant explained how his church strategise at the

beginning of the year.

“At the beginning of the year, we must wait for example for the year plan from
the diocese, the dioceses give the year plan then the deanery do his own
program that comes to the parish, and we here try to organise our own
program that goes to groups in the church and each one know uh, then each
member can know what he is called to do. Then at the end, we do our own
evaluation here, we take to the deanery, he does also his own evaluation

then takes it to the bishop.” - Participant 9
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Participant 9 summarised the strategic management process from planning,
implementation and control and evaluation. He categorically expressed each
diocese exercised strategic leadership in term of putting together the structures and

roles that are assigned to each member accordingly.

These are some of the responsibilities of a strategic leader who needs to articulate
the vision and plans, operationalisation of such plans to the broader stakeholders
and further put mechanisms of evaluate whether or not the vision and plans are
attended to accordingly. The following participant explained his church’s leadership

style.

“Our leadership style seeks to emulate the leadership style of Jesus Christ,
which is a servant type leadership style, it's not really an autocratic type of
leadership style. And so, we seek as leaders to serve the needs of the church
by involving them also and the church leadership style is always

congregational but elder led if you like.” - Participant 12

This participant alluded to the leadership style that his church predominantly
adopted. Noteworthy, servant leadership which is much more of modesty in
characteristics and inclusive in nature. According to this participant, this leadership
style emulated that of Jesus Christ who is the leader and founder of their Christian
Faith. This aspect also talks to the fact that they are employing a democratic type
of church government (also in section 3.9 of the literature). The participant seemed
well aware of other types of church government and leadership styles that appeared
not to fit in how the church administered its affairs. This participant also discussed

what his church’s leadership style is about.

“As a priest here and obviously the rector, the rector is like a CEO of a
company, | worry about the people. | worry about the people that our strategic
management should enhance, develop, form, and grow the people to be of
guality that can make a difference in their own lives, the church and their
community. | worry about people, the kind of people we bring on board, once
they are on board they need to work, you come in to learn then you go out to

bring others and influence others.
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And in that way, what | worry about is the citizenry of the country depends
on that, it depends on the church forming people to being a particular type of
people and they must be able to go out again because of the capacity of the
church, I think its Rick Warren, a pastor in America, wrote a book | read. And
that has been guiding me. He says, “the capacity of the church is not to be
sitting but the sending out”. For me, the primary purpose of the church is to

influence people to go out and make a difference.” - Participant 13

Participant 13 clearly articulated the role he thought a church manager and leader
are expecting from himself and his management team. He raised concerns about
the caliber of people who surround him and who charged with the responsibility to
implement the strategy at hand. This is consistent with the notion of barriers to
strategy implementation and the urgent need for change management to take place
(also in Barrows, 2009). This participant demonstrated that he understood what it
took to be a strategic leader. The principles of ethics, servanthood, and that of being
a caring global citizen became apparent. The participant seemed passionate about
mission and outreach as their key church values and had a different perspective
regarding the way the church ought to function. The following participant described
how challenging it is to lead an NPO.

‘l call a meeting, can | get the report by next week, and then people
understand. But the problem is, we are working with volunteers at church, no
one is paid at the church except the minister and the cleaner of the church,
now all our people are volunteers and we give them responsibility you still
have to come alongside him and journey with them to make sure they do
what they are supposed to do, so yeah, the timelines are always late,

whatever timeline we give ourselves, the work will be done.” — Participant 16

This participant expressed that most of the church workers and management team
were volunteers. This seemed to make it difficult for his and other leaders to enforce
absolute accountability and service delivery among those who were assigned with

certain responsibilities.
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That said, it would appear that most of the tasks were eventually completed, even
though not always on time. This meant that their timelines were not always met, and
this reality could have resulted in strategic failure. He continued by saying:

“That’s where the local vision and the mission come into play and yeah |
think. But we still need to find ourselves as a local church that’'s where we
are, but in the church there is no... other than myself as a minister there’s no
one who will push all the members to do their job and should anything fail to
happen they come back to me and ask as a minister what have you done to
ensure that that timeline was reached or that thing happened so my job is to
actually run behind people and say let's get it done.” — Participant 16

continued...

As part of their mandates, strategic leaders are charged with the responsibility to
manage incentives. In the corporate sector, salaries, wages, bonuses and other
non-monetary incentives are very common. However, this is completely different
when coming to NPOs such as churches. Participant 16 alluded to the challenges
that him and his church had to confront in that almost all those responsible to
manage the church (with the exception of the sitting minister) do so on a voluntary
basis. This may have made service delivery a bid challenging, given that he found
it hard to motivate people without any monetary incentives and expect service
excellence all the time. The fact that people work on a voluntary basis made the
culture of accountability difficult to achieve. It would appear that because incentives
did not exist, there was possibility that the set targets may have not been fully
achieved. The subsequent participant also accentuated the difficulty one may face

when leading an NPO.

“We really have little to motivate to assist, so you depend on one prayer,
depend on preaching and that people feel good about themselves then they
do the work. So, you have to be a little bit creative, sometimes you promise
things that you can't fulfill but the main important thing is to show people the
bigger picture and then, that they can see themselves in that desire to end.”.
— Participant 17
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This participant alluded to the challenges that his church faces in keeping other
managers who happened to be volunteers motivated. He alluded to creative ways
that he had to find to keep everybody motivated and feeling that they are part of the
process. On other things he mentioned, charismatic leadership style and
communication that he had made in order to try and show everybody involved to
see the “bigger picture” were key factors. The next participation also explained his

leadership style.
“But I'm also leading people through participation.” — Participant 20

Participant 20 alluded to the fact that he led through participation that would mean
that he also led by example through a consultative approach. In some instances,
these tend to motivate his team to function as a unit, and not in silos. The following

participant made inferences of servant leadership.

“The management team is not the fastest operating but specifically involved
in teaching full time. I've been saying | want to work for the Lord, and we do

it for free.” - Participant 22

This participant expressed servant leadership principles in that he committed
himself to safeguard his church missio with any expectation. This was a typical
example of someone who volunteered wholeheartedly and required relatively little
motivation to perform his duties. He clearly understood what he was called to do
and executed it effortlessly without complaints or recriminations despite him not
being compensated. The next participant accentuated the sentiments of

servanthood within his church.

“‘Many people are volunteers they volunteer their skills at the church.” —

Participant 23

Participant 23 expressed that many people in his church volunteer their skills for the
betterment of the church. This is a classic example of setting a culture that the
church managers want to instill among congregants. With a significant number of
volunteers, often comes cost savings possibilities given that the church seldom
affords to pay professionals when requiring their service. A few participants

mentioned how resources were received and allocated within their church.
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These participants further explained that those resources were spent and
accounted for. It would appear that for successful revenue collection, a specific
project had to be in place in order to encourage givers to contribute with a certain
goal in mind. The next participant made an example of committed leadership and

culture within his church.

“In terms of resource availability, we've actually had a major change in the
past two years. So, like | said we had this property bought. So, we started
building this, developing this property. So, our major income for the church
as such is the subscription amount that our members give. So, at the moment

we have a set subscription amount per working member.” — Participant 10

The participant alluded to what the church adds to the list of their resources. After
collecting revenue through monthly subscriptions from working church members,
resources allocated towards the church building and other related structures that
they have recently bought. This appeared to be one of the recent major
achievements in terms of their quest to expand their church in ministry. This
participant mentioned an example of selflessness as a culture that became
prevalent within his church. He suggested that people would rather support a
particular project or agenda instead of giving habitually without having seen the
noble causes that the church got involved in. As a result, it would appear that
resources were allocated to specific projects which were ran by the church, some
of which involved both the mission and outreach. As contribution towards resource

allocation, this is what the following participant had to say.

‘We do SWOT analysis; we do budget analysis.” — Participant 17

continued...

This participant further alluded to the fact that they do aspects such as SWOT
analysis where they look at their strength, weaknesses, opportunities, and threats.
Based on these, the church was then in a position to do a budget analysis that
enabled it to look at the optimum allocation of sources to implement strategy.
However, it was unclear how budget analysis affected the master budget in the

allocation of strategic resources for implementation purposes.
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Meanwhile, the following participant explained the composition of the church

management structure.

“Our committee is basically the Board. Our constitution doesn’t allow for a
Board of Directors. We are a hon-profit-organisation, so our committee is our

Board which is elected every two years by the community”. — Participant 5

Participant 5 stated that at his church they do not have board of directors as this
role is handled by the executive committee. Therefore, these two roles (board &
executive) are assumed by the same people. This seemed to be a very different
approach to aspects of management and governance in many organisations, more
especially in the private sector. The next participant who was from andifferent
adherent denomination from the previous participant also explain the management

structure of his church.

“We don’t have a structure like the Board. If we could say we have a Board
then we would say it is the diocese that oversees everything.” — Participant
8

Participant 8 expressed the lack of a Board within his church. That being said, the
dioceses which served at regional, or presbytery levels assumed the role of the
Board. In greater detail, the participant further explained that:

“Well, we are, basically or primarily, it is the parish priest who runs, who is
like a pivot everything revolves around the parish priest. So, the parish priest
is assisted by two organs, that is the pastoral council or the parish pastoral
council and the finance parish council. Now the parish pastoral council
assists the priest mainly on how to mobilise for liturgy processes and also
administrative concerns and activities. In fact, the day to day running of the
parish is basically the decision or the working of the parish priest together
with the parish pastoral council to see that all goes on well. Whereas the
finance committee is there to manage the financial activities of the church.

They do help in budgeting together with the parish priest.
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They do report to the parish pastoral council, and they also account and keep
money and ah, the parish priest will only obtain resources through formal
processes using the parish pastoral council. And also, they help in the drive
to bring, to get income for the parish. Like sometimes they organise
fundraising through parties and so forth. So, these two, together with the
parish priest are mainly the spearheading administrative and management

committee members or individuals.” — Participant 8 continued...

This participant further expressed that his church’s structure was divided into both
the pastoral council and finance council. In the pastoral council, roles are defined in
terms of looking on the liturgy processes that have got nothing to do with
administrative responsibilities. As a support function, their finance council assumed
the role that was administrative nature. That said, the church displayed elements of
SE through fund raising initiatives. These roles were clearly defined, and their main
objective was implementing the strategies of the church. The following participant
described his church’s composition of both paid and volunteering church
management team. This is with consistent literature on SE (also in Souza & Rocha,
2019; Cafferky, 2015a and section 2.12 in the literature chapter).

“We don’t have a board, we have an executive, deacons and elders who form
the executive. We only have two full time paid stuff positions, one is vacant
at the moment, so everybody else is a volunteer. Everything really in our

church happens through of volunteers.” — Participant 12

Participant 12 suggested that they did not have the Board of Directors, but only had
deacons and elders who together were regarded as the executive committee. The
participant further stated that the management team consisted of a few paid stuff
members in many volunteers. It could be interesting to learn how the two types of
managers (paid and volunteers) co-existed without conflict and in a productive

manner. The following participant described how racially diverse his church was.

“So, we are finding our way within management of the church to have a voice.
We have Black minority families, we’ve got Coloureds, we’ve got Indians,
also we have Black people who are a minority and White people are a
majority.
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But management style of this church is that we are not managed by the
pastor, but we are managed by the church council, the elders. We've got
about eight elders who all of them are in different professions, but when they
come to church, they are elders, they are able to listen to the Word of God
and they are able to pray and say, “Lord where are leading this church?”
And together me as the moderator and the church council, we make the

decisions that lead the congregation.” - Participant 16

Participant 16 alluded to the fact that his church had a total of eight elders who were
regarded as the church council. He further revealed that his church council
embraced diversity in terms of race and other demographics. Moreover, the
participant went at length to explain their theocratic type of church government that
also informed the management style and how strategic decisions were made (also
in section 3.9 of the literature). This is consistent with literature section on the type
of change government whereby Theocracy prevailed within their church council
wherein they had to have “quiet time” in seeking to understand what God requires
them to do (McDonald, 2015, Word Truth 2013). It was not clear how that assurance
from God was realised. The following participant also explained the structure and

composition of his church’s management team.
“The church comprises of elders and deacons.” — Participant 21

Participant 21 suggested that their church structure consistent of elders in deacons.
It would appear that the two groups executed both the liturgy and administrative
roles. When put together, they were regarded as the church executive committee.
It was not clear if there were instances where the two groups of role players clashed
in ideology or doctrine as this reality would have hampered their productivity. The
strategy implementation drivers of the participating churches (as per the interview

data analysed) are illustrated in Figure 5.4.
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Implementation Process and Path

Figure 5.4: Strategy Implementation Drivers of Churches

Source(s): Fieldwork Interviews Data
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In this section, it became very apparent that leadership was at the heart of strategy
implementation drivers. This leadership had to do with the role that church
managers had to perform in their quest to successfully implement the strategy.
Among other drivers were aspects of culture, resource allocation, structure, and
change management initiatives. All these drivers had to be put together by the
church manager, who played the role of a strategic leader within church settings.
That meant the strategic leader was responsible for proper stakeholder
engagement, communication and consultation. It also became evident that the type
of leadership depended on the type of denomination from which the church was
coming. Moreover, the type of church government had an effect on the type of
leader who is assigned to implement the strategic agenda of the church (also in
section 3.9 of the literature section, Word Truth, 2013).

Moreover, the church's strategic leadership is very influential in instilling the type of
culture the church was expected to have. As indicated before, several churches
alluded to a rich history and culture that influenced how the church was lead, and
managed and also the style of worship. In most churches, the structure seemed to
derive from the denominations and their general practices. Once more, the type of
church governmentdictated if this church structure would be too hierarchical or a
much flatter structure. This is where the issue of change management became
important. It would appear that not all structures and cultures enabled the strategy
to thrive within a church. This meant that the strategic leader was often confronted
with a dichotomy of making the balancing act of retaining the church identity while
at the same time introducing it to the 21st-century ways of doing things. Stakeholder
engagement is a constant and very important aspect of strategy implementation in
church settings. Among the key stakeholders that needed to be lead, were various
types of congregants, denominations, the regulator environment and the immediate
communities. This meant that, while the older generation wanted to hold on to their
history and identity, a strategic leader was confronted with the growing reality of

despondency among young congregants.
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This dilemma required creativity on the part of the strategic leader. Still on strategy
implementation, in the next section, the strategy implementation drivers were

discussed.

5.3.5 DISCUSSION OF FINDINGS FOR RESEARCH QUESTION 5: WHICH
STRATEGY IMPLEMENTATION INSTRUMENTS ARE EMPLOYED BY
CHURCHES?

As alluded to in the literature sections, strategy is often challenging to execute.
When following a process approach, among other things, church managers require
instruments to execute the strategy at hand. Some of the key strategy
implementation instruments are policies, functional tactics, and incentives. In a
church context, policies are normally documented and often find expressions in
constitutions, church orders, canons, and other guiding documents. The functional
tactics could be found when the strategy is filtered down to various departments
within the church itself. When referring to incentives we refer to financial and non-
financial benefits that the managers may enjoy. These may come in the form of
stipends and gifts received. This section discusses policies, functional tactics and

incentives of church managers. This action departed with a discussion on policies.

5.35.1 Policies

In many instances, church policies were reflected in the form of a constitution. The

following participant explained his church’s policy documents.

“We do have the canons and constitution of the church. We start from there.
We do have what we call the rules and regulations of the diocese, the district.
Also, scripture. Scripture, the Bible, you know, it's one of our main policies in
the church.” - Participant 4

Participant 4 highlighted that policies within their church stem from the canons, the
constitution, rules, regulations, and even the Bible. This enabled the church to set

out policies that can allow it to respond to the strategic agenda at hand.
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With the policymaking tools at their disposal, it could be interesting to learn of the
contradictions that may occur as a result of these tools, including the Bible. It was
also interesting to learn how the Bible dealt with the current reality in terms of policy
making which subsequently affected the strategic trajectory of to church. The
following participant explained where his church’s policy document in the form of a

constitution was derived from.

“So, we do have a constitution that guides how our processes work at any of
our members’ meetings and the members meeting is really the authority in
how the church is run under Jesus Christ, of course, because He is the above
authority, of course. So, we operate according to a constitution which is
published on our website, anybody can read it. So that’'s how | suppose is

the instrument that we use.” — Participant 12

Participant 12 indicated that his church depended on the constitution, which is
derived from the principles laid down by their deity who was Jesus Christ. Their
constitution guides the church during the deliberations in meetings and other
sessions. This document thus served as a policy instrument that was also
conspicuously displayed on their website. The next participant explained how his

church uses its policy document to deal with statutory matters.

“So, we have the canon that articulates clearly even in terms of discipline.
How to go about discipline, wrongdoing, and a whole lot of things.” —

Participant 13

Participant 13 heightened the significance of their canon (which is also one of the
policy documents) in terms of maintaining discipline, law and order. It is to be
appreciated that such a document had a role to play in shaping the culture of
management and that of congregants within the church. In this instance, aspects of
policy and culture overlap in terms of strategy implementation drivers and
instruments. The following participant warned that while his church derived their
policies from the Bible, there were instances where Bible verses were translated

into policies that only suite a particular narrative.
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“This is the law of the church, you can find it also on the internet, you can
check, this is the constitution. You can see it's amended, every time we
amend it every time we add or remove depending on the culture of the church
and what’s happening in the country. We are a church that is ruled and

controlled by the Bible.

We have these laws just to give order, just to give order within the church,
otherwise we will not have order if we bring the Bible everybody will read one
verse and will interpret it twenty times, whereas if it's the law it's there and
then we are able to say this is what the law says we should solve this

problem. | don’t know if I've answered this one.” — Participant 16

Participant 16 made a significant departure from other participants’ submissions in
that his church relies less on the Bible because it might be prone to multiple
interpretations. This means that the church's constitution depends on and is more
consistent with the laws of the country than those of the Bible. Furthermore, the
participant alluded to issues of transparency in terms of access to the constitution
of his church, given it availability then of on the public platforms such as the Internet.
It became apparent that the constitution of the church was constantly amended to

deal with the current reality. This participant further stated that:

“In the constitution, it's self-explanatory, I've got a detailed part of it, | can
send it to you if you want, it explains everything, even when you go to general
meetings and the moderator is the one running the meeting after two years,

we choose somebody else” — Participant 16 continued...

Once more, participant 16 demonstrated the correlation between policies and the
culture of the church in that the policies determine who leads the church and for
how long. Therefore, the type of church government had a bearing on policies, and
policies also have an effect on church government and management style. The
following participant was concerned about the balance that needed to be struck

between the biblical principles and the current reality.
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“We have approved policies, finance policies. Yeah, | said policies and we
have the constitution that assist us to manage the church and then reach our
goals but with the church, you know things actually sometimes people say
now let's be biblical people, let the policy wait, let the constitution wait and
let's use the Bible, the Word of God, and then what does the Word of God
say?” — Participant 17

Participant 17 alluded to their policies and the constitution that the church employ

that allowed it to realise its strategic objectives.

That said, the participant seemed to be in a predicament with congregants and/or
church managers who would sometimes challenge policies and propose that they
be put on hold as these policies may seem to be in contrast with the Bible, which is
deemed to the Supreme document which bears the Word of God. This seems to be
a growing trend in some denominations that were more traditional in culture. This
made it difficult for managers, especially the presiding officers, to pursue policy
positions that would have allowed the church to have realised its strategic goals
without fear favour or any form of undue sentimentalism. The following participant
was grateful for the introduction and implementation of the policy document as it

matters easy to follow.

“Without the church order, they will be going in circles on what they think can
be done. Searching from the members of the congregation for a strategic
approach. The challenge is that members of the church do not want to see

changes happening.” — Participant 25

Participant 25 credited the church order that served as their policy document and a
guiding document that shapes the strategic direction of the church. That meant that
if the church order was to be implemented unfairly, confusion could occur in terms
of what the church needed to do to achieve its strategic objectives. Inferences were
made to suggest that the implementation of the church order may have sometimes
yielded unfavorable reactions from congregants who may not be in favor of the
change. This again brought into light the intricacies of culture and policy in the
strategy implementation context. In the next section, the discussion was based on

incentives as part of strategy implementation instruments.
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5.35.2 Incentives

This issue of incentives was arguably the most sensitive one, given that the
participants were from NPOs. It appears that most participants were often

confronted with limited financial and other related resources.

“‘Nobody gets paid in the church, except the pastors, nobody else gets paid

we just volunteer.” — Participant 2

According to Participant 2, no one in her church was paid except the pastors. The
majority of people performed their management duties voluntarily. This is a usual

occurrence in church settings. The same participant went on to say the following:

“We know people who are coming from far who are usually unemployed,
some of them are schoolchildren who always organised transport to come to
church. So, when they don't have money, yes they don't come to church.” -

Participant 2 continued...

Participant 2 further highlighted the challenges they often face for not paying
volunteers, especially those who are not in any way employed. In the light of this,
the church assisted in easing the transport costs of volunteers as an incentive to
keep them committed to the strategic agenda of the church. While this gesture was
targeted at school children, other unemployed congregants also received this
benefit. This phenomenon falls under the non-monetary incentives that are part of
the strategic implementation instruments. The below participant displayed how
disempowering it was for him and his management team to motivate church workers

who they could not pay.

“We really have little to motivate to assist, so you depend on one prayer,
depend on preaching and that people feel good about themselves then they
do the work. So, you have to be a little bit creative, sometimes you promise
things that you can't fulfill but the main important thing is to show people the
bigger picture and then, that they can see themselves in that desire to end.”

— Participant 17
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In this instance, Participant 17 alluded to the difficulty he faced when having to
incentivise volunteers within his church. Due to limited resources, there were
instances where he had to make empty promises and where there were broken
promises in terms of incentives. Nonetheless, he encouraged people to see the
bigger picture in terms of what needs to be achieved at a strategic level, the way
incentives were being administered seem not to be sustainable. This may have
affected the strategy implementation path to have low morale in the long term. In

this instance, aspects of ethics, culture and incentives became affected.

The following participant also expressed the challenges of dealing with unpaid

volunteers within his church.

‘| see this change happening, you know. | think | think jobs are becoming
scarce, people are trying to find avenues of making income. | have noticed
in the 20 years that I've been involved as | said, one of the challenges is to
see how a ‘voluntary basis’ is not as much as it used to be, and | think that's
due to the fact that the people would like to get some kind of an income for
what they do, and the second part is that we really need to probably
strategise cause | think so I've got strategies but not working, and we aren't
maybe, there's a breakdown in the marketing but we aren't seeming to get
people who do wanna participate in the plan that we have developed.
Volunteers must be paid in a position of influence. And that is impossible, it

will be great to pay volunteer.

But | think in an ideal world | would like to see volunteers being paid but on
the other hand, | think people need to understand that when it comes to
resources that resources are getting smaller and smaller in proportions.” —

Participant 20

Participant 20 made interesting observations in terms of volunteer incentives and
strategy implementation. He highlighted how difficult it was to motivate unpaid
volunteers because it seemed difficult to inspire them to perform at their true

potential. Also noteworthy was the reality of shrinking resources over the years.
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While the participant was not against the payment of volunteers, he deemed it
appropriate for volunteers to understand the dynamics of money and resources in
a church setting. This could mean that the church would need to find creative ways
to keep its workers motivated, and nonmonetary incentives might play a significant
role. Many people are volunteers; they volunteered their skills at the church, and
members of management ensured that payments were made by congregants so
that they were able to pay the sitting pastor. The following participant was seeking

to explain the role of some of the volunteers in his church.

“‘Some are responsible for the finance and banking. Some are coming up
with ways of adhering to policies, the training issues of the church and

looking at the wellbeing of the congregations.” — Participant 23

With appreciation and gratitude, participant 23 explained some of the key
responsibilities of volunteers and the contribution they make to the church. Even in
this instance, only the pastor was paid, and the rest of the church management

worked voluntarily. This section is described by the diagram below.
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Figure 5.5: Strategy Implementation Instruments

Source(s): Fieldnotes Interview Data
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This section gave an account of the responses received from participants during
interviews with regards to strategic implementation instruments of churches. Based
on the feedback received, it would appear that churches mainly received those
mandates from their denominations. That meant that churches were denomination
governed. Most of their statutes, policies, procedures and laws stem from the
decisions made at the denomination, and in some instances at dioceses levels. In

some churches, reference was made to cannons, constitution and church order.

The contents in those documents had to do with the policies or policy positions of
the church. It is important to note that the majority of the participants’ churches
preferred constitutions more than any other type of policy documents. To be precise,
14 of the participants relied on the constitution as their primary policy document,
whereas 7 and 5 utilsed the church order and cannon, respectively. It became
interesting and even though unclear why more churches preferred the constitution
over other types of policy documents. Some of the major features in the policy
documents were church structure, the roles of the church managers, issues of
church membership, policy amendments, statutory meetings, general meetings,
governance, finance, accounting, and reporting, selling, and purchasing of church

assets, as well as the termination or dissolution of a church.

Another implementation instrument discussed was the issue of incentives. In this
instance, it was about looking at reward systems, stipends, and gifts of church
managers. The circle on the right-hand side of the figure, signifies both the limited
and ever-shrinking incentives within church settings. As a common feature, All the
participants) alluded to the fact that they were not paid and that their services were
done voluntarily. Some allude that only the sitting minister, his secretary and some
maintenance personnel were provided with a stipend. It is not very clear how the
churches rewarded the efforts that participants contributed toward strategy
implementation. It was also unclear how the church could sustain a healthy
management team without proper, regular and guaranteed reward systems and

incentives. This is where the difference between corporates and NPOs lies.
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The proposed solution to this aspect and other strategy implementation instruments
will be further discussed in the recommendation section. Nothing was said regarding
the functional tactics. This was inconsistent with the literature (also in Thompson et
al., 2015 and section 2.9). In the next section, the sixth and penultimate research

guestion on the strategic management control systems was discussed below.

5.3.6 DISCUSSION OF FINDINGS FOR RESEARCH QUESTION 6: WHICH
STRATEGIC MANAGEMENT CONTROL SYSTEMS DO CHURCHES
POSSESS?

In this section, strategic control, as well as governance issues of churches in
guestion, were discussed. Participants in this section discussed at length how they
went about in terms of strategy control that has to do with the evaluation of strategic
processes and matters of accountability. Linked to this were governance processes
that should have been in place even when handling public funds and in assuming
responsibility in a church setting. The discussion departed with strategic control that
has to do with management systems of ensuring that order and reflection are in
place regarding the strategic management processes of a church. Strategic control

was first to be discussed.

5.3.6.1 Strategic control

As mentioned in the previous sections, strategy has to be evaluated, monitored and
adjusted, if necessary, in order to ensure that the strategic objectives of the
organisation are achieved. This is also referred to as the checking phase of the
strategic management process. Aspects of accountability are at the center of this
phase. It takes a responsible leader with ethical culture to take stakeholders into
confidence on how the church is being administered and governed. One way of
doing this is to have an inclusive approach in terms of engaging stakeholders on a
regular basis for evaluation and introspection of the church. In this study, strategic
control was done by hosting annual general meetings, quarterly meetings and even
biannual meetings, depending on the constitution, church order or canon of

churches and/or their denominations.
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The following participant explained how strategic evaluation and control were
administered within his church.

“Uh, there is executive meeting monthly, there is council meeting. In those
meetings there will be finances presented of the last month, for example.
Then once they are approved by council, they are presented here every
month to the congregation and they are posted there on the notice board, in
terms of accountability, but not just money, even the things we would like to
do or achieve as council. After council meeting, there is a brief report that we
need to report this to the congregation, we need to report this to Sunday
School teachers, so there is that kind of accountability and transparency on

our side.” — Participant 4

The participant went at length to explain how they go about accounting to the
church. Moreover, the participant explained the frequency of meetings being held
by the church council. During those meetings, aspects of financial and non-financial
nature were discussed. The participant categorically expressed the church
management's desire to remain accountable, responsive, transparent and
consultative to the congregation on pressing matters of strategic nature. This aspect
addressed matters of proper governance and the principle of inclusivity that was
often required during strategic planning, implementation, and control. This
participant explained the strategic management processes in general and strategic
control in particular in the next quotation. The same participant continued to state

the following:

“Okay, | will talk about the church here in the parish. The priest is involved
as the chairperson and the leader of the church. Uh, we have got our
mandate from our constitution of the church that before the 15" of March
every year, we need to produce audited financials. We need to give a report
of the previous year. We need to give a proposed budget for the new year
and in that meeting we have to also elect the new church council. So, every
year before the 15th of March we need to go through that business.” —

Participant 4 continued...
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Once more, the participant addressed issues of timelines and targets that his church
set that ideally ought to be aligned to the vision and strategic objectives of the
denomination in general and his church, in particular. During this process, all
actions, processes and resolutions were to be taken in accordance with the church
constitution end statutes. In strategic management terms, this formed part of the
church's policies. The participant highlighted the issue of ethics and accountability
when alluding to matters of audited financial statements and strategy
implementation in terms of the budget approval and change of leadership (also in
section 2.9 regarding resource allocation and strategic leadership). The next

participant explained his church’s strategic evaluation and control procedure.

“We put this in the register, we have the parish register and all the meetings
are kept into a file for record purposes which the dioceses come in at any
time in the achieves. So, this archive contains every meeting, every letter
received and written out. So, this is like a deposit of all information, so it
serves for review, for planning forward and writing also our history it is also
in the archive, so it helps so much to evaluate and we also have evaluation
of money where the PFC is challenged to tell us how they have used the
money for frequent withdrawal of bank statements to verify and see how our

economic strength or how the PFC they are working.” — Participant 8

Participant 8 explicitly stated that meetings are held, and the records thereof are
kept safe and archived for perusing entities such as the diocese and designated
parish members. The record kept included both the narrative and financial matters
of the parish. The parish financial council evaluates and monitors the church's
financial situation and they do so through constant request of bank statements
against financial statements. All these activities demonstrated aspects of
transparency, inclusivity and responsible leadership. The aforesaid attributes
aligned to good governance principles (also in the King Committee on Governance
2016). Meanwhile, the subsequent participant explained the frequency of strategic

evaluation and control of his church.

“Once a month, that is to discuss the issues of the communities and to

discuss our target and then once a year, we have evaluation. “- Participant 9
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Accordance with the constitution and statutes, the participant expressed those
meetings are held at least once a month and both the strategic and operational
issues were discussed. Furthermore, the church was supposed to hold an
evaluative meeting at least once a year. These prescripts were a product of
constitution or a canon that constituted policy document in terms of strategic

management. The same participant continued to say the following:

“Every year we have our own evaluation, and | would give that evaluation to
my superiors. When it comes to the finance, every month the finance
committee must report to the dioceses, not to me and not to this group. When
they prepare their report, they prepare their report, they give us a copy and

they send to like uh, concerning the finance.” — Participant 9 continued...

As a manager, the participant was able to separate the annual reporting of general
issues to those of finance that the accountability thereof had to occur at least once
a month. In the spirit of transparency, the documents have to be circulated to the
dioceses to account for the use of money by the manager in their parish financial
council. As with the previous participant, the next participant explained the
frequency of strategic evaluation and control. That said, this participant further
disclosed who the responsible parties are to ensure that the aforesaid phase is

administered.

“So, in general, accountability is all dependent on the planning and budgeting
done by the general body. So, the general body gathers once a year for this
specific purpose They gather and say okay in this year this is our objective,
this is what we are going to plan for, look at the financial situation and say
okay fine this is the amount of money we are expected to get and based on

that, this is what we can do.” — Participant 10

Participant 10 attempted to make a link between planning and budgeting in relation
to the actual performance of the church. An emphasis was made in terms of
accountability which was placed on the church by what he referred to as the general
body that in other church circles was referred to as a denominational level whom

the church had to give an account to on the set targets.
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What was different from other participants was those plans and strategic objectives
were set at denominational level and implemented at the church level. The next
participant also explained the frequency of when such strategic evaluation and

control meetings were held.

“‘We have general meetings, members meetings at which different
department heads are required to give reports on how they are progressing
in their different departments, and it is at those quarterly members meetings

and at the AGM that decisions are made.” — Participant 12

Participant 12 highlighted the frequency of meetings, which were quarterly and
annually. Also noteworthy is the inclusive approach that his church employed that
gave impetus to various departments providing reports and, as such, giving account
on the progress made at the departmental level within the church. Moreover, the
frequency and level of decision-making took place even at the highest levels, such
as the annual general meeting (AGM). This highlighted aspects such as strategic
decision-making or strategic choices, accountability and inclusivity that were
aligned to strategic control and governance issues. Meanwhile, the next participant
explained how his church undertook the strategic evaluation and control.

“Internal audit of the church funds arranging church transactions to report.
We have various commissions within our church doing monitoring and

evaluation.” — Participant 13

Participant 13 alluded to the seriousness they placed on issues of transparency and
accountability. These were apparent in the internal audit committee of the church,
which provides a report on the finances of the church as well as a commission that
deals with monitoring and evaluation of strategic processes of the church. The
following participant cautioned about the lack of accountability that certain churches

are subjected to by their managers.
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“But now the strategy which | like about this church is that management uses
a few people who are elected to be leaders and they debate matters, and
they agree, and they disagree until they come to a common ground. Which
for me some may say is democratic, | call it theocratic because we see what
God says the church must do and then we debate around that and we debate
whatever thing on the table and say okay, yes, we believe God is saying this

to us.

So, | love that, and | am proud of that kind of system because then | will not
abuse the church if | come to the front on Sunday and say I've got a doom
here and I’'m going to spray you. The leaders of the church will start saying
what is that, where have you read it in your Bible that you must use doom?

So, there’s no accountability.” — Participant 16

In his submission, participant 16 demonstrated a management style and type of
church government that his church employed. He was appreciative of the
management style that allowed managers to freely express their views without any
fear or favour. Moreover, it became apparent that as a manager, he was not abusive
of his powers and truly relied on the collective wisdom of other members of
management and the church. The participant seemed to be in favour of servant
leadership that encompassed principles of ethical conduct, inclusivity, and
accountability. This was the same with the next participant, who seemed to be an

‘accountability champion’ within his church and denomination.

“I think on accountability..., | was recently asked to give a talk to our students
of the ministry who were doing what they couldn't pass on academic training.
And the one thing | pointed out to them or something, | notice with the
management of the church is that we are great at structure member. | really
logically think that first thing that is important in strategic development is to
be patient. You need to have a good mission, you need to put the strategy
into words and those three areas | would say that is what they are good at.
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There's a certain reverence you know church is very good at developing
visions mission and then they put it together but where the church fails is on
two areas when it comes to management and that's the area of resources
and the area of accountability. My advice said | think sometimes we put the
wrong people in the wrong positions. And | believe we’ve developed all these
wonderful strategies but when it comes to dealing with that on the presbytery
level and at the local church level, it is a breakdown and it doesn’t seem to
be a real following of the general strategy that has been put out’there. And
as a sad thing, the failure to that is due to the lack of human resources and

there's a lack of accountability.” — Participant 20

Participant 20 emphasised the importance of accountability in church settings.
Furthermore, the participant linked strategy and accountability. Inferences were
made that strategy can never succeed without accountability. Moreover, the people
barrier and management barrier to strategy implementation also became apparent
as some of the growing challenges that managers have to face during strategic
planning implementation and control (this aspect is also consistent with section 2.9
on barriers to strategy implementation). Some distortion in expectations by various
stakeholders seemed to be a challenge faced by churches and this brought
disparities as far as strategic planning implementation and control were concerned.
In summary, the participant heightened the value of accountability as far as strategic

management is concerned. The same participant went further to say:

“The elders and the minister are accountable to the local church, but we take
a step further also because the eldership is accountable to the presbytery
and so yeah, | would say that Presbyterianism is by far really about what
happens at present, and | said it's the model that we follow so that would be

where our management account.” - Participant 20 continued...

In his previous statement, participant 20 explained much of his understanding of
accountability and strategy. As he continued, he further explained how
accountability was realised within his church and his denomination. There were
lines of reporting, from church level and presbytery level. The next subsection

covers one on governance and ethics.
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5.36.2 Governance and ethics

Governance has to do with systems of requisite behavior. This shapes how people
behave in organisation settings. It is the responsibility of all public entities, including
churches, to ensure that governance principles are in place. In the church context,
it should never be concluded that managers always exercise good governance
when administering the affairs of churches. It follows that governance tends to
border on principles of ethics, accountability, responsibility, fairness and

transparency (also in Griffin et al., 2017).

These principles are expected from churches, given their traditional stance on moral
capital and responsible leadership and exemplary institutions (also in SACC, 2007).
The churches in this study displayed elements pertinent to aspects of governance,
especially regarding accountability and handling of money. Several participants
displayed aspects of governance, and they are highlighted below.

“Sunday school teachers, youth leaders, whoever is involved in the
leadership of the church, especially dealing with children needs to get police
clearance that we don’t have any background of sexual abuse and so on.” —

Participant 4

The participant displayed the desire for his church to move towards true ethical
conduct by those in management of the church, especially those who are involved
or are in direct contact with children. If this was well executed, it would have served
as a good example towards halving the abuse and sexual assault of children and
other vulnerable individuals in church settings. While this phenomenon is not
directly linked to strategic management processes, it was however significant in that
strategy cannot be implemented in an unconducive and hostile environment. It is
incumbent upon a strategic leader to instill a healthy organisational culture that

could foster harmonious atmosphere among members of the church.
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Furthermore, if this unhealthy culture of abuse of members persists, it may have a
reputational risk to the church and the ‘Body of Christ’ at large. Also to be considered
are aspects of intangible resources stated in the resource-based view that will be
significant, but negatively affected (also in Yukl, 2018 and section 2.6 of the
literature). As a departure from what the previous participant alluded to, the next
participant explained how his church’s decision-making rested on a particular

authority.

“Church is governed not by the federation but by the dioceses, which is the
bishop. Our bishop controls all the priests in our country, the priests control

the church and what he says the bishop goes.” — Participant 5

Participant 5 explained the reporting lines among leaders of his church and
denomination. Inferences of the authoritative management style became apparent.
There was a clear use of the word control next as opposed to management. This
has to do with matters on types of church government. Church government has to
do with leadership style and has a direct effect on the couch and their functioning
from the church (also in sections 2.9 and 3.9 of the literature). The following
participant seemed to firmly believe in accountability within her church.

“We must be accountable to the church, especially as leaders you must be
accountable and report to the constituents of the church. You for example,
I'll make an example, the assets of the church you should tell them that there
are others that are depreciating. So that there should be accountability. Even
the issues of money we have the finance statement every three months so
that to give the committee. So, we see the flow and gaps of money, so, it
motivates us. As leaders, we have our own meetings once in three months,

besides with other congregants.” — Participant 7

Compared to the previous participant, participant 7 displayed greater regard for
accountability towards the church and its members. Among other things, issues of
the handling of money transparency regarding financial statements and providing
constant updates regarding church assets were what she found worthy of

consideration.
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She attributed the updates provided to her congregation to accountable church
management. Once more, the significance of a type of church government,
leadership style and culture seems to play a dominant role in matters of governance
and accountability (also in sections 2.9 and 3.9 of the literature). The following

participant seemed to be a firm believer in transparency.

‘And at the end of the year, like | mentioned before, the reviews by the
management committee are done by the internal auditor. Everything is
transparent because our constitution says any member can review the

documents.” — Participant 10

Participant 10 heightened the level of transparency and accountability by the church
management towards the church members. He explained the processes
undertaken to ensure that strategic and reporting documents are accessible to
managers, internal auditors, and subsequently, ordinary members. This approach
was also protected by the constitution of the church, which falls under strategy
implementation instruments in general, and policies to be precise. The next
participant rather explained how inclusive his church’s strategic evaluation and

control were.

“So, on a diaconate level we have the treasurer, and he handles the day to
day running of the finances. However, he has to present financial records
and a budget that is discussed at each AGM, at our quarterly meetings, we
have a report back as to the budget performance and how things are going.
But the final decision rests with the church membership meetings.” —
Participant 12

Participant 12 explained the process during the generation and handling of money.
It would appear to be common practice that the treasurer became the leader of the
Finance Committee that was responsible for handling and preparing financial
reports that were periodically presented before the church membership. In the quest
for transparency, accountability and inclusivity, reports must be tabled at the annual
general meeting that constitute ordinary church members that serve in the highest

decision-making body of the church.
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This approach speaks to aspects of strategic control & governance, types of church
government as well as the culture of the church (also in Gibbons et al., 2015 and
sections 2.10 and 3.9 of the literature). The following participant was also a firm

believer in inclusivity, transparency, and accountability within his church.

“But the congregation itself reports to the Presbytery. Whatever we do here
we report to the Presbytery to say this is where we are, this is what we are
doing, when are we building toilets or doing this. We get permission from the
Presbytery. So, the Presbytery is the mother body for the area. Now with
accounting systems, we have an accounting body accountable to the
presbytery as well. So, the monitoring and evaluation we do it when we see
fit, it's not done at a higher level, it's done here and then we report to the

presbytery.” — Participant 16

In this instance, the participant mentioned that the reporting system goes beyond
the church perimeters towards the denominational and presbytery levels. While
monitoring and evaluation are done at the congregational level, he further alluded
that these are expected to be submitted at the presbytery level. This aspect talks to
types of church government, the culture of the church, as well as the policies

thereof. This was summarised in both the figure and discussion below.
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Figure 5.6: Strategy Evaluation and Control

Source: Author developed from fieldwork interview data

In general terms, and when pursuing a process approach, strategic evaluation in
control forms the last phase of a strategic management process after strategic
planning and strategy implementation (also in Turner, 2012 and section 2.3 of the
literature section). The latter two phases dealt with thinking and analysis as well as
action taken.

Based on the interviews, four major sub-themes emerged in checking measures
and targets, accounting and reporting, governance and control systems as well as
ethics and transparency. These were conspicuously expressed in figure 5.6. Some
participants mentioned a pivotal role played by evaluating the measures they set
within their church. The deliberations were often during church council or church

executive meetings before being handed over to the annual general meeting.
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Some of these participants feather alluded to the five-year plans they managed to
put together, sometimes with the help of an expert, someone nominated by their
denomination or even internal expertise among congregants. At least 4 had to put
together five-year plans with the help of an expert. Only 2 explicitly alluded to not
making strategic plans, at all. This meant that their church checked and measured

their performances against the set targets.

There was also an aspect of accounting and reporting. In most instances, churches
held annual general meetings where financial statements, the overall church and
various departments within the church were clearly published and deliberated upon.
In most instances, the finance committee, which was usually headed by the church
treasurer was responsible for preparing the financial statements, whereas the
chairperson of the church, as well as pastors provided, did the narrative end the
pastoral reports, respectively. Participants highlighted that there are rigorous
governance and control systems that their churches had to undertake. This meant
that the handling of money was usually done among several withesses even though
it was often chaired by the treasurer of the church. There were instances where
concerns were raised in terms of the quality of financial statements, and the
handling of money and challenges were highlighted in terms of the incapacity of
some church finance committees to handle, interpret and report on the finances of
the church.

That brought into question the aspect of ethics and transparency in church settings.
Some of the churches tried to find experts to assist them with financial management;
however, not all churches saw the need to do so. That said, there were occasions
where audited financial statements here a requirement from managers, finance
committees and some church members. The next section deals with the strategic
management processes framework that served as part of the contribution of this

study.
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5.4 PRESENTATION OF findings on DOCUMENT ANALYSIS AND KEY
THEMES FROM CHURCH DOCUMENTS

Except for interviews, content analysis was part of the data collection instruments
in this study. While the total number of study’s active participants was 26,
approximately 12 participants consented and availed contents from their
organisation may/to be analysed. While not all participants were keen to grant
permission for collecting and analysing this information or even availing it, the
available documents were more likely to provide the strategic trajectory of
participants and their churches. The documents chiefly contained information of
strategic nature which seemed to validate the responses that participants provided
during the interviews. These documents are illustrated in the table below.
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Table: 5.2: Documents for Document analysis

Document Participant | Document Type [Rationale
Number Involved
Document 01 |Participant 02 [Constitution To explore the church's history, policies
and procedures
Document 02 |Participant 03 [Church To explore the church policies and
membership procedures
manual
Document 03 |Participant 03 [Constitution To explore the church policies and
nrocedures
Document 04 |Participant 07 [Situational analysisTo explore the church's strategic plan,
of boundaries andmembership  pool, policies, and
membership procedures
structure
Document 05 [Participant 08 |Administrative To explore the church's strategic plan,
management financial prudence, policies, and
manual procedures
Document 06 |Participant 08 [Pastoral manual [To explore the church doctrine,
customs, policies, and procedures
Document 07 |Participant 09 (General norms/To explore the church doctrine, policies,
manual and procedures
Document 08 |Participant 12 (Constitution To explore the church's history, policies

and procedures

Document 09

Participant 18

Church order

To explore the church's history, doctrine
and procedures

Document 10

Participant 20

Church
reflection

history

To explore the church's history, doctrine
and procedures

Document 11

Participant 20

Church doctrine

To explore the church's history, doctrine
and perspective

Document 12

Participant 20

Church circular

To explore doctrine, church history, and
contemporary Christian issues

Source: Author’s compilation from fieldwork documents

As already alluded, part of this qualitative research comprised of the document

analysis of the strategic documents that were acquired from the participating

churches. Approximately 12 participating churches made it possible for the

researcher to analyse their strategic documents in constitutions, website content,

church orders, procedure manuals, policies, circulars and periodic reports.
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Words and inferences of strategic planning components, strategic planning tools,
strategy implementation and strategic evaluation and control were identified in these
documents. The document analysis in this instance was through the use of Atlas ti.
Four out of 12 of the documents analysed contained policies and procedures of the
church as well as church history and strategic direction elements. Among the policy-
related aspects of the constitution were aspects of accounting, reporting and
statutory meetings. In strategic management terms, elements of strategic direction
(vision, mission & values) occur during the planning and strategic evaluation and

control are witnessed when AGMs and other meetings occur.

5.4.1 STRATEGIC PLANNING PROCESS COMPONENTS

This is part of the findings for objective 2 of establishing the strategic planning
process components employed by churches. Strategic planning process
components according to the strategic church documents are analysed in the next
figure 5.7.

Vision

Mission & Objectives Values

Figure 5.7: Strategic Planning Process Components

Source(s): Author’s compilation from fieldwork documents
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Figure 5.7 summarised what was contained in the church's strategic documents
regarding the strategic planning process components. Reflected in this strategic
phase were strategic direction elements in church vision, mission and values. These
were complemented by the inclusion of strategic objectives. Based on these
components, it is apparent that the majority of strategic church documents were
written following a process or traditional view of strategy. Nothing suggested
emerging views of strategy (also in Ntene, 2018; Mintzberg et al., 2005; Prahalad,
2000, and section 2.12 of the literature section). The next section dealt with the
strategic planning tools as per the document analysis of the strategic church

documents.

5.4.2 STRATEGIC PLANNING TOOLS

This is part of the findings for objective 3 of establishing the strategic planning
process tools that are employed by churches. Table 5.3 contains a summary of the
words together with the word and phrase count regarding strategic planning process

tools.

Table 5.3: Summary of words and phrase count regarding strategic planning
process tools

Strategic Tool Resources SWOT Suggestion Internal Audit
Box/Desk
Number ofi80 33 31 4
words/phrases
Remarks The wordThe word “SWOT"The wordThe word “internal
‘resource”  waswas the['suggest” was| ..., ;
the most usedsecond-most usedthe thirdaUd't. only e_atured
word. word. This mainlymost-used Word.fOur times. This was
appeared whenThis mainly.the least-used word
acknowledging appeared when'" relatl_on to all the
weaknesses. acknowledging aforesaid tools.
weaknesses.

Source(s): Author’s compilation from fieldwork documents
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Table 5.3 displays the total number of words and/or inferences related to the
strategic planning process tools. These were mainly from the process perspective
since none of the emerging perspective tools were apparent. Moreover, these words
were commonly used during internal and external environmental analyses. The
words or inferences that concerned church resources were the most popular and
totalled 80. These were followed by inferences of SWOT analysis that totalled 33.
The document analysis in this instance was using Atlas ti.

Additionally, 31 words inferred that some of those churches used suggestion boxes
or a suggestion desk, especially in dealing with nonrepetitive decisions or when
planning for an uncertain future. Inferences and words regarding audit featured four
times, which was the least. It is indeed commendable that such analytical pedigree
manifests in NPOs such as churches. It would have been interesting to explore how
these documents are translated into strategy as practice (also in Seidl et al. (2021).
More work needs to be done to explore how churches could move towards
successful strategy implementation. Furthermore, church policies were illustrated
and discussed as document analysis of the documents availed to the researcher by

participants.

5.4.3 POLICIES

This is part of the findings for objective 5 of determining how the strategic
implementation instruments are explored in churches. Policies of a church

organisation organisation are illustrated below.
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Figure 5.8: Policy documents as Strategy Implementation Instruments

Source(s): Author’s compilation from fieldwork documents

During the document analysis, four out of 12 of the documents that were explored
and analysed were church constitutions since those were often readily available for
public consumption. When following a process approach, it is to be appreciated that
constitutions, church orders, church manuals and canons fall under the policies of
the organisation. Policies fall under the strategic implementation instruments. This
is an extension in articulating measures, procedures and rules that allow the church
to better implement strategies. In strategic terms, these policies are meant to

express the church's position as it implements its strategic agenda.

These policies could hamper or expedite strategy implementation (Tazin & Yaakop,
2014; Nieboer, 2011, as well as section 2.9 of the literature sections). That meant
that these policies ought to be well aligned with the church's strategy. Based on the
content analysed, it was not too clear if the participating churches’ policies served

as enablers or deterrents towards fulfilling their strategic agendas.
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5.4.4 STRATEGIC CONTROL AND EVALUATION

This is part of the findings for objective 6 of exploring the strategic management
control systems of churches. The figure below provides a summary of data from
strategic documents of the participating churches regarding strategic control and

evaluation inferences.

Financial

Accounting

Narrative &
Other
Reporting

Figure 5.9: Church Strategic Control/Evaluation

Source(s): Author’s compilation from fieldwork documents
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From the church's strategic documents, various themes emerged regarding
strategic control and evaluation. There were inferences regarding financial
accounting and reporting. From these documents, churches displayed their
appreciation of having to prepare financial statements and account during
management and mass sittings. There were also narratives and various other
reports that church management included in their periodic submissions.
Governance, stakeholder inclusivity and aspects of ethics were some of the
inferences and words used to express how a church as a public entity positioned
itself. This demonstrated that the church was not the private entity that accounted
to itself. Stakeholder inclusivity was apparent and expressed in church constitutions,
cannons, church orders or manuals. These aforementioned policy documents
expressed inferences of regular management meetings and annual general

meetings.

5.5 DISCUSSION OF FINDINGS FOR RESEARCH QUESTION 7: HOW CAN
A FRAMEWORK BE DEVELOPED AS PART OF THE CONTRIBUTION OF THE
STUDY TOWARDS STRATEGIC MANAGEMENT PROCESSES EMPLOYED
BY THE CHURCHES?

As part of the contribution of this study, a strategic management processes
framework is proposed. Gratton (2018) encourages NPOs to strategise. Thus, this
framework is set to enable NPO managers and other officials, in general, and those
of churches, in particular, the basics of developing a strategic management process
for their respective organisations to convert them to become social enterprises for
their sustainability purposes. This is simplified to accommodate even persons who
ordinarily would have regarded strategy as a discipline of competence. This
framework is comprehensively covered in the sixth and final chapter of this study

(also see section 6.3.7).
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5.6

SUMMARY OF THE CHAPTER

This chapter explored the data acquired through the researcher’'s observed

impressions, document analysis from strategic church documents, as well as

fieldwork interview discussions. This afforded the researcher to explore the

discussions from the church managers, and to a certain extent church members

and denominations at large. All the research themes emerged based on the topic,

research problem, questions and the objectives thereof. In each section covered,

the researcher utilised figures and tables to illustrate and interpret data observed,

received and analysed.

Table 5.5: Summary of the findings chapter

threats.

Key Literature theme Key Finding(s)

Question(s) Author(s)

How do | Environmental Tassabehji The findings suggest that churches

churches analysis entailed | and conduct internal and external

analyse their | both internal and | Isherwood analysis and as their strengths, most

environment? external (2014) churches commended their rich
assessment.  With | Vishnevskiy et | history and tradition while raising
internal analysis, the | al. (2016) concerns about resources.
strengths and | Wild (2017) Externally, most churches had
weaknesses are opportunities to grow numerically
covered. The through evangelism, outreach, and
external analysis church planting. As key threats, there
presents were strained relations with the state
opportunities and and its agencies that could yield

unfavourable conditions in the future.
All these aspects found expression in

the literature section.
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Which strategic
planning
process
components are
employed by
churches?

In the literature, the
strategic  planning
process components
entailed the strategic
direction (in vision,
mission & strategic
intent),
environmental
analysis (internal &
external), and

strategic objectives

and strategies
(generic, grand &
emerging).

Mintzberg et
al. (2005)
Turner (2012)
Sotoducho-
Pelc (2015)
King
Committee on
Governance
(2016)

The findings suggest that churches
merely considered the strategic
direction (in vision, mission & values),
environmental analysis (internal &
external) as well as strategic
objectives. Noteworthy, there was no
mention of strategic intent. This was
rather replaced by a value statement.
There was not any mention of any

particular strategy churches employ.

Which strategic
planning
process  tools
are employed by

churches?

Literature alluded to

many tools from both

the process and
emerging
perspectives, such

as SWOT analysis,

RBV, PESTEL,
Strategic Clock,
Porter's 5 Forces

Model, and financial

forecasting.

Porter (1979)
Porter (1985)
Bowman and
Faulkner
(1997)

Low and Tan
(2016)
Tassabehji
and
Isherwood
(2014)
Longhurst et
al. (2020)
Madhok and
Marques
(2014)

Davis and De
Witt (2021.)

According to the findings, churches
RBV,

internal audit as well as suggestion

employed SWOT analysis,

boxes. All these tools were from the
process perspective.

That said, as a gap, the suggestion
boxes were not covered in the
literature of this study. This became
an opportunity for new knowledge in

the NPO context.
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Which strategic | The literature refers | Adeyemo In the findings chapter, all the
implementation |to the  strategy | (2021) strategy implementation drivers were
drivers are | implementation Yukl (2018) consistent with those mentioned in
employed by | drivers such as | Vasilescu the literature.
churches? leadership, culture, | (2018)
structure, resource | Latham
allocation and | (2014)
change Lopez-Duarte
management. et al. (2016)
Mayorova
(2019)
Griffin et al.
(2017)
Which strategy | The literature alluded | King The findings were very detailed on

implementation

to the  strategy

Committee on

policy documents that churches

instruments are | implementation Governance employed in constitutions, canons,
employed by | instruments in | (2016) church orders & rule books (or church
churches? policies, functional | Nieboer manuals). Furthermore, Participants
tactics,  short-term | (2011) alluded to stipends and recognitions
objectives, and | Hrebiniak as key elements of the reward
rewards systems | (2013) systems. The use of functional
(which other authors | Kotler (2003) | tactics, as well as short objectives,
rather regarded as was unclear and inconclusive.
strategy
implementation
drivers.
Which strategic | The literature | Al Hijji (2014) | The findings covered the strategy
management covered the strategy | Gibbons et al. | evaluation and control aspects such
control systems | evaluation and | (2015) as implementation control,
do churches | control aspects such | Kaplan and | governance, ethics, accounting, and

possess?

as implementation

control, BSC,
governance, ethics,
accounting, and

reporting (financial &

narrative).

Norton (2000)

reporting (financial & narrative).

Moreover, following principles of

good governance, inclusivity,

accountability and transparency
featured when church managers had
to present their reports during AGM
sittings. This is consistent with the
literature on governance and other

principles.
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How can a

churches?

The literature

towards the emerging views
strategic of the strategy that
management thrived on value
processes creation and
employed by the | innovation. The

literature that these

Ntene (2018)

The researcher developed a strategic

framework be | referred to  the | Aluru (2013) | management process framework and
developed as | strategic Mintzberg et | template based on the literature and
the study's | management al. (2005) findings. In chapter 6, section 6.9.
contribution process as well as | Boni (2016)

are ideal in the NPO

context.

Source(s): Author’s compilation from fieldwork data

Table 5.5 summarises the findings of this study. These findings were compared
against the research questions and research objectives. The findings were further
compared with the literature. It became apparent that churches as NPOs employed
their strategic management processes slightly differently from profit-making
organisations such as corporates and SMMEs. For instance, while the latter
organisations were preoccupied with maximising monetary returns, churches
focused on value creation towards their key stakeholders. Regarding environmental
analysis, most church managers valued their rich church history and procedures.
While this could be a strength, it could also become a weakness that could hinder

agility and responsiveness.

In discussing the strategic planning components, managers leaned more on the
strategic direction whereby their vision and mission statements were highlighted. It
was unclear how their strategic direction was aligned with other components such
as strategic objectives and choices. The usual process perspective strategic tools
used for analysis, such as SWOT analysis and internal audit featured prominently.
This is inconsistent with the literature as many other emerging tools were proposed.
One highlight was the use of a suggestion box as a means to collect internal church
data. At the heart of the strategic implementation, drivers lied leadership and
culture, with leadership as a key driver. Policies constitute core instruments of the

strategic implementation.
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These policies were reflected in the form of canons, church orders, church manuals
and constitutions. Concerning the strategic control systems, most church managers
alluded to the use of AGMs and annual reports for accounting and reporting
purposes. This is despite myriads of measures that were proposed by the literature.
A framework that followed a process perspective (for simplicity’s sake) will be
presented in the next chapter as part of the contribution of this study. The findings
in this table were further detailed in the next and final chapter (chapter 6). This will
be followed by sections where meaningful conclusions and recommendations are

made, and the proposed contributions are outlined.
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CHAPTER 6: SUMMARY OF FINDINGS, RECOMMENDATIONS AND
CONCLUSIONS

6.1 INTRODUCTION

In the previous chapter, research findings were presented. These were drawn
from initial impressions about participants, document analysis and interviews. In
this chapter, the strategic management processes of Gauteng churches will be
discussed against the fieldwork findings to afford the researcher to make
meaningful comparisons against literature and subsequently make founded
conclusions. Any gaps established will be highlighted and thus form the basis of
conclusions and recommendations sections. The recommendations section will
seek to address various stakeholders and the roles they could play in making
meaningful improvements. The unique contribution of this study to the body of
knowledge will be the penultimate section. This chapter and subsequently this
study are concluded with a template and framework for the strategic management

processes for NPOs.

6.2 SUMMARY OF FINDINGS

In this section, the findings will be summarised according to the fieldwork
impressions, document analysis, and interview findings against what the reviewed
literature reflected. This will afford the reader to identify the gaps between the
literature and the current reality. As a practical approach, all the study's objectives

will set the tone for conclusions discussions.
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6.2.1 SUMMARY OF FINDINGS ON FIELDWORK PARTICIPANTS AND
LOGISTICS

As indicated in the previous chapter, participants in this study were from the five
Gauteng regions. There was an even spread of people of all ages. There was also
an even spread of representatives from both the African and White races.

Very few participants were of Asian origin. There was also a skew participation in

terms of gender, given that only four participants were females.

It is to be noted that there were females who ended up not participating in the
study for reasons known to themselves. This painted a picture that the church
fraternity is still male-dominated. Additional to this observation, apparently, not all
participants were enthused to participate. This was mostly evident among the
younger and inexperienced participants with daily commitments other than church
managerial duties. Among the interview guide questions was one question
regarding how involved participants were in the church's day-to-day running. The
people and management barriers to strategic planning and strategy
implementation became relevant (also in Mergel, 2018; Barrows, 2009 and section
2.9 on strategy implementation). The aforementioned types of participants were
also relatively frequent last-minute cancellations and postponers of interview

appointments. This reality will also be explained under the limitations of the study.

However, the older the participants, the keener and more reliable the participants
were. The researcher had to employ logistical prudence in terms of grouping
interview sessions according to areas and regions. This was not always possible
because some regions were much more productive than others. For instance, it
only took the researcher two days to finalise his interactions were seven
participants in the Sedibeng region. In other regions, such as Tshwane, the
researcher had to wait for seven months to finalise interviews with six participants.
This affected logistical efficiency and project planning negatively. The proposed
targeted dates had to be altered and adjusted accordingly to suit the prevailing
realities. This further accentuated the limitations of the study.
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The researcher also had to deal with COVID-19 (pandemic) intricacies that
presented movement restrictions and fears among research participants. While
there was no concrete evidence thereof, changes in the political climate may have
prompted that requisite changes be made by participants and to have reneged on
physical contact for the interview. Upon consultation, the researcher had to adjust
his research and recruitment strategies. In conclusions, the research made a few

observation on the impressions and logisticss.

While these challenges may be silent on the strategic management processes,
they somehow said something regarding the calibre of church managers who were
charged with the responsibility to plan strategy, strategy implementation and
evaluation and control. For instance, the participants’ responses to the COVID-19
restrictions suggested that they were caught unprepared and that environmental
awareness and analysis were not what they were supposed to be. This section is

described in detail in appendix 1 at the end of this study.

6.2.2 DOCUMENT ANALYSIS FINDINGS

Out of 26 participants, 12 participants agreed to provide the researcher with
documents and provided the researcher permission to use their website information.
While some of the information was relevant towards the study and its objectives,
some materials were more doctrinal than strategy related. This made the analysis
lengthier and more complex than the researcher had anticipated. The researcher
had to carefully analyse the contents to avoid missing critical and relevant
information. Various relevant themes that were related to the study objectives were

analysed and thus discussed below.

6.2.2.1 Strategic planning components

This finding is also part of the objective of establishing the strategic planning
process components that are employed by churches. The strategic planning
components were discussed at length in the literature chapters (also in section 2.5
in the literature chapter). These components were also alluded to in some of the

strategic church documents that were analysed.
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Chief among the components were elements of the strategic direction. The vision
statements, the mission statements, values, and strategic objectives were analysed
and reported upon in the previous chapter (also in section 5.4.1 in the findings
chapter). Contrary to the literature chapter, the participant documents alluded to
values; none of them mentioned strategic intent, as per the literature (also in section
2.5.1 in the literature). It could thus be concluded that while churches may follow a
process approach, not all the components thereof are similar to those of corporate
and other profit-making organisations. Their critical focus is based on strategic

direction elements such as vision statements, mission statements, and values.

6.2.2.2 Strategic tools

This finding is also part of objective 3 of establishing the strategic planning process
tools that are employed by churches. In the literature chapters, various strategic
tools were explored, particularly the environmental tools. These tools were more
generic but also predominantly utilised in profit-making organisations such as the
corporate and SMME sectors. In the document analysis findings of this study, four
major tools emerged in resource analysis (also known as resource-based view),
SWOT analysis, suggestion box and internal audit. According to the document
analysis findings, the resource-based view appeared 80 times; SWOT analysis was
used 33 times, the suggestion box featured 31 times, while the internal audit was
used only on four (4) occasions. Many other strategic tools or the inferences thereof
were non-existent. Apparently, this was due to the fraternity in which the church
existed. It could thus be concluded that NPOs such as churches, based on their
strategic documents, deal differently with the choices of strategic tools, particularly

those of environmental analysis.
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6.2.2.3 Policies

This finding is also part of objective 5 of determining how the strategic
implementation instruments are explored in churches. Policies were covered in the
literature chapters under strategy implementation instruments. Among other
instruments in the literature were reward systems and functional tactics. Liu et al.,
(2021) regard reward systems as part of the strategy implementation drivers, and
in this study, they are under strategy implementation instruments. Contrary to the
literature, these instruments were not alluded to in the strategic documents of the

participating churches (also in sections 2.9 and 5.5 of this study).

Regarding policies, the participating churches employed cannons, church manuals,
church orders or constitutions. The constitution was most common among
participants. Among these documents were aspects of strategic direction,
organisational structure, office bearers’ roles and strategic evaluation and control.
As already alluded to, the common elements of the strategic direction were vision,

mission and values.

The strategic evaluation and control elements in the analysed documents were on
statutory meetings such as monthly, quarterly, bi-annual and annual meetings (for
both the executives and the general membership). Apart from these, most policy
documents were silent on many aspects of strategic planning and implementation.
This is contrary to section 2.9 of the literature section. It thus can be concluded that
there are differences in literature and the church's strategic documents concerning
policy items that cover strategic planning and implementation. As such, an

alignment may be required in this regard.

6.2.2.4 Strategic Evaluation and Control

This finding is also part of objective 6 of exploring the strategic management control
systems of churches. The church's strategic documents also covered aspects of
strategic evaluation and control. Chief among them were discussions on annual

general meetings (AGMs) and financial and narrative reporting.
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These aspects addressed the principles of inclusivity, stakeholder engagement,
ethics, and accountability. This is consistent with the literature on governance (also
in King Committee on Governance, 2016 and sections 2.5, 2.13 and 5.4). Thus,
based on their strategic documents, the participating churches tried to comply with
good governance principles. While this conclusion cannot be universal, the spot
check analysis of the participating churches suggests positive steps towards the
right direction. As per literature, a good strategy requires good governance (Alm,
2013; Covey, 2004). The next section discussed the study objectives based on

interviews.

6.3 OBJECTIVES AND FINDINGS BASED ON INTERVIEWS

As alluded to in the previous chapter, the main objective of this study was to explore
strategic management processes employed by the churches in Gauteng. To
achieve this research objective, the secondary objectives focussing on the

components of the strategic planning process were described as follows:
0] To explore the environmental analysis undertaken by churches

(i) Establish the strategic planning process components that are employed by
churches

(i)  Establish the strategic planning process tools that are employed by churches

(iv)  Succinctly determine how the strategic implementation drivers are explored

in churches

(v) Succinctly determine how the strategic implementation instruments are

explored in churches;
(vi)  Explore the strategic management control systems of churches

(vii)  To provide a framework as part of the contribution of the study towards

strategic management processes employed by the churches.

When exploring the strategic planning processes, the following themes were
discussed:
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6.3.1 SUMMARY OF FINDINGS ON OBJECTIVE 1: TO EXPLORE THE
ENVIRONMENTAL ANALYSIS UNDERTAKEN BY CHURCHES

Regarding environmental analysis, the participants alluded to the major changes
they observed during their tenures as church managers. These changes emerged
from both the internal and external environments. From the internal environments,
several participants alluded to the dwindling resources that they have realised over

the years.

Among other resources that were diminishing were human resources or skilled
church workers. This occurred because of the ageing church population and urban
and economic migration. As cities were getting more developed, they attracted
some of the skilled church members who would have otherwise actively participated

in the strategic management processes as church managers or other volunteers.

Given that not all church managerial positions were compensated, some church
members had to make the hard but understandable decision to migrate in search of
employment opportunities. Their skills left their marginal propensity to support their
churches in monetary terms. For many churches situated in disadvantaged
communities, their departure left an indelible mark and uncertainties regarding the
churches’ future survival. Other challenges that were alluded to were issues of the
political economy as well and the legal issues that churches had to consider. For
instance, due to the COVID-19 pandemic regulations, gatherings were prohibited
and sometimes reduced to very low levels. This meant that churches had to revise
their strategies and processes to respond to environmental challenges and comply.

As an indictment on churches, these realities seemed to have blindsided them.

Therefore, from the environmental analysis, urban and economic migration of skilled
church members, ageing church population, the dwindling finance and other
resources, the political economy and the legal issues were some challenges that
churches were confronted with after conducting an environmental analysis. Further,
the environmental analysis of churches still requires some work. For proper analysis
to occur, proper personnel and resources are required. This is consistent with

section 2.6 in the literature on environmental analysis, among other issues.
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6.3.2 SUMMARY OF FINDINGS ON OBJECTIVE 2: TO ESTABLISH THE
STRATEGIC PLANNING PROCESS COMPONENTS THAT ARE EMPLOYED
BY CHURCHES

These components were initially discussed in the literature sections. As discussed,
components such as the strategic direction (with vision, mission statements &
strategic intent), environmental analysis (both internal and external), strategic
objectives and strategic choice(s) are entailed in the process approach of strategy
(also in Robbins et al., 2016; Al Hijji, 2014 and section 2.5 in the literature).

Given the interview findings, it became clear that churches as NPO varied from the
literature. Chief among these were aspects where the strategic direction component
had ‘values’ instead of ‘strategic direction’. Moreover, the interview findings alluded
to a combination of plans and objectives. Furthermore, regarding strategic direction,
participants referred to their rich history and culture that their churches were proud
of. Furthermore, there were elements of the mission statement in terms of growth
prospects. This was further accentuated by the church planting initiatives as part of
their mission, strategic objectives, and growth strategies. This is consistent with the
literature on the strategic direction in general and mission statement additional

components in particular (also in section 2.5).

Regarding other components, the internal and external environmental assessment
was consistent with the literature (also in section 2.5). This aspect is also discussed
further discussed in the next section of this chapter. Additionally, and contrary to the
literature, the participants mentioned 'emerging and innovation strategies as some
of the additional components of their process. Some alluded to the new ways of
operating and worshipping, utilising technology in the wake of COVID-19 pandemic
gathering restrictions. These had little relevance to SE (also in section 2.12 of the
literature). Inclusivity was a component that the participants alluded to. In their
arguments, some participants alluded to how their strategic plans are shared among
other members of the management teams, churches, and denominations. With
inclusivity, while it is commendable and aligned with good governance principles, it
has very little to do with it being a strategy on its own but rather a culture that
strategic leaders ought to instil within their organisations (also in King Committee
on Governance, 2016 and section 2.5 of the literature.)

237



6.3.3 SUMMARY OF FINDINGS ON OBJECTIVE 3: TO ESTABLISH THE
STRATEGIC PLANNING PROCESS TOOLS THAT ARE EMPLOYED BY
CHURCHES

In the literature chapter, various strategic tools were discussed. These tools were
from both the process or prescriptive and the emerging perspectives. There was a
dedicated table and discussion for such tools, with various authors providing
scholarly commentary about them (also in Pickton & Wright, 1998; Porter,1979;
Hayes, 1992; Low & Tan, 2016; Tassabehji & Isherwood, 2014 and table 2.1). That
said, regarding the strategic planning process tools, the participants merely alluded

to needs statements, SWOT analysis, resource-based view, and audit.

With a statement of needs, the manager had to prepare a document or oral
submission of pressing church needs to his church management team or church
members. It was unclear if the aforesaid document or tool was fully aligned to the
master budget and the strategic plan. SWOT analysis was the most common tool
alluded to, which was also often applicable to profit-making organisations. Chief
among the interview findings were church managers making mention of their rich
history, culture, and traditions as their key strengths. These attributes could also
serve as their weaknesses as they may become entrapment that hinders strategic
flexibility and the receptive attitudes towards new and innovative ideas.

There were also opportunities for growth through church planting that some
churches were involved in. As a major threat, youth despondency and ageing
church population were threatening the future existence of churches. Further
discussions were on the resource-based view aspect. The dwindling resources
were a growing reality across churches, especially churches in townships and rural
areas. The churches also perceived their reputation and influence within society as
essential aspects. It follows that society was also dependent on churches as
institutions for moral capital and direction (also in Longenecker et al., 2019; Davis
& De Witt, 2021 and section 2.6 in the literature chapters). The most affected

resources were financial and human resources.
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Most economically active church members often migrated to urban cities to pursue
business, employment, or education opportunities. The migrating church members
often left with a significant revenue contribution potential as well critical skills that
would have otherwise contributed to the betterment of the church. With this in mind,
some participants highlighted that there was a constant need for their churches to
conduct skills audits. The aspect of audit was also mentioned. That said, this aspect
merely focused on the auditing of financials. It was unclear if the audit of non-
financial resources was ever considered. It could be concluded that churches
employed tools such as SWOT analysis, resource-based view, needs analysis,
budget analysis, and suggestion boxes. These were tools that were part of the
traditional process approach to strategy. It could further be concluded that there
seems to be a lost opportunity by churches to explore other innovative and
emerging strategic tools such as SE and SaP for their analysis (also in tables 2.1,
2.6 and of the literature for examples on various tools that churches could also

explore).

6.3.4 SUMMARY OF FINDINGS ON OBJECTIVE 4: TO SUCCINCTLY
DETERMINE HOW THE STRATEGIC IMPLEMENTATION DRIVERS ARE
EXPLORED IN CHURCHES

In this section, several drivers were explored. These were strategic leadership,
culture, structure, and resource allocation. Among other drivers, change
management as well reward systems were omitted by all participants. The
participants rather included reward systems under strategy implementation
instruments. The drivers are discussed below. The church manager had to assume
a strategic leadership role. Based on the findings, it became clear that church
leadership played a significant role to play in running and sustaining the church.

As alluded in the literature section, the strategic leader is responsible for putting all
other drivers into optimal use to implement the strategy of the organisation (also in
Slavik et al., 2015).
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In the findings section, it became clear that the church managers assumed their
roles to instill the church and denominational culture, allocate resources, institute
change management and manage the various expectations of key stakeholders. It
was incumbent upon a strategic leader to instil a healthy culture and tradition of the
church. While this strategic leader may have wanted to align with environmental
changes, it became clear in our discussion that such changes were not always
embraced by some church members, especially the elderly. For instance, the
participants indicated that they had to strike that balance between digital delivery
and traditional face-to-face church gatherings. Owing to the COVID-19 lockdown
regulations, churches were sometimes prohibited from physical gatherings. As
such, a strategic leader was compelled to find innovative ways to serve a diverse
congregation. This seemed to have posed a challenge of balancing between not
changing the church traditions and adjusting to the new reality. Once more, the
church manager as the strategic leader was responsible for assembling his/her

management teams and creating a workable structure.

Depending on the type of church government the churches and denominations
followed, the manager had to adhere to the norms and statutes. Some had flatter
structures, while others were more hierarchical and conservative in posture and
governance systems. Flexible and flatter structures were more in the protestant
denomination and their church government was rather theocratic or democratic
(also in section 3.9 of the literature). As with other NPOs, most churches found it
challenging to gather resources for strategy implementation. Moreover, the leader
was responsible for the optimal use of the limited resource. Some participants
alluded to the responsibility they have along with their management team, led by
the treasurer, to set and allocate a budget for resource allocation purposes. Some
of these budgets had to be approved by the church councils, church boards or by
the entire church membership during the annual general meetings. It could thus be
concluded that consistent with the literature, church managers play a leadership
role in putting together all other strategy implementation drivers for bettering their
churches. This is consistent with the literature on strategy implementation drivers

(in Adeyemo, 2021; and section 2.9 of the literature).
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6.3.5 SUMMARY OF FINDINGS ON OBJECTIVE 5: TO SUCCINCTLY
DETERMINE HOW THE STRATEGIC IMPLEMENTATION INSTRUMENTS ARE
EXPLORED IN CHURCHES

In the findings section, the strategy implementation instruments comprised policies,
reward systems and functional tactics. When dealing with policies, church
managers referred to constitutions, church orders, church manuals and canons as
their main policy documents. Many participants alluded to the use of church
constitutions as their main policy document. Inferences made were such that their
constitutions and other aforementioned policy documents enabled them to
implement their strategic agenda and restore the dignity that churches are
accustomed to. This is consistent with what the literature alluded to in terms of
policies as strategy implementation instruments (also in Nieboer, 2011; Tazin &
Yaakop, 2014 and section 2.9.6 in the literature chapter). Furthermore, these policy
documents clearly articulated the strategic direction (vision, mission and values),
management structure, membership issues, types of church government,
governance and finance matters, property management (movable and immovable),
meeting procedures and the dissolution of the church, should such a moment arise.
Some participants credited their church orders as useful documents if the contents
thereof were applied and implemented. It is to be appreciated that the policy
documents do not exist for their own sake but to guide managers and their churches
towards fulfilling their strategic agenda. It is worth noting that these policy

documents are meaningless if not followed, applied, or implemented.

It could be concluded that after the document analysis and exploration of the
interview submissions, participating churches displayed the indispensability of
policies as an instrument for strategy implementation. Both the strategy documents
perused for analysis and the interview discussions yielded very little in terms of
churches employing functional tactics. Some inferences were made to the effect
that there were instances where the youth, men and women departments within a
church would send representatives to form part of strategic planning. These
representatives would further encourage their various departments to develop goals
that were derived from the church's strategic planning documents. These would

thus not be considered functional tactics or short-term objectives.
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For this reason, it can be concluded that no clear functional tactics and short-term
objectives were discussed by participants. This is contrary to what literature on
strategy implementation instruments alluded to (also in Thompson et al., 2015 and
section 2.9 of the literature). From the document analysis, very little was alluded to
concerning reward system. There were no clear policies or guidelines regarding
stipends for managers. Accordingly, this is contrary to the literature section on the
governance and rewards system issues (also in King Committee on Governance,
2016 and the literature section on reward systems, section 2.9). The variation could
be due to the NPOs that this study focused on. The managers alluded to the
voluntary services offered to their churches, denominations and even their
immediate communities. The only instances where churches would pay its workers
were when paying the sitting minister or local pastor, whereas the rest of the

management team were offering their services voluntarily.

6.3.6 SUMMARY OF FINDINGS ON OBJECTIVE 6: TO EXPLORE THE
STRATEGIC MANAGEMENT CONTROL SYSTEMS OF CHURCHES

In the findings section, aspects such as strategic evaluation, control, and
governance were alluded to. These themes emerged from both the document
analysis and interview discussions. Most of the participants alluded to reports (both
financial & narrative) as a control measure that their churches and denominations
put in place to hold managers accountable. This measure differed from one church
to another and from one denomination to another. The most common differentiation
lies in the leadership style and culture, which were the product of types of church
governments. With the church government, leadership style and culture, the
frequency and the depth of reporting and accountability could be realised.

From the fieldwork data, it became clear that most participants were associated with
denominations that believed in the democratic type of church government. These
were mostly within the protestant denominations. Apparently, from these types of
denominations, greater reporting and accountability were demanded from church

managers.
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While the frequencies of statutory meetings varied, most participating churches
alluded to annual general meetings (AGMs) being held for reporting and accounting
purposes. This notion was reflected in the document analysis of strategic church
documents and interview data. During this period, church members who quorate as
per their policy would gather to peruse and interrogate reports (both narrative and
financial) that managers would have prepared. Once more, this is consistent with
the literature on accountability, integrated reporting and ethical conduct of
managers and directors (also in Stehnei, 2017). Thus, it could be concluded that
the participating churches and their managers adhered to reporting, accountability,
governance, and ethical principles. These principles are linked to the strategic
management control systems of churches. The objectives of the study are

completed by a framework of the strategic management processes of an NPO.

6.3.7 SUMMARY OF FINDINGS ON OBJECTIVE 7: TO PROVIDE A
FRAMEWORK AS PART OF THE CONTRIBUTION OF THE STUDY TOWARDS
STRATEGIC MANAGEMENT PROCESSES EMPLOYED BY THE CHURCHES
AS NPOs AND SOCIAL ENTERPRISES

This section addresses the seventh and final research objective. This had to do with
developing a framework as part of the contribution of the study towards strategic
management processes employed by the churches. This section seeks to provide
some form of templates and frameworks for the strategic management processes
of NPOs, in general, and churches in particular. These are not the only ways that
NPOs can strategise; however, the researcher proposes a simple-to-follow process
approach that NPOs such as churches and other emerging organisations could
explore. In the quest to triangulate the study, this framework is based on a
combination of both the interviews and document analysis, with literature also being

considered.
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The proposed Strategic Management Process of an NPO and SE (Church

Organisation) [Framework].

This framework has three phases: strategic planning, strategy implementation,
and strategic evaluation and control. It starts with a description of the three phases
and their respective components. The framework is further illustrated in a diagram
format. Subsequently, the framework is explained in some detalil.

More details on this framework are entailed in the literature chapters 2 and 3.

() Strategic Planning Phase

(a) Strategic Direction

-The Vision (ideal future; what the organisation wants to achieve).

-Mission (What the organisation is about; Service type; fraternity & mode of
service delivery).

-Values (Belief systems; principles & fundamentals; for instance, stakeholder

inclusiveness).

(b) Environmental Analysis
-Internal environmental analysis.
e Analytical tools (SWOT Analysis; Resource-based View (Including Skills

Audit); Internal Audit; Suggestion Box; Other relevant tools).

-External environmental analysis

e Analytical tools (PESTEL; Porter's Five-Forces Model; SWOT Analysis;
Other relevant tools).

(c) Strategic Objectives
-SMART Strategic Objectives
e Specific, measurable, attainable, realistic & time-bound.
e Strategic objectives are derived from the strategic direction.

e Strategic objectives that are aligned with the environmental analysis.
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(d) Strategic Choices
-Generic Strategies (Low-Cost Leadership; Differentiation; Focus; &/or Other
Generic Strategies).

-Grand Strategies (Growth; Decline; &/or Combination Strategies)

-Emerging Strategies (Blue Ocean Strategy [Value Proposition, Zero Rivals &

Innovation]).

(1 Strategy Implementation Phase

(e) Implementation Drivers

-Strategic Leadership & Management; Culture, Traditions & Change
Management; Structures, Organograms & Hierarchies; Resource Gathering &

Allocation, Church Government.

(f) Implementation Instruments
-Short-term Objectives; Tactics; Policies [Constitutions, Rule Books, Procedures];

Incentives [Stipends, Recognitions &/or Other Benefits].

({11)) Strategic Evaluation & Control Phase

() Control Systems and Processes

-Balanced Scorecard; Implementation Control, Governance; Accounting;
Reporting (Including Annual General Meetings [AGM]); Stakeholder
Engagements; and Ethics.

>Ends>
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6.3.7.1 : The Strategic Management Process Diagram of an NPO as a SE
(i.e Church Organisation)
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Figure 6.1: The Strategic Management Processes of an NPO and SE (Church Organisation) [Framework]

Source(s): Author’s compilation

>Ends<
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6.3.7.2: Proposed strategic evaluation and control template for

NPOs

Table 2: Strategic evaluation and control of an NPO and SE

Performance | Measurable | Set Actual Reason for | Corrective
Indicator Objective Target deviation (If | Measure(s)
any) (If any
E.g. Attract 150 | Atleast | Seventy | Covid 19 Intensive
Numerical young 50 five government | Youth
growth of people in Young young restrictions. | Campaigns
Young the next people people General Youth
People three years | needto | were Youth Friendly
(2018- be recruited | despondency | Programs
2020) attracted | in three
per year | years.
for the An
next average
three of at
years least 25
(2018- | young
2020) people
were
attracted
each
year.
Add:
Add:
Add:
Add:
Add:
Add:

Source(s): Author’s compilation based on fieldwork and literature

This table could be utilised as a performance measuring tool for strategic

objectives that an NPO might have developed. The performance of the

organisation is thus measure against the set targets. Areas of concerns are

identified and the reason for such concerns need to be established and

deliberated upon. It follows that corrective action thus would need to be taken and

critical lessons be learnt. There could be a need to make strategic adjustments,

depending on the severity of the failure or challenge that might have been

identified.
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6.3.7.3: How to interpret the framework, diagram and table for the Strategic

Management Processes of NPOs as SE

This section discusses the possible strategic management process components
of an NPO. The discussions in this section depend on both the literature and

findings of this study.

Beliefs

For the sake of simplicity, it is to be believed that the NPO employs a process
approach. In reality, organisations may employ both the process and emerging
approaches of strategy, or any of the two. The NPO managers would be acting as
strategists, in collaboration and consultation with other stakeholders within their
organisation and even beyond. This is consistent with the principles of good
governance that is enshrined in the King Report IV (King Committee on
Governance, 2016). These principles value the notion of inclusivity.

Strategic direction

In broad terms, the strategic management process of an NPO would start with its
strategic direction. The strategic direction may chiefly contain the vision statement,
mission statement, and values. The vision statement would have to address
issues of an ideal future, or what the organisation would want to become. For
instance, an NPO may want to become a global leader in charity issues. The
mission statement would be derived from the vision statement. The mission
statement would thus seek to answer the question of how the ideal situation would
be achieved. In essence, the mission statement addresses the scope of work in
what the organisation is involved in. The mission statement would have both core
and additional components. The core components thereof would be main services
being provided, the fraternity or social settings and the delivery mode of such
services to the fraternity. For instance, a church as an NPO may state that their
act of service to communities as for instance, soothing sermons, counselling,

prayers, worship, and charity outreach initiatives.
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The fraternity for the church would be surrounding communities and other parts of
the country that may require spiritual services such as prayers and counselling.
The mode of service delivery could be in a form of contact mass church services,
face-to-face counselling, prayer lines, virtual sermons, prayers, and worship
services. The virtual modes could be through WhatsApp, Facebook, Zoom and
Skype. The secondary components would address matters of growth, survival,
stakeholders’ engagements, and sustainability. The values of an organisation may
address issues of rich history, culture, belief systems and norms. Naturally, values
would address issues of integrity, ethics, and governance. For instance, a church
as an NPO may mention where it comes from, how it deals with ethical dilemmas,
and its position regarding the social responsibility it has towards its church
members, community and other stakeholders (also in section 2.5 in the literature
of this study).

Environmental analysis

Environmental analysis could be done both internally and externally. It follows that
such analyses depend on the requisite tools thereof that the organisation in
guestion possesses, able and willing to employ. In section 2.2 of this study,
various of these tools were discussed. Based on the findings of this study, there
were also common tools that the participants alluded to as the tools they employ
within their organisations. It is to be noted that internal analysis is often within the
control and influence of the organisation. For the sake of simplicity, for internal
environmental analysis, most NPOs would employ SWOT analysis, and
Resource-based view. As an example, with SWOT analysis, a church as an NPO
may explore its strengths, weaknesses, opportunities, and threats. As a strength,
this church may record its rich history and tradition. Weaknesses could be in terms
of dwindling financial resources and skilled church members. As an opportunity, it
may regard its mission outreach as an opportunity to win souls to God (or their
deity) and increase its membership. The inability of the church to employ modern
technology to deliver their services may threaten its ability to attract and keep the
younger church members. It is to be mentioned that it means nothing to have
strength or opportunity if nothing is done to take advantage thereof. It follows that

sometimes strength may be viewed as weakness by other organisations.
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The strategic actions of managers may be the difference between success and
failure. With Resource-Based View (RBV), an NPO ought to appreciate that its
resources are crucial in enabling it to enjoy a strategic advantage and have some
prowess within its fraternity or social settings. It follows that the RBV addresses
the organisation’s tangible resources, intangible resources and capabilities. In this
instance, an organisation would need to audit its movable and immovable assets
such as land, building, vehicles, and equipment, as part of its tangible resources.
With intangible resources, the logo, social appeal, and reputation would be
analysed. Regarding capabilities, an NPO ought to constantly conduct skill audit
of its members. Skilled members need to be encouraged to participate in the

NPO'’s strategic agenda and never feel alienated.

For the external environment, an NPO often has no control thereof. The external
environment involves the macro-environments and fraternity or social setting
where it operates (also known as the market environment in profit-making
settings). The macro-environmental tool to employ may be a PESTEL model. This
model conducts a critical analysis of variables such as political, ecological, social,
technological, economic, and legal. This would allow the organisation to critically
position itself despite the challenges that the microenvironment may pose towards
it (also in section 2.2 of the literature). A tool for analysing the organisation’s

fraternity could be Porter’s Five Force Model.

This model identifies rivalry among existing organisations, potential new entrants,
bargaining powers of service users, bargaining powers of service suppliers and
availability of substitutes. For further information, also in section 2.2 of the
literature of this study. Once the strategic direction and environmental analysis is
in place, an NPO may set its strategic objectives. This means that the strategic
objectives need to be derived from the strategic direction and be aligned with the
environmental expectations. In the past, most organisations would view strategic
objectives as objectives to be achieved within five to 10 years. In other fraternities

or industries, these objectives may be far less than the time frames as the above.

251



This may be due to the rapid developments, volatility, and dynamism of such
fraternities. Naturally, the strategic objectives would employ a S.M.AR.T
approach. This means that the organisation would need to set specific objectives,
measurable, attainable, realistic and time-bound. Please also in section 2.6 of the
literature. Based on the strategic objectives, the organisation may set or choose
a strategy it may want to pursue. In broad terms, there are generic, grand, and
emerging strategies. The generic strategies may be low-cost leadership (which
must do with being cost-effective), differentiation (offering exclusive and quality
perceived services) and focus (which focusses of specific areas or types of
population) strategies. The grand strategies may be in a form of growth, decline
and combination strategies. In this instance, depending on what the organisation
seeks to achieve, strategists may pursue aggressive growth initiatives to grow its
operation or perform rescue initiatives to save a dying organisation. Strategists
may collaborate with other like-minded organisations to grow the organisation’s
operations. Emerging strategies could be in a form of SE and BOS that could
make rivalry irrelevant, increase the desire for innovation and improve stakeholder

value. Please also in section 2.12 of the literature of this study.

For the strategy implementation phase, also known as an action phase, the
organisation would need both the drivers and instruments. As a point of departure,
the organisation must appreciate the fact that there could be possible barriers to
implementation, such as management (poor management), people (people not
keen to implement strategy), vision (ambiguous vision) and resources (inadequate
resources for implementation). There must be measures to mitigate against such
barriers as this may hinder strategy implementation. The drivers entail strategic
leadership and management; culture, traditions, and change management;
structure, organograms, and hierarchies; resource allocation and budgeting.
Concerning instruments, policies (constitutions, rule books and procedures);
short-term objectives (derived from the strategic objectives), tactics (short-term
strategies) and sometimes, incentives (stipends, recognition & other benefits) are

part thereof.
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It is to be noted that some strategists may regard incentives as part of drivers and
not instruments (but this makes no real difference). Furthermore, it is to be
appreciated that both the drivers and instruments must respond to the strategy of
the day. If the strategy changes, both the strategy implementation drivers and
instruments must also change. The third and final phase deals with strategic
evaluation and control. This also referred to as a checking phase. In this phase,
implementation control is being undertaken to allow the organisation to strengthen
its weak areas within its strategic management processes. During this period, acts
of accounting and reporting occur. Both the narrative and financial reports of the
organisation ought to occur. This would usually require people knowledgeable in
basic financial and management accounting to lead this process. It would be ideal
for NPO managers to be able to lead this process, even though they are at liberty
to request external assistance for the sake of professionalism. Tools such as the
balanced scorecard (BSC) may be employed to measure aspects such as the

alignment or deviation of the strategy against the vision statement.

Furthermore, the BSC may also evaluate the organisation’s financial position and
stakeholder value based on the set measures and targets (also in section 2.10 of
the literature). It is to be kept in mind that NPOs managers and NPOs are
answerable to their key stakeholders. Therefore, according to good governance
principles, ethical conduct and for inclusivity and transparency, statutory meetings
such as annual general meetings (AGMs) need to be held without fail. Such
meetings are usually empowered to hold managers and their organisations
accountable should there be deviations from the strategic plan and agreed-upon
stakeholders’ expectations. NPO managers may also refer to an example of a
template they may complete when they conduct strategic evaluation and control.
Anyone who may want to adopt these templates may also refer to chapters 2 and
3 of this study for more details and contexts. Furthermore, users are at liberty to
consult other sources to enhance their knowledge of the strategic management
processes of NPOs and SE. NB: It is to be noted that no organisation such as a
church is a profit-driven business. Thus, it could be unethical to view the church
as a business. Thus, the proposed strategies and initiatives in this framework and
this study are just means to aid an NPO to function with little or no financial

constraints, create requisite value and to sustain itself for the future.
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NB: This framework was majorly developed based on the theoretical data that the
researcher gathered. A few aspects result from empirical data. Thus, it must never
be perceived based on empirical grounds. As some of the items acquired from the
empirical data, a value statement was added in the strategic direction alongside
the vision and mission statements, replacing the strategic direction from the
theoretical data. This is a useful replacement because it appreciates the value-
based philosophy that NPOs such as churches are accustomed to. In the
environmental analysis component, skills audits and suggestion boxes were part
of the empirical data items. Under strategic evaluation and control, AGMs as part
of the reporting platforms were also from the empirical data. However, Grant
(2003) alludes to AGMs in the corporate context. Furthermore, the terminology

was simplified to accommodate even novice strategic management enquirers.

>Framework ends<

6.4 A CONTRIBUTION OF THE STUDY TOWARDS STRATEGIC
MANAGEMENT PROCESSES EMPLOYED BY THE NPOS SUCH AS
CHURCHES AS SOCIAL ENTERPRISES

This study is built on the pillars of management theory and agency theory. As
mentioned in the initial literature (chapter 1), the management theory holds that
management thrives on four principles of planning, organising, leading and control
(also in Taylor, 1911; Drucker, 1964; Bernstein, 2017 and section 1.9 in this study).
These four principles applied to this study since strategic planning, implementation
and evaluation and control phases encompassed these principles (Mayorova et al.,
2019). This confirmed a link between the management theory and the strategic
management processes of churches in that the management principles were

applied at all phases of the strategic management processes.
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This study makes a theoretical contribution by applying agency theory. Regarding
the agency theory, church managers (study participants) assumed custodianship
of their church resources and strategic management processes as enlisted by their
members and denominations. In other words, they were stewards who were
entrusted to fulfil the church's strategic agendas. This is consistent with the agency
theory that regards church managers as agents that act on behalf of their members
to fulfil the agreed-upon strategic direction (also in Koontz, 1961; Cornforth, 2004,
Seems & Seuring, 2020). Based on the interviews and document analysis data, it
became clear that church managers mainly received their mandates from their
denominations and members, usually during their AGMs and as per their policy
documents such as constitutions, cannons, church orders and rule books (Shilbury,
2001). To this end, it could be concluded that churches employed the agency theory
and that this study explored such theory during the data collect process.

While these theories were often tested and explored in other contexts such as
corporates and SMMEs, little is known about their applicability in the NPO context,
in general, and churches, in particular. That could be viewed as a contribution
towards the body of knowledge. Furthermore, this study makes a significant
contribution in more ways than one. From the literature chapter to data collection
methods emerging from impressions, document analysis, and interviews
conducted, it became clear that very little was known about the strategies and
strategic management processes of churches as NPOs and Social enterprises
(Millar & Doherty, 2016). As already alluded, most of the studies were done on
strategy in both corporate and SMME contexts. While the aforesaid sectors focused
on profitmaking and, to a certain extent, wealth maximisation, NPOs such as
churches mainly focus on creating role-players’ value (Ferrell et al., 2019). With

churches, it is more than just value creation.

Churches also play spiritual, social, economic and, in certain instances, political
roles (SACC, 2007). With the findings of this study, NPOs such as churches will
have at their disposal, strategic management process templates that they could
use to enhance the value creation and other related mandates of their churches

(also in section 6.4 in this chapter).
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Equally so, other NPOs could draw lessons from the participating churches and
their managers on strategy, governance, accountability, and ethics. Moreover, this
study presented opportunities for churches and similar organisations to explore the
strategic planning, implementation, and control processes of NPOs. Other
important aspects could be the strategic planning components, strategic planning
tools, strategy implementation drivers, strategy implementation instruments and
strategic management control systems (through strategic evaluation and control
discussions). The researcher hopes that the work explored in this study will yield
some form of contribution to the body of knowledge in the fields of management,

strategy, NPOs and entrepreneurship.

It could be interesting if future studies could be done at a denominational level of
the participating and other churches. Interesting findings are probably yielded. In
doing things differently, instead of conducting document analysis of strategic
church documents and in-depth interviews, executive meeting observations,
document analysis as well as focus group interviews could be pursued. Over and
above these, surveys could also be included to triangulate the study to enhance its
credibility. This and other options are further discussed in the future studies and

further research.

6.5 LIMITATIONS OF THE STUDY

This study, like any other, had several limitations that needed to be acknowledged
and, where possible, mitigated. For instance, there were time frames (owing to the
duration of the ethical clearance certificate) that the researcher had to adhere to.
The researcher had until December 2020 to have fully collected data from the
field. The researcher had to deal with challenges because of the COVID-19
pandemic. This pandemic prompted governments to impose movement and
gathering restrictions. Given that this study had an interview component, there
were serious reservations, hesitancy, and sometimes reluctance on the part of

participants.
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Upon consultation with the relevant authorities, the researcher was advised to
alter the mode of conducting interviews from physical to virtual platforms. While
most were interviewed through physical interactions, some participants were
offered platforms such as Zoom, WhatsApp video calling, and Microsoft teams to
choose from. Some information was supplemented through member checking via

telephones and emails.

This is consistent with the literature on data collection strategies and rigour (also
in Stake, 2006 and section 4.12 in the methodology chapter). Another obvious
limitation was that of limited financial resources allocated to conduct the study. As
such, the researcher could not do prolonged engagements in his quest to
strengthen the research rigour of the study. However, one of the interview
guestions (question 20) gave participants to add whatever was outstanding (in
appendix 5). Furthermore, the researcher did member checking on some of the
participants for rigor purposes. Moreover, the logistical arrangements were to be
synchronised in that as many participants as possible were covered per region
per visit. The study was limited to the Gauteng provinces. As such, it is difficult for
the researcher to conclude that this was a true reflection of the entire country’s
reality of how churches strategise and becoming entrepreneurial in social settings.
This is a general limitation of a qualitative study (Henning et al. 2018). While the
study could be transferable in other contexts, the generalisability thereof could
never be absolute, given that there may be other dynamics that may challenge the
lenses thereof if future studies were to be done in other regions, provinces and

even countries.
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6.6 RECOMMENDATIONS AND MANAGERIAL IMPLICATIONS OF THE
STUDY

This section seeks to propose practical recommendations for various
stakeholders. Some of these stakeholders are churches and church managers,
denominations, bodies such as the SACC, NPOs in general, Institutions of Higher

Learning, and the South African Government.

Recommendation and managerial implication 1: Alignment of strategies
The church and its denomination should align their strategies, environmental
analysis and policies to eliminate possible confusion and strategic failures. This
means that healthy, frank, and open dialogues may be necessary to both the
denomination and church. That said, the strategy ought to be flexible enough to
be modified to unique circumstances that each church may be facing. For
instance, the strategic paths of rural, peri-urban, and urban churches are seldom
the same, irrespective of the fact that they may be from the same denomination.
The “one size fits all” philosophy is not only irrelevant and unresponsive to the
current realities, but it is also unsustainable. Thus, the organisational values and
the prevailing environmental conditions should inform the choice of strategy.

As such, the chosen strategy would best serve the organisation better.

Recommendation and managerial implication 2: Proper communication
channels

The church, church managers and their denominations must find clear, simple and
accessible communication lines. Both the “top-down” and “down-up” approaches
need to be encouraged. This means that an inclusive approach to strategy need
to be in place. This is consistent with the principle of good governance and its role
in strategy (also in King Committee on Governance, 2016). All stakeholders ought
to be and feel that they are part of the strategic management processes, from the
planning, implementation, and evaluation & control phases. At all phases, an

inclusive approach should be followed.
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This would minimise, or even eliminate barriers to strategy implementation such
as vision, the management or people barriers and even strategic failure (as

documented by Barrows, 2009).

Recommendation and managerial implication 3: Youth Development Desk

During the fieldwork, some participants, especially participants 2, 4, 19 and 23,
raised matters regarding urban migrations and the aloofness of young church
members. This raised sustainability concerns in church settings. Strategy is about
the sustainability of organisations and it is futuristic in nature. Thus, young people
should form the basis of such engagements. The SACC, denominations, churches
and other church forums should consider establishing youth development desks
(YDDs) that deal with Christian youth matters in churches and communities.
Alluded in some challenges facing churches were issues of ageing church
population compounded with youth despondency. This puts doubts on the
sustainability of the church by future generations. As such, youth strategies are
needed to identify the pressing youth matters. This may require research
commissioning so that the findings and results thereof are informed by science
and not just sentiments. Church managers would need to be capacitated with the
requisite skills to implement the agreed-upon strategies. Inclusivity is needed to
the effect that as many young people as possible ought to champion the strategic
agenda of the YDD. Strategy is futuristic in approach, and it is long-term in its very
nature (Lynch, 2018). Any modern organisation that pursues a strategic approach
ought to invest its resources in the future, and youth development is one such
endeavour. Informed by scientific data and not emotions, churches must invest
time and resources in exploring the sophisticated, current, and future needs of
young people and seek ways to address them. However, this must not

compromise the church values, strategy, and doctrinal underpinning.
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Recommendation and managerial implication 4: Entrepreneurship,
management and strategy education

During the interviews and observation, it became clear that there is a need for
management and strategy education among church managers and other office
bearers within a church setting. While some church managers held post-graduate
gualifications, there existed a gap of managerial and/or strategy courses in their
gualifications, especially that of theological studies. This made it a bit challenging

to better run their churches efficiently.

Grant (2003, 2021) alluded to the notion that all modern organisations should
strategise. This was also alluded to by Gratton (2018) where an entrepreneurial
approach was encouraged. Institutions of higher learning may play a critical role
in the curriculum of the course offerings to include management modules in
general and strategic management and entrepreneurship in particular (Moos &
Sambo, 2018). This could be a medium to long-term approach. Urgently and as a
short-term measure, capacity development workshops of church managers need
to be held through collaborations between churches, denominations, bodies such
as SACC, institutions of higher learning and the private sector experts.
Sponsorships and other incentives ought to be organised and it is incumbent on

the private sector and other willing entities to support such initiatives.

Recommendation and managerial implication 5: Skills and resource audits

During the interviews, the issue of churches conducting skills audits featured very
prominently. This is consistent with the RBV capability component (Bruton et al.,
2004). Skill capital enables organisations to position themselves as achievers and
contribute towards the sustenance. When such audits are in place, churches are
more likely to appoint the right people for their tasks. Moreover, due to skills audits,
possible outside business and employment opportunities could easily be
disseminated to worthy candidates within the church, denominations, or the
surrounding areas. Over and above effective church management, business and
employment opportunities could be directed at the worthy church recipients with

greater ease.
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Parallel to the skills audits, the church must take account of their movable
properties (such as cash in hand & banked, vehicles and equipment), and
immovable property (such as land and buildings). According to RBV, these are
tangible resources (Kagermann, 2021). Furthermore, the church should analyse
intangible resources such as brand image, rich history, and reputation. Given its
mandate as a custodian of moral capital, the church must do everything in its

power to always be beyond reproach.

Recommendation and managerial implication 6: Social entrepreneurship (as
an emerging & innovative strategy) and fundraising initiatives

Chief among the challenges facing churches was the issue of shrinking resources,
particularly the financial resources. This was clearly articulated during interviews.
As per tradition, most churches depend on freewill tithes and offerings as their
main sources of revenue. Given the migration of economically active church
members and compounded with the ageing church population and the growing
youth unemployment, many churches struggle to accumulate the requisite
revenue to fund their daily operations, service their monthly bills and special
projects or their strategic agendas. With all these challenges in mind, churches as
social enterprises could explore several social entrepreneurship initiatives to
generate revenues and ensure their sustainability (Boni, 2016). These initiatives
could be youth-led and community-driven through the assistance of influencers,
business management experts, and corporate sector funding. Mentorship
programmes through the corporate sector and tertiary institutions could enable the
church to be partners of corporate social responsibility and community
engagement, respectively (Moos & Sambo, 2018.

Recommendation and managerial implication 7: Governance and ethics

During the interviews, issues of governance and ethics became very topical, as
indicated by 13, 15, 16, 17 and 22. Traditionally, society-perceived churches as
moral agents and institutions with good governance principles. Over the years,
such perceptions have been challenged and several indictments have been made

against churches and their managers.

261



Clear governance and ethics guidelines ought to be developed or revised (where
the guidelines already exist) to restore the credibility that churches have
commanded over the years. Organisations such as SACC, denominations and
government agencies could collaboratively develop guidelines of good
governance and ethics. This is consistent with the literature on governance
principles set by King Committee on Governance (2016). Governance, ethics and
morality ought to be taught intensively at Sunday Schools, youth, and family levels
so that the future church managers would naturally practise them whenever they
assume a public office.

A popular African proverb suggests that “lore lo ojwa lo sale metsi” (Author
Unknown). This is also a Black Consciousness concept of “loving your kind” and
the Biblical concept of “loving our neighbours” (Ngcukaitobi, 2018; Matthew 22:37,
NLT, Bible Gateway, 2005). This loosely means that it could be more difficult to
successfully teach adult managers ethical values than to prepare them while they
are still young. In that way, ethical conduct would occur naturally and thus yield

vital behavioural outcomes within the church and society at large.

6.7 FUTURE STUDIES AND FURTHER RESEARCH

This section seeks to identify future studies that could emerge following the
finalisation of this study. The lessons thereof will be built from the findings of this
study. A follow-up and impact study could be done to retrace the progress made
by the current participants, their churches, and denominations on sound strategic
management processes. This study focused on qualitative research methods in
interviews, document analysis and, to a certain extent, observations. Future
studies could still explore the strategic management processes but employ mixed
methods. This seems to be doable. Moreover, the same study could be conducted
in various countries (both developed & undeveloped) and thus a comparative
analysis is conducted. Moreover, various other NPOs except the church could
participate in future studies on strategic management processes. The researcher

firmly believes that different contexts could produce different outcomes.
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6.8 GAPS IN THE STUDY

In any research study undertaken, gaps are inevitable. These gaps may stem from

either theory, policy, methodology or practice. These are portrayed in the table

below:

Table 6.2: Gap in the study

Theory Policy, Methodology Practice

There was very | From a policy |Based on his | This area deals
limited research | perspective, there | paradigm and | with how the
work done | seemstobeagap |research ethical | strategy was
regarding NPOs |in terms of the | clearance embraced within
as SEs and |type of a church | certificate, the | churches. What
churches.  The | manager researcher the literature is
theory on | produces. The | confined his | alluding to and
strategy and SEs | majority of | research method | the current reality
delved chiefly | managers alluded | to qualitative | in the church
into strategy. | to little or no |research context were
Both the | managerial instruments such | somewhat
traditional  and | training. Thus, | as observation, | different. The
emerging organisations document most

strategies were | such as SACC | analysis and | conspicuous gap
explored. Thus a | must work on |interviews. There | was particularly
theoretical gap | influencing seem to be a |on environmental
on NPOs and | curriculum missed analysis tools.
strategy or NPOs | policies regarding | opportunity to | For instance, in
and SE still | the type of church | employ a mixed- | collecting  data
exists. Thus, | managers the | method approach | within the church,
there is still a | church needs to | to the study the  suggestion
knowledge gap | have. box appeared to
that still requires stil a preferred
scholars to tool.

address.
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As in the
recommendation
section, the call
for management,
strategy and
entrepreneurship

courses needs be

Resource-Based
View tool was
mainly focussed
on skills audit that
some of the
participants

alluded to.

considered.

Source(s): Author adapted from both theoretical and empirical data

In the above table, the gaps identified by the researcher were established. These
are explained within their own columns. It is incumbent upon all the affected role-
players (the researcher included) to do their role in closing such gaps. The

conclusions are discussed below.

6.9 CONCLUSIONS

This section summarises the essence of this study. It also provides a mental
model of the chronological stems that the researcher took to arrive at the
conclusion section.This is done by use of table 6.1, which is subsequently followed
by a brief explanation thereof.
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Table 6.2: Summary of this study

Chapter 1: Introduction and background of the study

Title: The strategic Management Processes of Gauteng Churches

Main Objective: to establish the strategic management processes employed by the
churches in Gauteng.

Secondary objectives:

To establish the strategic planning process components which are employed by the
churches + To establish the strategic planning process tools which are employed by
the churches + To succinctly determine how the strategic implementation drivers are
explored in churches + To succinctly determine how the strategic implementation
instruments are explored in churches

+ To explore the management control systems of churches. + To provide a framework
as the study's contribution towards strategic management processes employed by the
churches as NPOs.

Other aspects covered

+Problem statement + Theoretical framework + Paradigm + Limitations + Rationale +

Ethical Considerations

Chapter 2: The strategic management processes: from Corporate to Not-for-
Profit-Organisations (NPOs) contexts

Sections covered

Strategy + Strategic planning + Strategic management + Process approach + Strategic
management process (phases & components) + Strategic tools + Emerging
perspective + Strategy and NPOs (including the church)

Chapter 3: Religion and Christian Churches — A South African Perspective
Sections covered

Church History + Denominationalism + Religion, Christianity & Christian Churches in
South Africa + Types of Church Government + Church Bodies (SACC) + Church and
society + Church and Governance + Church as an NPO
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Chapter 4: Research Design and Methodology
Research Paradigm +Problem statement + Questions + Objectives + Qualitative

Research (Interviews, Document analysis & Observation) + Rigour + Interview guide

Chapter 5: Research Analysis and Findings

Sections Covered

Themes: Environmental Analysis + Strategic planning components + Strategic Tools +
Strategy Implementation Drivers + Strategy Implementation Instruments + Strategic
Evaluation & Control

Chapter 6: Conclusions, Recommendations and Contribution

Sections covered Conclusions + Stakeholder-Related Recommendations +
Contribution + Chapter Summary + Strategic Management Framework of NPOs as
Social Entrepreneurship.

Logistic and Impressions + Document analysis + Interviews

Source(s): Author’s compilation from the literature and fieldwork data

Table 6.2 summarises the essence of this study that explored the strategic
management processes of Gauteng churches. This figure further attempts to show
a “golden thread” of the research processes undertaken in this study.

In chapter 1, the introduction and background on strategy and the church (as an
NPO & social enterprise) were covered. Strategy in corporate and SMME context
was what was widely known, and strategy in NPOs such as churches was still a

relatively new but also a growing field.

All the expectations of the study, such as the constructivist paradigm,
management and agency theories, problem statement, research questions,
research objectives, the rationale of the study, study limitations, brief
methodological approach, ethical considerations, and chapter layout, were

covered.
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Chapter 2 dealt with the topic of Theoretical perspective: The strategic
management processes: from Corporate to Not-for-Profit-Organisations (NPOs)
contexts. The chapter entailed strategy, strategic planning, strategic tools,
process approach, the strategic management process, emerging perspectives
and strategies for SMMEs. A comparison was made regarding strategies for profit-
making organisations and NPOs to the effect that NPO rather focus on value

creation instead of monetary returns.

Chapter 3 entailed religion, christianity, churches in South Africa,
denominationalism, church bodies such as SACC, types of church government,
church and society as well as churches and NPOs. In essence, this chapter
explained the spiritual, social and economic role that churches could play in
society and the strategy and governance principles that churches ought to

observe.

Chapter 4 discussed the research design and methodology. The rationale of
choosing the qualitative research method in interviews, document analysis, and
observations were addressed. In this chapter, the problem statement, research
guestions, research objectives and research rigour were outlined and discussed.
This was followed by the discussion of the section of participants, also known as
population sampling. This chapter was concluded with an interview guide that
explained the relevance and rationale of the questions that were to be asked to

participants.

Chapter 5 had to do with data analysis and the presentation of findings. This
covered church managers from 5 Gauteng regions (in Ekurhuleni, Johannesburg,
Sedibeng, Tshwane & West Rand) and these managers were from 4 main
denominations (in Anglicanism, Catholic, Orthodox & Protestants). The first three
denominations were combined into adherents, while protestants remained the
same. A total of 26 church managers participated in the study. A total of 12

strategic documents were made available for document analysis purposes.
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These were in the form of policy documents such as constitutions, cannons,
church orders and rule books or church manuals. Issues of strategic nature such
as the strategic direction, policies, analysis tools, church structure, finance,
governance, reporting, and statutory meetings were covered. This was followed
by interview findings. The codes thereof were grouped into families or themes.
The main themes that emerged were environmental analysis (internal & external),
strategic planning tools (such as SWOT, RBV, suggestion box & audit), strategic
planning components (strategic direction elements in vision & mission), strategy
implementation drivers (leadership, culture, structure, resource allocation &
change management), strategy implementation instruments (policies & reward
systems). Furthermore, the strategic evaluation and control were discussed. It
became clear that AGMs played a significant role in holding church managers
accountable. During this period managers had to prepare financial and narrative
reports regarding governance principles. This chapter confirmed that churches as
NPOs utilised very few analytical tools and that leadership played a significant role
in ensuring that churches plan, implement and evaluate their strategic processes.
This is consistent with both the agency and management theories that view
managers as individuals who pursue the management principles of planning,
organising, leading and control. Furthermore, managers are flight attendants and

custodians of church resources and strategic management processes.

This study was finalised in chapter 6, where conclusions, recommendations,
study contribution, study limitations and future studies were conducted. The
penultimate section summarised all that was covered in this study. In addition, the
proposed framework for the strategic management processes for NPOs such as
churches was made. This was based on the research findings and the literature
chapters. In conclusion, the researcher agrees with Grant (2003, 2021) that all
modern organisations, including NPOs such as churches ought to strategise. The
researcher further affirms Gratton (2018)’s notion that there are innumerable
benefits that NPOs could realise when a strategic management approach is
pursued. For the sake of the future generation and the sustainability of churches,

strategy must drive change and innovation in church settings.
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The following section deals with references, and it is immediately followed by a
section on appendices. Among such appendices are where the researcher

addressed the research itinerary, logistics and impressions about the participants.
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APPENDIX 1: LOGISTICS AND A SUMMARY OF OBSERVATIONS

This section provides an account of events leading to and during the field work with

participants. Furthermore, the section discusses type interactions between the

participant and interviewer (who was the researcher himself) and how these

interactions shaped the trajectories of discussions from the point of setting up

appointment until the interview was completed and protocols thereof finalised. It

further demonstrates the levels of difficulties the researcher and in some instances,

the participants may have encountered during the fieldwork (in table AP.1).

Table AP 1: Logistics and a summary of observations per participant

P

Region

Description

1

Tshwane

Logistics and Impressions

Participant one was a delight to deal with in that he was very open and welcoming
towards the researcher. The researcher met with this participant on Sunday afternoon
in to secure an interview which was to take place in the middle of the following week.
The very same Sunday evening the researcher sent through all the necessary
documentation for the participant’s perusal and preparations for an interview. On the
day of the appointment, the church building and yard looked modern, well maintained
with conspicuous signage. The building looked big enough to host between 50 and
70 people. The researcher arrived at the venue (church office) as scheduled, however
the participant had baby-sitting commitments to deal with at that time. As a result, the
interview was delayed by approximately 30 minutes until the children were taken care
of by their designate. The discussions were cordial and free flowing. The participant
displayed passion to serve God and to serve his community. The discussion took an
abrupt turn when upon reflection, the participant became emotional about amount of
hard work some of his congregants were doing, and he was appreciative of that
reality. The interview had to be paused to show sympathy to the emotionally charged
participant. That still, the interview was completed well with the participant making an
undertaking to provide the researcher with additional useful information which dealt
with church strategic issues and anything of statutory nature of his organisation.

Key Contents Captured

The discussions were cordial and free flowing. The participant displayed passion to
serve God and to serve his community. The discussion took an abrupt turn when
participant became emotional about amount of hard work some of his congregants
were, and he was appreciative of that reality. The interview had to be paused so as
to show sympathy to the emotionally charged participant. That still, the interview was
completed well with the participant making an undertaking to provide the researcher
with additional useful information that deals with strategic issues and anything of
statutory nature of his organisation.
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Tshwane

Logistics and Impressions

Participant two was known to the researcher. She seemed always keen to assist
the researcher with the useful information regarding the study. Due to unforeseen
circumstances and Covert-19 pandemic uncertainties, the participant made two
postponements. The researcher established that the participant has been with her
church and denomination all her life as she grew within the church and became part
of the executive structures of the church in subsequent years. Through observation,
the participant’s church had a 100-seater chapel and modern 250-seater hall, with a
membership complement of around a 100. The hall was sometimes also used for
income generation asset for the church.

Key Contents Captured

The interview was very cordial, and the participant appeared to be well prepared and
well-informed about the dynamics of the church, denomination and the fraternity at
large. As such, useful information regarding church dynamics was established.

The interview was concluded late in the evening with the participant making an
undertaking to provide the researcher with the church strategic and statutory nature
documents which were useful for the enhancement of the study. These documents
were subsequently sent through to the researcher a few days later by means of email.

Johannes
burg

Logistics and Impressions

The researcher approached the participant who was showing interest in what the
researcher was study towards. The participant was sent a document that stated that
the intentions of what the study intended to do and the protocol thereof. An email was
sent to the participant to familiarise himself with what was expected from him during
the interview. Upon confirmation, the researcher immediately drove to conduct an
interview with the aforesaid participant. The researcher arrived a few minutes earlier
than scheduled and took the time to familiarise himself with all that the participant has
encountered when he started his ministerial work in the area. The church signage as
well the new and modern 60-seater church structure were conspicuous. The
participant took time to explain all that has happened in the beginning of the journey
of conducting the ministry. It would appear that the church was started from humble
beginnings, but it got to the point where some major milestones were reached. While
they still have other projects that need to be completed, the participant appeared to
be thankful for what has been achieved thus far. The researcher took time to explain
the intention of research and the terminologies which may have appeared to be
somewhat unusual on the part of the participant. As a result, this allowed for a free
flowing engagements during the interview.

Key Contents Captured

The participant displayed mastery in terms of knowledge regarding the church,
denomination and fraternity that he works under. The interview was concluded with
an undertaking that the participant will send the researcher with the church
documents which contained strategic matters in order to enhance document analysis
of the study. These documents were subsequently emailed to the researcher during
the same evening following the research interview.
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Sedibeng

Logistics and Impressions

The researcher was warmly welcome to contact research at the church of the
aforesaid participant. The research interview meeting took place at around 8:30 am
even though the initial time of thereof was 8:00 am.

That said, the researcher tried to accommodate the participant by being mindful of
time given that he had other pressing engagements elsewhere in another city. The
researcher was allowed to park his vehicle in the premises where the research was
to be conducted. The premises appeared modern (give the recent renovations) and
well maintained. The chapel thereof was able to host approximately 300 congregants.
After the Covid-19 pandemic protocol processes were observed, the two parties
commenced with the interview.

Key Contents Captured

The participant displaying great knowledge in terms of the strategic management
processes of his church. Moreover, the passion for service to the church and the
community at large became apparent. All the more, the participant displayed the zeal
for youth development and for serving society with great integrity and honour. He was
also well vested in the activism and contemporary struggles of the vulnerable and as
a result, the participant made futuristic proposals regarding the emancipation of
society. The interview was concluded with an undertaking that the participant will
provide the researcher with the necessary documentation which will allow him to
further explore the document analysis of the strategic management processes of the
church.

Sedibeng

Logistics and Impressions

The meeting for was scheduled for 11:00 at the participant’s premises that happened
to also be a community centre and a place of worship for the participant. The
researcher arrived 20 minutes before the scheduled time and notified the participant
who then confirmed that he was on the way in around five minutes before the
meeting. The participant arrived but alerted the researcher that he had very busy
itinerary still to attend to. The researcher was well received and hosted in a modern
and well maintained 300-seater hall which is also being used as a means to generate
income for the church. The church also employed a number of people who were part
of the church membership. Among other things, the church had a school facility with
some of the church members serving as teachers. The church maintained its
indigenous culture and practices. Moreover, the generosity of the church members
became apparent. Overall, the researcher received valuable information from the
participant. The researcher suggested that the participant can further get more
information in terms of their documents of strategic nature but was duly directed to
the church website.

Key Contents Captured

The participant seemed to be holding contrasting view to others. While he believed
in servant leadership principles, his church followed an authoritative leadership style
and autocratic type of church government. The church management seemed
involved in several community projects; however, the priest of their church was the
supreme leader and decision maker. Furthermore, the church had entrepreneurial
attitude and fundraising initiatives.
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Sedibeng

Logistics and Impressions

The meeting with participant six was moved from 1:00 (pm) 1:30 (pm) so that it can
afford the participant to finish his other engagements. This meeting was held at the
participant’s place of residence just across the street from the premises of the church.
The premises appeared to be modern and well kept.

The chapel appeared to be a 250-seater. The participant was very welcoming and
assisted the researcher with a power source to charge the laptop computer.

Moreover, the participant was knowledgeable about his fraternity given that has been
involved in the church management for over 30 years. During the discussion, the
participant displayed some form of vibrancy, and he was in a position to acknowledge
the reality when it comes to issues of diversity in the church. The impact of youth
involvement in the church was a major highlight of the day. Furthermore, more
information was provided to the researcher in terms of how the church is run and all
the church strategic documents were sent to the researcher via email for further
scrutiny and analysis.

Key Contents Captured

The patrticipant and his church seemed to be on the path of diversity management
among their ranks. Indications were that the church was previously dominated by
‘minorities’ and it held a conservative stance. There appeared to be an increase in
youth membership and people of other races. There seem to be elements of vibrancy,
liberalism and innovation that the church had to appreciate. These seemed to affect
their strategy, planning patterns, leadership style, culture and style of worship.

Sedibeng

Logistics and Impressions

The meeting with participant seven was moved from the Vaal (Sedibeng Region) to
Katlehong (Ekurhuleni Region) to accommodate the participant who had a pressing
engagement at her other place of work. The researcher experienced difficulty to reach
the area given the awkwardness of the access to the premises of the participant’s
place of work. All the same, the participant eventually managed to arrive. After Covid-
19 protocols were observed, the meeting commenced at around 4:30 pm. The
participant was welcoming and the atmosphere was very cordial. She displayed
intelligence and great wisdom in terms of the way the strategic management
processes of her church and denomination work. She further demonstrated passion
for teaching and also to work as a change agent at her workplace and church. Despite
the late hours of the day, the participant did justice to the process and showed
diligence in her response to the interview questions.

Key Contents Captured

The participant had a strong institutional memory of her church and denomination.
That was not surprising as she held over 30 years of service as a church manager.
Among the pressing challenges she was willing to share was the issue of commitment
among congregants, especially when it came to issues of governance and
fundraising. The participant appeared to be a seasoned professional who seems to
be passionate about knowledge impartation within her church and community During
the discussions, the participant made inferences of being a believer in congregational
type of church government and servant leadership philosophy. The meeting was
completed with an undertaking that the participant will send the strategic document
to the researcher for further document analysis.
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Sedibeng

Logistics and Impressions

The meeting was held at after the researcher gave an undertaking of confidentiality
that would be observed in any deliberations that the participant would make during
the interview.

The researcher spent some time trying to explain the ethical position surrounding the
work that he was doing. Once those uncertainties were made clear, the meeting was
scheduled to be held at the participant’s church premises at 12:00 midday.

The premises appeared to be well kept, and the chapel thereof was able to host
approximately 150 congregants. The participant was very welcoming and
professional. Covid-19 protocols were observed. During the discussions, the
participant displayed great knowledge with regard to his church and denomination.
He mentioned that he had to undergo rigorous training for him to be eligible to run
the affairs of the church. Almost immediately after the discussions, the participant
recommended certain readings of strategic nature from his church. These were
subsequently sent to the researcher's email for that document analysis can take
place.

Key Contents Captured

The participant appeared to be relatively new but also enthused in his role as the
manager even though he has been part of the church for several years. He appeared
to be keen to bring across changes and champion diversity management initiatives
within his church. Inferences made were such that his church was employing an
autocratic type of church government, and this seemed to limit his level of flexibility
in bringing requisite strategic changes. The church strategic documents that he
provided for the document analysis of this study were some of the well written
materials the researcher had encountered during the study.

Sedibeng

Logistics and Impressions

The researcher had to make a replacement following a late cancellation by a
participant. Participant nine was contacted and he displayed great interest in
assisting the researcher with the requisite information. The researcher had to drive
quickly to his area to meet the participant who happened to have other meetings
immediately after the discussion with the researcher. The church premises of the
participant appeared to be well kept, with the chapel thereof appearing to be able to
host a total of 200 congregants. The participant welcomed the researcher warmly.
The discussion had to start with orientation and explanation of the gist of what the
research was all about. Greater emphasis was made in terms of the ethics
surrounding the work and ethical handling all the information of the church and
denomination. The participant explained in extensive terms how he had to undergo
rigorous training to get equipped and ready to manage his parish. During the
discussion, an undertaking was made that further research ethics related information
will be sent by the researcher to the participant through email for his convenience.
This was done during the same night following the meeting.
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Key Contents Captured

The participant appeared to be one of the most conservative managers who were
interviewed. That was not too surprising in that his church was from one of the
denominations that followed an autocratic type of church government. Even though
he did not have too much to say but seemed to have accomplished a lot within his
church, denomination and fraternity. This participant suggested to some rigorous
training that he underwent in order to qualify to be a minister.

By his own admission during, his professional training, very little was covered in terms
of strategy and management. As such, he seemed keen to acquire a managerial
qualification in future.

10

Johannes
burg

Logistics and Impressions

From the onset, the researcher realised how keen the participant was to participate
in the study. An appointment was set for 12:00 at the participant’s church premises.
The researcher struggled to access the venue, however, he eventually managed to
find it. The reason behind the delayed arrival was that there was no signage displayed
at the premises which could assist the researcher to ascertain if they have arrived at
the correct destination. Covid-19 pandemic protocols were observed. The participant
was very knowledgeable in terms of how the church is organised and has gone
through rigorous training for the managerial work that he was doing. Moreover, the
participant had a background in management studies which made it easier for the
flow of the discussions. Great knowledge was exhibited on how the church was
organised and the dynamics thereof. Great discoveries and learnings were made in
terms of how unique the church and denomination were organised and how they have
been received all over the world. Some key aspects that came apparent were the
challenges of urban migration and the adaptation of congregants to the style of
worship.

Key Contents Captured

The participant’s church appeared to be more autocratic terms of church government
and traditional when coming to the style of worship. The participant sounded
knowledgeable on issues of strategy, management and governance. He was one of
the few exceptions as he was in possession of a managerial qualification, and this
made matters easy in terms of what was expected of him as a manager who held a
public office. Inferences made further suggested that the church was good in
motivating its members to contribute towards strategic projects, in particular, and
fund-raising initiatives in general. It is important to know that these two aspects
appeared to be is the most difficult aspects which NPOs such as churches had to
deal with (as it was also mentioned in during the interviews findings. A request for
organisational documents was made and the participant made an undertaking to
request for permission from the higher body but unfortunately this did not materialise.

11

Sedibeng

Logistics and Impressions

The discussion with participant 11 was arguably the most unique discussion which
took place during the study. The participant was very keen to assist the researcher
with information even though issues of physical contact became a major concern,
given the covid-19 pandemic uncertainties that the participant was experiencing.

As aresult, even though the researcher was within the participant’s proximity, contact
interview did not materialise.
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As such, the participant undertook to answer the all the questions that would
ordinarily have been asked within the interview setting and the information was
divulged via email, SMS as well as telephone conversation. The participant displayed
great experience in running the church and she also expressed the challenges that
they have as an aging community of congregants within their church (that happened
to be very small in numbers). It was mentioned that the church chapel, even though
a bit older was able to host approximately 50 congregants.

Key Contents Captured

Inferences were made that she was on the verge retirement given her long years of
service to her church and denomination. While her denomination employed and
autocratic type of church government, the participant portrayed to have had a liberal
approach and leadership style. Her church was also one of those that displayed
innovation, entrepreneurial spirit and were very involved in fund raising initiatives.
The church also commanded presence on social media platforms to promote itself
and raise funds for strategic projects.

12

Logistics and Impressions

Discussions with the participant started whereby the participant wanted to ascertain
on the legitimacy of the study being undertaken by the researcher. Deliberations were
made on certain aspects that needed clarification on what the researcher was actually
looking for. After some form of debriefing, the researcher managed to allay all the
possible fears on the part of the participant. Due to covid-19 pandemic challenges of
having to practice physical distancing, the participant expressed his reservation for
physical contact and as a result, a virtual meeting became an option that was agreed
upon. A zoom meeting was thus set up for 10:00 in the morning. After a few
technological glitches, the meeting eventually commenced. The participant displayed
high work ethic and experience in his line of duty as a church manager who spent
over 20 years of service.

Our interview was briefly disrupted whereby the researcher had to pause given that
the participant had to attend to a delivery that came to his home for his attention.
Furthermore, the participant displayed great knowledge on strategic issues and how
those were practiced within his denomination general and his church, in particular.

Key Contents Captured

The participant seemed keen to engage on issues of change management and
diversity given that he was managing a multi-racial church.

He strongly believed in servant leadership, and this was consistent with the
demaocratic type of church government that his church and denomination subscribed
to. He was also looking for new innovative ways to manage the church as well as
emerging strategies. After careful environmental analysis, this participant felt that
there were still misconceptions and lack of harmonious relations between churches
as NPOs and government entities such as revenues services and social
development. The strategic documents were subsequently sent to the researcher to
enhance document analysis, over and above the interview that took place.
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13

Ekurhule
ni

Logistics and Impressions

The discussion with participant started after the researcher having sent an email to
his secretary. Without any hesitation, an interview was made for the following day at
12:00 midday, at the church premises. The participant’s colleague made every effort
to ensure that the participant and researcher meet. The trip to get to where the
participant was becoming very easy and accessible due to the intervention of by
colleague of the participant. The participant was welcoming and displayed great and
keenness to assist with any information that the researcher may require.

The church premises had conspicuous signage, well maintained and the chapel
thereof seem able house over 200 congregants.

Over and above the work as the church manager, the participant was also a district
overseer of his denomination. Great initiatives of community development were
evident in the discussion. This was one of the most vibrant research discussions, to
date.

Key Contents Captured

The participant seems to be an experienced church manager who was passionate
how about development and governance. He was also a great believe in social justice
within the church, denomination, fraternity and the community at large. He was one
of the critics of government and its leaders. He advocated for good relations to be
built between the church government in society.

Even though his denomination seemed to be leaning towards autocratic type of
church government, it would appear that this participant believed in servant
leadership style.

It would also appear that today participant West not only deleting his church, but he
played an active role in society and his denomination. An undertaking was made to
send strategic documents and to look up any information on the website as part of
the material for the document analysis section of the study.

14

Ekurhule
ni

Logistics and Impressions

Even though the study was done for the church that was situated in the East Rand,
the researcher had to travel Tshwane to have with an interview with participant.
Fortunately for the researcher, participant 14 was with participant 15 in the same
venue and as a result one “tailor-made” discussion (interview) was made between
the researcher and the two participants. All Covid-19 pandemic protocols were
observed. Participant 14 represented his Ekurhuleni based church whereas
participant 15 represented his church in Tshwane. Between the two participants, an
experience of more than 60 years existed in terms of managing the churches and
denominations at large. Great experience became apparent, and also possible
solutions on how to take the church to the next level were proposed. The discussions
were briefly interrupted when one of the participants wanted to collect water from a
truck given that there was water deficiency area at that time. As such, the discussion
had to be paused to accommodate participant 15. The break took around 7 to 10
minutes before the resumption of the interview.

The discussion was completed in a cordial manner and the researcher was thankful
for all the wealth of knowledge was displayed by the two participants.
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Key Contents Captured

The participant was well-traveled church manager who had a lot of experience. This
participant expressed his desire to retire so that he can make way for the younger
generation. He was from the theocratic type of church government denomination.

This influenced his management style being that he firmly believed that the bible
served as a supreme document set the tone for church policy and constitution. He
further pointed to transformation initiatives that took place from the church and
denomination how this made the lives of change managers in members better.
Among other things, his church where one of the few whose resources increased for
the better. Over and above the discussions, a strategic document in a hard copy
format was given to the researcher on the spot, to expand knowledge on how the
strategic management processes of the denomination in question occurred.

&
Tshwane

Logistics and Impressions

MOST OF THE DETAILS ARE THE SAME AS PARTICIPANT 14. The participant
was coopted by participant 14 to participate in our interview. All the same, the
participant became the host at his residential home and was very welcoming. He
displayed a great deal of institutional memory in that, he meticulously shared with the
researcher and participant 14, the history and changes that occurred over the period
of over 30 years of service. All covid-19 pandemic protocols were observed.

Key Contents Captured

This participant was also from the theocratic type of church government and
denomination. With all his institutional memory, he was able to articulate the positive
and negative changes that his church and domination experienced over the years.
Among other things, it would appear that his church and denomination had to rebrand
and reposition itself even society.

Moreover, his church experienced increases in financial and other resources. His
major concern who was lack of skilled church managers. He advocated that only
skilled people should occupy positions of church management so that service
delivery could be realised. This was a departure from some participants who
advocated for biblical qualification when managing the church (1 Timothy 3, NTL,
Bible Gateway, 2005).

16

Tshwane

Logistics and Impressions

A meeting set at least 10 days before its commencement. On the day of the interview,
the researcher made a call to remind in the participant about their commitment to the
interview that was to take place at 11:00 at the church premises. The premises
seemed to be in good safe keeping. After covid-19 pandemic protocols and all the
housekeeping issues were addressed, the meeting commenced with a very vibrant
participant expressing his passion for service to the church that he was assigned to.
Even though the participant had just started to manage the church over a few years
ago, his pedigree in the ministry was evident. The participant did justice to the
discussion in question in terms of a thorough knowledge of the fraternity and
management processes at the strategic level of the church. Over and above
managing the church, the participant was also active in implementing the strategies,
constitution and policies of his denomination at presbytery (regional) level. This level
governed how church functioned. Furthermore, the participant appeared to be an
expert in aspects of diversity management, inclusion, and social cohesion.
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Key Contents Captured

This participant appeared to be passionate about serving God, his church,
denomination and vulnerable communities. He was very much opposed to violence
against women and children, He felt that the church needed to play an active role in
changing that cycle in violence. Furthermore, he was a champion of social and
political justice in the wake of racism meted against everyone, particularly to people
of colour. He wanted his church to get involved in dealing with racism in society and
in diversity management projects given that his church previously serviced minorities.
This participant was also a firm believer in the spirit of giving and was concerned that
not all church members who are doing their best in the regard. The interview was
concluded with an undertaking that the researcher will receive from the participant
soft a copy of the guiding book of constitution of the denomination. This unfortunately
did not occur, owing unforeseen circumstances.

17

Tshwane

Logistics and Impressions

A confirmation for a virtual meeting (through zoom) with participant 17 occurred after
long wait and after numerous engagements with his office. This initial meeting did not
materialise as the participant was held up elsewhere. Later that night, the participant
profusely apologised for the misunderstanding and reschedule for the following day
at 12H00 pm. It was at 12:30 pm when the meeting commenced, with the assurance
and ethical protocols issues being observed to enable both parties to speak the same
language in terms of what is required of the participant during and after the interview.
The participant displayed great knowledge of his immediate environment. Being a
political activist played a very big role in shaping how the interview went.

The participant seemed to be knowledgeable and had an in-depth understanding of
the political atmosphere within the country and the socio-economic dynamics within
his community, church, and denomination. Towards the end, the meeting had to be
paused to give the participant the liberty to attend one of the urgent telephone calls.
The researcher duly gave the participant time to engage with the person on the other
end, with the recording being passed to provide some form of privacy. The meeting
resumed was subsequently concluded.

Key Contents Captured

This participant was also a political activist community leader and philanthropist. Hiss
church was one of the leaders in outreach and community development. He agitated
for social change in questioned the pace with which government and churches
delivered services to society. It would appear that this participant was from the
demaocratic type off church government. He was the type of manager that encouraged
healthy debates among church members in their quest to find solutions. With all his
academic qualifications and accomplishments, he felt the need for church managers
to have managerial qualifications especially where strategic management was also
taught.
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An undertaking that the participant will provide the researcher with strategic
documents and any other necessary documents to enhance the quality of the
document analysis part of the research study.

18

West
Rand

Logistics and Impressions

The intention for the interview to take place was confirmed on following the telephonic
discussion with the participant 18. Following a brief introduction of what the study is
about, the participant immediately confirmed his interest and willingness to assist the
researcher with the necessary inputs in a form of an interview. This confirmation was
made on a Saturday evening and an interview meeting for the following Tuesday at
12H00 pm. All the logistical arrangements were made via the text messages
(WhatsApp) and email. To his pleasant surprise, the researcher noticed that the
participant opted to drive for over 40 km to get to the participant’s place of residence
so that the interview can take place. This is despite the researcher having made it
clear that he was willing to travel to a place that was convenient to the participant.
This was a welcomed gesture. The participant made a trip to where the researcher
resided and brought along with him participant 19 who was also church manager in
one of the churches.

All the Covid-19 pandemic protocols were observed. Participant 18 displayed a great
deal of knowledge in terms of the denomination as he spoke well in terms of how the
church had evolved and what he had observed over the 38 years of service within
the denomination. An emphasis was made by the participant regarding the use of
technology and the impact of music and youth within the church

Key Contents Captured

The participant was from the democratic type of church government. He was a firm
believer in servant leadership. He believed outreach, home visits and evangelism
were some of the growth strategies that church should employ. He was the type of
person who practiced what he preached and served as a role model to many aspirant
church managers given that he had 38 years of experience in the ministry. The
participant made an undertaking to assist the researcher will be providing the
necessary strategic document for document analysis purposes.

West
Rand

Logistics and Impressions

MOST OF THE DETAILS ARE THE SAME AS PARTICIPANT 18. The participant
was co-opted by participant 18 to participate in the interview. All the same, the
participant accompanied participant 18 to the interview. He displayed a great deal of
institutional memory and deep love for his church and denomination. An emphasis
was made by the participant on use of technology and the impact of music and youth
within the church setting and how those were related to church programmes. Issues
of a conservative approach to religious practices were highlighted and the pros and
cons thereof were dissected. All covid-19 pandemic protocols were observed.

Key Contents Captured

The participant was from the democratic type of church government and appeared to
have ideas of how the church grow the church for future generation. He gave a brief
account about youth development initiatives and outreach programmes he
participated in. He regarded music and style of worship as some of the innovative
strategies to attract young people for sustainability purposes.
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20

Tshwane

Logistics and Impressions

The meeting with participant 20 came after a long discussion with him in terms of
finding a suitable time to have an interview conducted. It is worth noting that the
participant was always keen from the start to be part of the study even though he
experienced time constraints. Eventually, a virtual meeting (through zoom) was
secured to take place at 11:00 am. After interview guide terminologies were
addressed, the meeting commenced. The participant displayed an in-depth
knowledge on strategic issues and how the organisation has went about
implementing such strategic issues. Furthermore, the participant went at the great
lengths to learn about how to manage a local church. Great lessons from both
American and South African models on how best to find a path towards strategy and
vision implementation were discussed. The participant also played an in-depth
knowledge of how the church functions and had useful ideas in terms of what can be
done in order to grow the Body of Christ through the local church.

Key Contents Captured

This participant complained about the level of crime in the country especially cry
mitted against churches. He suggested this had a negative effect in encouraging
people to attend church services. Inferences were made that the situation who is
better 20 years ago is compared to now.

Other challenges he mentioned unemployment in suggested this affected the
imaginal propensity of members give and/or donate to the church. He also believed
in management training that church managers ought to do in order to manage their
churches effectively and efficiently. Dis participant compared to be an avid reader in
was passionate about management development within churches. He was from
denomination who is pursued a theocratic type of church government. This informed
his liberal and servant leadership style did he suggested it was strategy friendly. The
discussion was concluded with an undertaking that the participant will avail strategic
documents to the researcher to strengthen the document analysis section of the
research. That said, due to unforeseen circumstances, this did not fully materialise.

21

West
Rand

Logistics and Impressions

The interview discussions with participant 21 took place a week later than the initially
scheduled appointment. It was eventually postponed following the request participant
21 given that he was held up in another Province. A meeting was secured for the
following week on Wednesday at 5:00 pm as a result of a confirmation by participant
21. Upon arrival and during the researcher’s observation, the church chapel and other
facilities appeared to be well maintained, and the chapel appeared to be such that
will host approximately 200 congregants. There were several other offices within the
premises. Participant 21 co-opted participant 22 to participate in the study. The
participants received the researcher well. After familiarising themselves with the
processes, having perused the interview guide, and following Covid-19 pandemic
protocols were observed, the meeting commenced. Noteworthy, this was relatively
one of the brief interviews that were ever held. The participant displayed a great deal
of knowledge about the work that they did within their respective community, church
and denomination. It was interesting to note how spiritual the participant was, and
every managerial item had undergone rigorous introspection and prayer.

315




This meant that his and his church management’s sound decision-making and
traditional management decisions depended largely on the guidance from the
Almighty. The categorically stated that the church was not a business as such it
should not run with management principles, but it should be run by people who are
“pure in heart”.

Key Contents Captured

This participant appeared to be relatively experienced in his role as a church
manager. Even though he assumed a managerial role in business, he was able to
still display great commitment towards his church management responsibilities. He
also appeared to be playing a mentorship role within his church. This participant was
from the democratic type of church government. He was a firm believer in the notion
that suggested that “God does not necessary call the qualified but qualified the
called”. At the end of the interview, the participant recommended that the researcher
peruse the church website in looking for any strategic document that could enhance
the study in the document analysis section.

West
Rand

Logistics and Impressions

MOST OF THE DETAILS ARE THE SAME AS PARTICIPANT 21. The participant
was known to participant 21. This participant was fairly newer to his managerial role,
however he displayed great amount of passion for service given numerous church-
community projects he was championing. All covid-19 pandemic protocols were
observed.

Key Contents Captured

that the participant’s church believed in democratic type of church government.
Inferences made suggested that he was rather a firm believer in theocratic type of
church government that held the view that the bible as a supreme document to enable
himself and his colleagues manage their church. The participant was a full-time
manager and appeared to be an avid reader on theological literature. | was unclear if
managerial literature was part of his interest.

23

West
Rand

Logistics and Impressions

The meeting with participant 23 had to be delayed receiving formal approval from the
church council before the interview can take place. After several weeks of delays, the
participant eventually agreed to participate in the study and a virtual mode in a form
of WhatsApp video was a chosen option. This was owing to the fact that the
participant was keen to rather utilise the technology to minimise the risk related to the
Covid-19 pandemic. The interview meeting was a cordial one, and the discussions
were very much vibrant in that the participant displayed his youthful nature and
knowledge of the dynamics of his church and denomination. The participants went at
length to display new ways in which churches can organise themselves to respond
to the current dynamics and in keeping youth interested in the things of God.
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Key Contents Captured

This participant grew within the youth structures of his church and denomination. He
had an impressive understanding of his denomination’s governance, and he also had
an institutional memory thereof. He appeared to have wanted to see more innovative
strategies being implemented by his church. He raised concerns of stagnation and
lack of appeal that his church had with the youth. This seemed to threaten the future
and sustainability of the church in terms having future managers. While he
appreciated the level of professionalism and the rich culture that his church and
denomination had, there was evidence of lack of youth development initiatives. This
also did not talk to the democratic type of church government since this usually meant
that the leadership style and culture were to be flexible and liberal. Furthermore, the
participant was keen to provide the researcher with strategic document that were to
be used for the document analysis section of the study.

24

West
Rand

Logistics and Impressions

The meeting with participant 24 was one of the easiest meetings one has ever had
given the way that the participant was willing to share knowledge on what he has
done over the years as a manager of the church. It only took a day for the participant
to avail himself for an interview. This came with great gratitude on the part of the
researcher given many delays and setback he usually confronted.

Upon a telephone enquiry, the participant provided both the email address, a map
and residential address. The meeting was secured for the following day (which
happened to be a Thursday) at 2:00 pm. This meeting was started with observing
protocols Covid-19 pandemic. Moreover, the participant displayed great knowledge
and experience that spanned for almost 40 years within his respective church and
denomination. The participant was keen to share the information regarding how
changes have occurred during his years of service. The researcher was appreciative
of how the participant sacrificed his family time even though on that day he was
celebrating a milestone together with his family but put it aside to enable the
researcher to conduct an interview. The researcher felt honoured to learn from one
of very experienced participants as far as church management was concerned. The
interview was concluded with an undertaking that the participant will provide the
researcher with a guiding document, rulebooks, and any possible strategic document
for document analysis purposes.

Key Contents Captured

This participant had a lot of experience in church management and governance
issues. By his own admission, there were no managerial subject in his theological
training curriculum even though he was expected to manage the church. As one of
his pressing desires, managerial and strategy training are needed by the current and
future church managers. Even though his church was very conservative, it believed
in the congregational type of church government. The participant was also able to
remember instances where he made radical changes that were traditionally
unprecedented, and one of which was to support the inclusion of women in
managerial positions.

25

Tshwane

The interview with this participant came because of an intervention by a former
colleague who was also part of the church leadership.
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The interview took place after several months of delays due to the “red tape” the
parties had to overcome in terms of consultations with the church council. After
deliberations with the church secretary, it was agreed that a meeting will be
scheduled with church council representatives, one of which was the participant.
While the researcher was awaiting outcomes of the church council, his organisation
resolved that no physical contact was to take place during interviews due to the
Covid-19 regulations. As such, a virtual meeting was secured. Eventually the
participant insisted on a telephonic conversation and email supplementary
communication. This participant seemed to be knowledgeable in terms of the
strategic management processes of his church and denomination. The researcher
was also asked on the developments regarding the study.

Key Contents Captured

The participant seemed passionate about governance issues and professionalism.
The patrticipant had no formal managerial training, he underwent induction session
which were provided by his church and denomination. He was also proud that his
church and denomination were now able to design and implement the church order
which served as a strategic and guiding document. The participant was from the
congregational type of church government. It was also deemed to be too conservative
in the past. The meeting was concluded with an undertaking that the participant will
submit their consent forms via email to the researcher.

26

Tshwane

The interview with participant took place alongside her colleague. After explaining
key terms of the interview, the participant was encouraged to share her perspective
regarding her interaction with congregants and society at large. She displayed great
passion for service and was firmly in favour of the church council choosing credible
leaders to run the church management activities.

She also sounded as someone who was a pillar of strength and a service giver
towards her immediate community and church members.

Key Contents Captured

The participant was known to be a champion for community development. She played
a supporting role towards issues of vulnerable persons. The church was also
previously known to be conservative and employed a democratic type of church
government. Due to the new culture of transformation, she was now part of church
management. The meeting was concluded with an undertaking that the participant
will submit their consent forms via email. The researcher was also thanked for
choosing the participant’s church organisation to be part of the study.

AP1 means Appendix 1

P means Participant
*Means participated in the interview along the colleague
Sources: Primary Data (2020-2021)

Table AP1 served to summarise the impressions that the researcher observed from

participants and their churches as well as logistical realities that confronted him

during the data collection fieldwork. The accounts of the fieldwork are provided in

order to appreciate the challenges that the researcher underwent in securing

interviews appointments, church documents and subsequently, useful research

data. It is to be noted that out of 26 participants, some of them were colleagues,

either from the same church or same denominations.
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Participants 14 and 15; 18 and 19; 21 and 22 as well as 25 and 26 participated in a
joint interview as co-participants. Participants 14 and 15 were from the same
denomination but from different churches and different Gauteng regions. That said,
the principles and practices of these participants’ churches were almost the same.
The fieldwork experience provided a wealth of knowledge in terms of how various
churches from various denomination functioned. There was a clear distinction in
how churches as NPOs view success in strategic terms. Throughout their
narratives, strategic documents, visible leadership style and culture, it became
apparent that among their challenges in executing their strategic agenda, lied
limited resources. This is despite being NPOs, limited resources more so in
townships and rural areas appeared to be one of the major concerns. That is why
one participant explicitly quoted a scripture that said, “money answers all things”
(Ecclesiastes 10:19, NTL, Bible Gateway, 2005).

This is despite what literature suggested that NPOs focus more on value creation
that profit making (Chukwumerije, Olusegun & Chima, 2019; Hansen & Jacobsen,
2014; Kramer & Porter, 2013). Based on the both the formal and informal
observations and discussions between the researcher and the participants, limited
resources came as a result of ageing church population, unemployed youth,
economic and urban migration of economically active church members and social
ills such as child headed homes. Other participants highlighted the socio-political
climate and hostile relationships between churches and the state. The Covid-19
pandemic government restrictions especially on church gatherings did not making

things any better. Other observations were discussed in the preceding sections.
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APPENDIX 2

PARTICIPANT INFORMATION SHEET

16 November 2018

Title: The strategic management processes employed by Gauteng Churches

Dear prospective participant

My name is Mr Kgaugelo Sammy Boya and | am a senior lecturer in the Department of Business
Management as well as a student at the University of South Africa (Unisa), studying towards a
Doctor of Philosophy (PhD) degree in Management Studies. My study supervisor is Prof GE
Chiloane-Tsoka, a professor in entrepreneurship in the Department of Applied Management at
Unisa. This communique serves to invite you to participate in a study entitled: The strategic
management processes employed by Gauteng Churches.

Introduction

You are invited to take part in a study exploring strategic management processes in Gauteng
Churches. To ensure that you are informed about the study, | would request that you read and
sign the consent form. | would be happy to explain anything you do not understand.

The aim/purpose of this study

This study is being conducted to gather information on the strategic management processes of
churches as part of non-profit organisations. It follows that the role that churches play in society
extend beyond offering spiritual guidance. Furthermore, literature suggest that all organisations
ought to strategise, including churches.

Why are you being invited to participate in the study?

You were selected to participate in this study due to the role you play within your organisation.
Depending on issues of saturation, approximately 30 participants (including your church) will take
part in the overall study within the Gauteng Province, South Africa.

Your part in the study

If you agree to participate in the study, you will be interviewed. The interview will take
approximately 60 minutes and will be recorded to allow the researcher to capture the discussion
in full. Taking part in this study is voluntary and you are under no obligation to consent to
participate. If you do decide to take part, you will be given this information sheet to keep and be
asked to sign a written consent form.

If you decide not to participate in the study

Your participation in the study is voluntary and you are under no obligation to consent to
participate. You can withdraw at any time and without giving a reason; there is no penalty for
refusing to take part.

Benefits

| Iniversity af Soiith Africa

320



PARTICIPANT 3

CONSENT TO PARTICIPATE IN THIS STUDY

I, (participant name), confirm that the person asking
my consent to take part in this research has told me about the nature, procedure,
potential benefits and anticipated inconvenience of participation.

| have read (or had explained to me) and understood the study as explained in the
information sheet.

I have had sufficient opportunity to ask questions and am prepared to participate in the
study.

| understand that my participation is voluntary and that | am free to withdraw at any time
without penalty (if applicable).

| am aware that the findings of this study will be anonymously processed into a research
report, journal publications and/or conference proceedings.

| agree to the recording of the interview.

| have received a signed copy of the informed consent agreement.

Participant’s name & surname (please print)
Participant signature Date
Researcher’s name & surname (please print)
Researcher’s signature Date
Witness name & surname (please print)
Witness’ signature Date
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APPENDIX 4

COLLEGE OF ECONOMIC AND MANAGEMENT SCIENCE RESEARCH

ETHICS
REVIEW COMMITTEE

Dear Mr Kgaugelo Sammy Boya
Department of Business Management

College of Economic and management Sciences

"Strategic Management Processes Employed by Gauteng Churches"

Qualification: PhD Degree

Thank you for the application for research ethics clearance by the Unisa College of
Economic and management Sciences Research Ethics Review Committee for the above
mentioned research. Ethics approval is granted for 2 years (10 December 2018 until 09
December

2020).

The low risk application was reviewed by the College of Economic and management
Sciences Research Ethics Review Committee on 29 October 2018 in compliance with the Unisa

Policy on Research Ethics and the Standard Operating Procedure on Research Ethics

Risk Assessment. The decision was approved at the next departmental ERC pneeting.

The proposed research may now commence with the provisions that:

1. The researcher(s) will ensure that the research project adheres to the values ¢
principles expressed in the UNISA Policy on Research Ethics.

2. Any adverse circumstance arising in the undertaking of the research project tha

relevant to the ethicality of the study should be communicated in writing to
College of Economic and management Sciences Research Ethics Review Committe
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3. The researcher(s) will conduct the study according to the methods and
procedures set out in the approved application.

4. Any changes that can affect the study-related risks for the research participants,
particularly in terms of assurances made with regards to the protection of
participants' privacy and the confidentiality of the data, should be reported to the
Committee in writing, accompanied by a progress report.

5. The researcher will ensure that the research project adheres to any applicable
national legislation, professional codes of conduct, institutional guidelines and
scientific standards relevant to the specific field of study. Adherence to the

following

South African legislation is important, if applicable: Protection of Personal
Information Act, no 4 of 2013; Children's act no 38 of 2005 and the National
Health Act, no 61 of 2003.

6. Only de-identified research data may be used for secondary research purposes in
future on condition that the research objectives are similar to those of the original
research. Secondary use of identifiable human research data require additional

ethics clearance.

No field work activities may continue after the expiry date (10
December 2020). Submission of a completed research ethics progress report will

constitute an application for renewal of Ethics Research Committee approval.

9. Permission is to be obtained from the university from which the participants are
to be drawn (the Unisa Senate Research, Innovation and Higher Degrees
Committee) to ensure that the relevant authorities are aware of the scope of the
research, and all conditions and procedures regarding access to staff/students for
research purposes that may be required by the institution must be met.

10. If further counselling is required in some cases, the participants will be referred
to appropriate support services.

Note:

The reference number 2018_CRERC_016 (FA) should be clearly indicated on al/ forms of
communication with the intended research participants, as we]/ as with the Committee.

Yours sincerely,
Chairperson, CRERC
URERC 25.04.17 Decision template (V2) - Approved




APPENDIX 5

INTERVIEW GUIDE

No | Question Rationale and research objectives to being addressed Author and year
1 How long have you been part of the Resource-based view is interested in establishing the organisation’s| Kong (2007)
Management of your church? resources, capabilities, experience, knowledge skills. (Intended to address | Barney and Hesterly (2019)
secondary objectives 1 and 2)
2 During your tenure, what was the major | This can also be regarded as strategic failure that is a subject of various| Grant (2021)

changes you observed with regard to:
2.1 how your management
functions

2.2 the external environment

2.3 resources availability

factors such vision, management, people, and resource barriers. Moreover,
the various authors attest to the ever-changing nature of the business

environment and its effect on the organisation and strategic processes.

(Intended to test secondary objectives 2 and 3)

Venter and Tustin (2009)
Pellissier and Nenzhelele (2013)
Rosenberg Hansen and Ferlie

(2016)




Describe the strategic management
process within your church:
3.1 Who is involved and what
are their respective roles?
3.2 Are there specific timeframes

that you must adhere to?

3.3 that strategic planning process
component(s) do you consider
or utilise?

3.4  Which strategic planning
process tool(s) do you employ?

3.5 Which emerging strategies do

you consider/employ?

The strategic planning tools and components from both the process and
emerging perspective. Many organisations are still employing the process
approach, whereas few others are transition to emerging approach. The
elements of SE and SaP as some of the emerging strategies were expected.
This also addresses the stakeholders’ engagement in strategy. Moreover,

the targets which are set in strategy do have timelines.

(Intended to address the primary objective and secondary objective 1)

Grant (2021)

Mintzberg ez al. (2005)
Hassan (2010)

Rosenberg Hansen and Ferlie
(2010)

Rawhouser, Cummings and
Newbert (2018)

Cafferky, 2015a

How often do management set aside

for planning and deal with strategic issues?

Time dedicated to strategy is often limited or non-existent. There is a
management issue in terms of the value they attach to strategic issues of
the organisation. It follows Organisations are often guilty of neglecting its
strategic agenda and opt to spend more time on operational matters.

.(Intended to address secondary objectives 1 and 2)

Alpersted and Bulgacov
(2015)
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In terms of leading and managing the
church, what is the role of the following:
5.1 The management of the church?
5.2 Volunteer?

5.3 The board (if applicable)?

Different theories seek to clarify the roles, which the management of the
church may play. These are agencies (managers as agents, stewardship
(acting in the best interests of their principals) and managerial hegemony
management assuming real responsibility) theories.

(Intended to address secondary objectives 2 and 3)

Shilbury (2001) Stiles (2001)
Cornforth (2004) Hoye (2004)
Hoye and Cuskelly (2007)
Dobherty, Misener and Cuskelly
(2014)

When you consider your current
strategic management process, what

works well and what you are proud of?

Strategy evaluation and control processes are often used to address areas
of improvement and to eliminate any possible complacency.

(Intended to address secondary objective 3)

Mannion and Davies (2018)

What do you think can be done to
improve the strategic management

process?

Strategy evaluation and control processes are often used to address areas
of improvement and to eliminate any possible complacency.

(Intended to address secondary objective 3)

Robbins ez al. (20106)

When you consider the current strategic
management processes of your church,
what keeps you awake at night (key
challenges)?

This can also be regarded as a strategic challenge which is a subject of
various factors such vision, management, people, and resource barriers.

(Intended to address secondary objectives 2 and 3)

Mergel (2018)
Millar and Doherty (2016)

How involved are you with the day-to-
day running of the church and/or

fraternity?

The degree of involvement is often proportionate to the degree of one’s
interest in an organisation.

(Intended to address secondary objective 2)

Hassan (2010)
Ronda-Pupo and Guerras-
Martin (2012)
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10 Which academic qualification(s) do you Resource-based view is interested in establishing the organisation’s| King (2007)
hold to help in executing your resources, capabilities, experience, knowledge and skills. (Intended to
task(s)/role(s)? address secondaty objectives 2 and 3)
11 Do the management and team(s) Resource-based view is interested in establishing the organisation’s| King (2007)
undergo training to equip them for their | resources, capabilities, experience, knowledge and skills. (Intended to| Barney and Hestetly (2019)
roles? address secondary objectives 2 and 3)
12 Do you offer orientation for new members| Resource-based view is interested in establishing the organisation’s| Kong (2007)
of management? (If yes, what does it resources, capabilities, experience, knowledge and skills. (Intended to| Batney and Hestetly (2019)
coverr) address secondary objectives 2 and 3)
13 Is the management team paid for their | The degree of involvement is often proportionate to the degree of one’s Sotoducho-Pelc (2015:77)
services? (If yes, for which services?) interest in an organisation.
(Intended to address secondary objectives 2 and 3)
14 What other roles do you play within the | The degree of involvement is often proportionate to the degree of one’s Hassan (2010)
religious and/or business fraternity? interest in an organisation.
(Intended to address secondary objectives 2)
15 Which strategic implementation are This serves to identify the drivers that the church may employ to execute its | Millar and Doherty (2016) Low

drivers employed by the church?

leadership. Style, culture.

plans and strategic mandate.

(Intended to address secondary objectives 2)

and Tan (2016)
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Which strategic implementation are
instruments employed by the church?
Policies, Procedures, short-term

objectives and functional tactics.

This serves to identify the drivers, which the church may employ to execute
its plans and strategic mandate.

(Intended to address secondary objectives 2)

Millar and Doherty (2016) Low
and Tan (2016)

17 Who is involved and how are those people| The issues of governance and ethics in handling the public purse is
involved in the generation and handling of | explored and churches are compelled by society to become moral leaders. | Jansen van Rensburg, ¢z 4/
money? (Intended to address secondary objectives 2 and 3) (2013)
Wei-Hin ez al. (2014)
Roy and Singh (2015).
18 Which management control systems and

governance processes does your church

possess?

The issues of governance and ethics in handling the public purse is
explored and churches are compelled by society to become moral leaders.

(Intended to address secondary objectives 3)

Jansen van Rensburg ¢f a/. (2013)
Wei-Hin ez al. (2014)
Roy and Singh (2015).
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Who gets paid for the services rendered
to the church?

Which of the service providers receive
payment for services rendered?

What is your opinion, in terms of
volunteering and payment made for

services rendered to the church?

The issues of governance and ethics in handling the public purse is
explored and churches are compelled by society to become moral leaders.
Strategy must pass the litmus test of governance in terms of the strategist

ability to remain accountable to key stakeholders.

(Intended to address secondary objectives 2 and 3)

King Committee on Corporate
Governance (2016)

Wei-Hin ez al. (2014)

Roy and Singh (2015).

20

Is there anything else that you may need
to add to all that you have already

mentioned?

This it to cater for any themes, inferences and aspects, which may arise

during engagements. (Intended to address any objective)

To emerge from the

engagements for self-evaluation

>Ends<
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