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ABSTRACT 

The research problern that this study addresses is two-fold. 

First, the persistance of poverty gives rise to a real world 

concern for improving the effectiveness of international 

developrnent efforts. To address the link between the alleviation 

of poverty, adult education, and a grass-roots approach, this 

study focuses on planning within an organization that offers 

adult education prograrns overseas, speciiically a non- 

governmental organization (NGO).  A n  understanding of the dynamics 

of planning in such an NGO will help in articulating more 

effective approaches to planning practice in international 

development. The second aspect of the research problem is that 

the relationship between the planning process and the planning 

context seems not to have been fully explored in the literature 

on adult education program planning. There is a need for a more 

complete set of analytical tools that captures the complexities 

of planning and sheds light on the relationship between the 

planning context and the planning process. 

The purpose of this dissertation is to address the main 

theoretical question raised by the research problem: How do non- 

governmental organizations (NGOs) plan so as to maintain 

themselves and be effective given the pressures on them? ~ h i s  

theoretical question was investigated through a case study 

method, specifically ethnography. ~thnographic fieldwork, which 

included seventeen months of participant observation, twenty-five 

interviews, and document analysis, was carried out at an NGO, 

refered to here by the pseudonym of "Global Faith." 
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The conceptual framework developed in this dissertation 

builds on the negotiation approach to planning. The first part of 

the conceptual framework links two strands of research: 

leadership theory and negotiation theory. Through this 

juxtaposition, 1 was able to examine the process of planning in a 

new light - as the negotiation of meaning. The second part of the 

framework shows how a deeper understanding of the context of 

planning is accomplished by applying a subjectivist, multi- 

perspective approach to analyzing cultures in organizations. This 

approach - which incorporates the integration perspective, the 

differentiation perspective, and the fragmentation perspective - 

was used to see Global Faith cultures in three different ways. 

These same ways of viewing culture at Global Faith were matched 

with the varying interpretations held by staff members in order 

to characterize the cultural contexts for specific episodes of 

planning involving the negotiation of meaning. 

The findings show that by including the negotiation of 

meaning in planning activities, Global Faith is able to motivate 

staff and deal effectively with confusing requirements, 

conflicting expectations, and diverse demands that they face in 

their interactions with CIDA, general public donors, the Board of 

Directors, and overseas partner organizations. There is a 

recursive relationship between planning processes involving the 

negotiation of meaning and Global Faith cultures whereby the 

cultures are both precursors and products of negotiation of 

meaning episodes. 
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-TER ONE: INTRODUCTION 

This is the context in which international NGOs [non- 
governmental organizations] operate. The dilemmas 
integral to voluntary agencies are critical to the 
international NGOs. Questions of mandate, of relevance, 
of independence - essentially questions about whose 
interests are ultimately served by the activity of the 
NGOs and how well these interests are served - al1 
begin here . . . . (Murphy, 1991, p. 168 ) 

To plan is to hope. We make plans today with the hope that 

tomorrow Our expectations will be realized. We believe that our 

present actions and decisions can affect the course of future 

events. Somehow, somewhere, something will be positively 

transfomed as a result of our planning efforts. We do not 

envision the future as a pre-determined scenario imposed upon us, 

dictating our destiny. Rather, as planning creatures, we d a i m  

authorship of Our own stories. 

While the concept of planning implies hope and action, 

numerous planning attempts have resulted in just the opposite. 

Cynicism and passivity are the remnants of many well-intended 

plans, especially in the field of international developrnent. 

After more than 30 years of development assistance £rom countries 

in the North to those in the South, widespread poverty continues 

to exist.' Mistakes have been repeated over and over again and 

the people who were intended to benefit frorn international 

According to the World Development Report (International 
Bank for Reconstruction and Development, 1990), l'more than one 
billion people in the developing world are living in 
poverty . . . .  Progress, . . .  however welcome, must not distract 
attention £rom this massive and continuing burdenu (p.1). 



development efforts have not benefited as much as had been hoped 

(Drabek, 1987). 

My own experience living and working in rural Nepal in the 

late 1980s taught me that there are as many approaches to 

international development work as there are types of 

organizations funding and implementing the programs. Watching 

alongside bemused farmers yet another string of foreign 

consultants stroll £rom their jeeps to the tea house to discuçs 

the village inventory of imported fertilizer, 1 had to wonder. 1 

wondered too when 1 came upon several staff from a local non- 

governmental organization (Na) speaking Nepali with a group of 

women farmers transplanting seedlings from the village fodder 

tree nursery to their own fields. I wondered: Why do different 

development organizations spawn such different programs? How are 

these programs conceived of and how are they planned? Who is 

involved in the planning process? What are they thinking about 

and what are they trying to do? Whose needs take precedence? What 

is really going on here? 

These questions formed the starting points for this 

research. My interest in exploring the "taken-for-grantedM 

aspects of planning within the field of international development 

led me to research the assumptions, the strategies and the 

interactions of the people involved in planning that are rarely 

articulated but nevertheless influence how problems are defined, 

how needs are addressed, and how programs are shaped. In addition 

to learning how the people involved in planning approach their 



work, 1 also wanted to understand how the organizational context 

itself influences - or is influenced by - the process of 
planning. How does the context rnotivate planners and how does the 

context become enacted through the process of planning? In simple 

terms, this study is rooted in a deep-seated curiousity about the 

dynamics of planning. 

In order to understand the dynamics of planning, it is 

necessary to investigate who the people involved in planning 

are - both as individuals with their own biographies and belief 

systems and also as institutional actors influenced by specific 

organizational contexts. This is the story of planning within one 

organization - a Canadian NGO that 1 cal1 ilGlobal ~aithll' - told 

through the words, ideas, and habits of the people who 

participate in planning and decision-making there- It is a story 

told - using the framework of organizational ethnograph? - 

I1from the inside outN (Schwartzman, 1993, p.4). 

The telling of this story is important because it is based 

on the assumption that "there is no single path to the future. It 

is the mission of development agencies ro give form and focus to 

human hopes for change: how they translate idealism into strategy 

will determine their continued relevance1I (Brodhead & Herbert- 

Copley, 1988, p.156). Ideals can be translated into actions 

- -- - 

tlGlobal FaithN is a pseudonym. 

Because 1 am concerned with interpreting the cultural 
context of an NGO, 1 chose ethnography as the methodology for the 
research. The ethnography involved seventeen months of fieldwork 
using the techniques of participant observation, in-depth 
intex-viewing, and document analysis. 



through the process of planning - planning that is carried out by 
people making commitments, compromises, and concessions based on 

what they believe to be at stake. As will be show in the 

remaining sections of this chapter, planning in international 

development, specifically within an NGO setting, inevitably 

involves the often conflicting or confusing challenges of meeting 

government requirements, satisfying general public donorsr 

demands, rernaining responsive to the needs and interests of 

overseas partner organizations, and staying commited to a cause 

that is difficult to define. 

This introductory chapter helps to ground the dissertation 

in the real-world problems related to planning in NGOs and also 

sewes to demonstrate the significance of the research. First, 1 

develop the problem statement which includes a brief look at the 

role of adult education in rural development and its relationship 

with the alleviation of poverty, and a consideration of some 

challenges specific to planners of nonformal adult education 

programs in international development. Also included in the 

problern statement is a description of the NGO sector in Canada 

and a discussion of some of the pressures facing planners working 

in an NGO setting. 

Consideration of the problem statement leads directly to the 

presentation of the research purpose and significance. Then, the 

the research questions and their evolution are discussed. 

Finally, 1 end the chapter with a section on the organization of 

the dissertation. 



The Problem Statement 

The research problern that this study was designed to address 

is two-fold. First, the persistance of poverty gives rise to a 

real world concern for irnproving the effectiveness of 

international development efforts. "Despite three decades of aid, 

conditions in many countries, especially the poorest, have 

worsened .... The reality of today's development climate forces 
NGûs to pay more attention to the impact of their activities" 

(Brodhead & Herbert-Copley, 1988, p.146). To address the link 

between the alleviation of poverty, adult education, and a grass- 

roots approach, this study focuses on planning within an 

organization that offers adult education programs overseas, 

specifically an NGO. An understanding of the dynarnics of planning 

in such an NGO will help in articulating more effective 

approaches to planning practice in international development. 

The second aspect of the research problem is the need for a 

more complete set of analytical tools that captures the 

complexities of the planning process and sheds light on the 

relationship between the planning context and the planning 

process. This part of the research problem is further developed 

in Chapter Two through a review of the literature on adult 

education program planning, and community and regional planning. 

Adult Educatioa and the Alleviation of Poverty 

Much attention has been paid in the literature to the role 

of adult education in the alleviation of poverty (Coles, 1969; 



Freire, 1970; Simkins, 1977; De Vries, 1978; Muntemba, 1982; 

Duke, 1983; Bordia, 1984; Kassam, 1986; Parajuli, 1986; 

Alexander, 1987; Blunt, 1988; Ewert, 1989; Bhola, 1989; McGiveny 

& Murray, 1991; and Cassara, 1995). Specifically, efforts have 

been made to determine whether there is a causal relationship 

between adult education and the reduction of poverty. The 

following quote by Duke (1983) describes these efforts and the 

f indings : 

The studies so far f a i l  to PROVE that adult education 
reduces poverty .... There is, however, compelling 
cumulative evidence of the importance of adult 
education to the process of reducing poverty and 
removing its causes .... Adult education is a necessary 
but not a sufficient condition for the reduction of the 
poverty of groups, communities and classes: it is 
frequently a crucial element in such development work, 
whether national or local in çcale. (p.77) 

Thus, it appears that adult education plays a key role in 

international developntent, though it has been emphasized that, in 

practice, adult education is not an independent I1prirne mover1I 

(Duke, 1983; Alexander, 1987). Instead, it is dependent upon a 

cluster of other forces (such as political, economic, socio- 

cultural, and technological) for its success in reducing poverty. 

Particular emphasis in the promotion of adult education as a 

strategy for alleviating poverty has been given to nonformal* 

adult education. Much of the attention and accolades given to 

The term ltnonformalll refers to organized and systematic 
educational activities that are carried on outside of the formal 
system of schools, colleges and universities. In contrast with 
formal educational offerings, nonformal programs tend to be part- 
time, inherently flexible, of short duration, and oriented toward 
practical knowledge and skills (Coombs, 1985) . 



nonformal adult education can be traced back to Coombs (1968, 

1985) who not only ~~legitimized~ the concept with his taxonomy of 

education (Ewert, 1989). but also endowed it with practical and 

effective qualities. 

According to Coombs, nonformal education had the 
greatest potential for contributing quickly and 
substantially to individual and national 
development....It was seen as a more efficient 
alternative to forma1 schooling where educational 
resources were scarce. and as a means of providing low 
cost education and skills training to the rural poor. 
Nonformal education strategies were widely adopted in 
four areas of development activity: public health, 
agricultural extension, livelihood skills training and 
literacy. (Blunt, 1988, pp.40-41) 

With al1 of the faith and resources put into nonformal 

education as a strategy for development, there is still a need to 

understand how adult education policy and plans translate into 

actual programs. Commenting on this gap between intention and 

implementation, Ewert (1989) writes : 

Although the world is full of white papers, policy 
statements, and five-year plans, many are not 
translated into meaningful practice. The rhetoric of 
agencies on the needs of the poorest of the poor is not 
matched by the direction of their resources. ( p . 9 5 )  

Planning Challenges in International Development 

Planners of nonformal adult education programs within the 

international development arena are faced with several 

significant challenges. One of these is a result of negative 

of nonformal education by local communities. 'Many 

communities perceive nonformal education as an inferior 

substitute for the forma1 system and the devolution of authority 



to ensure the responsiveness of programs to local needs has often 

been withheldn (Blunt, 1988, p. 43 ) . Another challenge is due to 
the political nature of development activities. Fagerlind and 

Saha (1989) emphasize that "the political context has become al1 

embracing, as al1 educational and development plans are 

inherently political, and al1 participants, whether academics, 

planners, politicians or recipient citizens, are caught up in the 

political process whether they like it or notVV (p.vi). Bordia 

(1984) underscores the importance of political commitment in the 

field of international development as it is "indispensable for 

the organization of adult education programmes because it 

determines whether programmes would be organized at all, since 

requirements of priorities, resources and linkages are al1 

political issues. Political commitment also determines the nature 

of programmesn (p.23). Consequently, it is often necessary to 

lobby governments and use pressure groups to influence political 

will (Duke, 1983) . An additional difficulty associated with adult 

education program planning in international development is the 

close link between the design and evaluation of an individual 

program and the development ideology favoured by the sponsoring 

organization and the host country. Program planners are affected, 

and even constrained, by the dominant modes of development 

(Alexander, 1987). 

An analysis of the various theories of development is 

outside the scope of this inquiry. However, a brief description 

of the dominant themes and experiences related to rural 



development can sewe as an indication of the wide range of 

approaches. According to Berstecher (19851, there "is no commonly 

accepted view of what constitutes rural development, nor how it 

is best promotedu (p.23). However, it is possible to divide rural 

development approaches into four categories: 

1. production-oriented a~proach (delivery of input packages 
and extension services related to agricultural production) ; 

2. proiect-based rural development (format and objectives Vary 
depending on the implementing and sponsoring agencies); 

3. lonu-term rural transformation (rural development as the 
centrepiece of national development, not just as a sectoral 
issue) ; 

4. alleviation of ~overtv amroach (meeting basic needs of the 
rural population through skills training and income 
generating schemes) . 

The alleviation of poverty approach is compatible with the "grass 

rootsv traditions of NGOs. mile NGOç are influenced to some 

extent by differing strands in development theory, they have 

mainly "pursued an approach rooted in their own ethical and 

philanthropic traditions and conditioned by their position as 

outsiders - bit players in terms of resources and power. They 

adopted from the beginning a resolutely 'grass-roots' approach ... 
because of practical limitations imposed by small budgets and 

staff, and uncertain fundingn (Brodhead & Herbert-Copley, 1988, 

Planning in Non-Governmental Organizations 

~nternational development projects are executed 

individually by, or through some combination of, the following 



types of organizations: governmental agencies (e.g., Canadian 

International Development Agency), multilaterai agencies ( e - g . ,  

The World Bank), consulting firms, and non-governmental 

organizations (NGOs). This research focuses on NGOs, which 

typically are volunta*, non-profit agencies engaged in three 

broad categories of international development work: 1) 

development education, 2) public policy advocacy, and 3 )  overseas 

programs and projects. Overseas activities include relief and 

emergency assistance, placement of personnel, child and family 

sponsorship as well as specific projects designed to reduce 

poverty and promote long-term development. According to Bordia 

(19841, NGOs 'are eminently suited for taking up an adult  

education programme because of their usual characteristics: high 

quality of voluntary workers, possibilities of organizing 

flexible programmes, contact with the local community, and 

tradition of innovation in their workfl (p.26). 

The NGO sector in Canada has grown in both size and scope of 

activities over the past 25 years. The more than 200 NGOs 

currently operating employ approximately 2,500 full-time staff 

based in Canada, and about 500 more paid staff working overseas 

(Murphy, 1991). If professional-technical (pro-tech) volunteers 

NGOs are considered to be voluntary agencies £ r o m  a legal 
perspective because Boards of Directors receive no remuneration 
and private donations are voluntary contributions. The popular 
conception that voluntary agencies are run by volunteers is also 
often tnie of NGOs: much of NGO work is subsidized by individuals 
who donate their tirne, materials or other resources. Basically, 
NGOs are voluntary agencies in the sense that people corne 
together by choice to strive toward a common cause or overarching 
goal. 



and short-term placements are included, the total number of 

Canadians involved with NGOs on a full-time salary or vocational 

basis comes to about 12,000. In addition, there are approximately 

40,000 Canadians working directly with the NGOs as volunteers 

(this number does not include the general public donors or 

members of specific organizations such as the YM/YWCA) (Murphy, 

1991). There is tremendous variation in the size of Canadian 

NGOs: from those with tiny budgets with no access to Canadian 

International Development Agency (CIDA) funding and no full-time 

staff to those with budgets of over $25 million annually. 

Approximately 73 percent of the NGOs in Canada are secular. The 

remaining 27 percent of NGOs are religious, with 13 percent of 

these being non-denominational and just over 14 percent being 

denominational groups (Brodhead & Herbert-Copley, 1988). Within 

the group of religiously-oriented NGOs, there are some that 

emphasize persona1 salvation and evangelism as their prirnary aim. 

Consequently, development is viewed as a means, not an end in 

itself. For other religious NGOs, evangelism is seen as a 

secondary goal of the more important work of development. 

Although Canadian NGOs Vary greatly in terms of size, 

origin, purpose and approach, "there remains an essential self- 

defining core to which al1 development NGOs aspire: altruistic in 

motivation, independent in status, participatory in structure and 

methodology, respectful of the rights and dignity of individuals 

and collectives, and capable of mobilizing resources effectivelyu 



(Brodhead & Herbert -Copley, 1988, p. 8 ) . These principles - 
which are also relevant to voluntary action in general - 

highlight the commonalities across NGos in Canada. They are also 

useful in that they help to uncover some of the contradictions 

and dilemmas confronting planners working in an N W  context. 

These five tenets - autonomy, altrusim, participation, 

cooperation, and efficiency are discussed in greater detail 

below . 

Clues to the paradox underlying the principle of autonomy 

lie within the term 'non-governmental organization' itself. 

Regardless of the awkward nature of this term, it has remained 

the most extensively recognized label for voluntary agencies 

active in international development. What does the term actually 

mean? Murphy (1991) provides the following insights: 

It is ironic, but revealing, that 'non-governmental 
organization' does not tell us what an NGO iç, but 
rather what it is &: it is not a government 
organization .... It is normally used only to refer to 
agencies active in international development, peace, 
human rights, environment, and development education. 
Why would this denotation be required? Perhaps because 
the NGOs support or implement programs for which 
governments are normally thought to be responsible; and 
they often do these things in CO-operation with 
governments, relying to a large degree on government 

The five principles are based on material gathered in an 
intensive two-year study of Canadian NGOs sponsored by the North- 
South Institute. Questionnaires were mailed to 220 NGOs across 
Canada; 129 organizations responded. "The questionnaire responses 
highlighted a series of statements, or 'articles of faithr , 
widely used by NGOs to describe their workn (Brodhead & Herbert- 
Copley, 1988, p.29). 



funds. Therein lies much of the significance, and the 
contradictions of NGOs. (p.163) 

Canadian NGOs receive funding from two sources: private 

donations and government grants. The government grants are part 

of the official development assistance (ODA) budget and are 

channelled through matching grant programs and bilateral 

contracts of CIDA and to a lesser extent, provincial governments. 

In 1990-91, NGOs operating in Canada received just under $200 

million in ODA funds (CIDA, Annual Report 1990-91, p.S30) . 
Government funding reached a peak in 1992-93 with a total of $310 

million from various branches at CIDA allocated to Canadian NGOs 

(CCIC Policy Team, 1995a, p.13). Ironically, the single biggest 

influence on the non-governmental scene in Canada has been the 

federal government; an influence applied through the offering of 

government funding conditional upon adherence to government 

policies and procedures.' 

One consequence of the large amount of government funding 

provided for NGOs has been increased interaction and a merging of 

the discourses of government and NGOs. IlAs the gap narrows it has 

become difficult to determine from the pronouncrnents of Canadian 

voluntary agencies how ,differentf they now view themselves to be 

from government. At times they argue that increased government 

support is justified precisely because they are doing what 

government cannot do, or ought not do; at other times they argue 

equally forcefully that they deserve more support because they 

' Tax relief, which is provided to donors of registered 
charities, is another form of government support to NGOs. 
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represent a more cost-effective way for government aid to achieve 

it  objective^^^ (Brodhead & Herbert-Copley, 1988, p.47) . The 
paradox of NGO autonomy in the face of government support becomes 

clear . 
NGO dependence on government funds can be especially risky; 

not only because NGOs can become vulnerable to cutbacks or wide 

swings in CIDA policy, but also because NGO programming can end 

up as a reflection of funding agency priorities instead of 

program participantsf needs. "Many NGOs, both in the South and 

North, have allowed the availability of funding, rather than 

need, to dictate programming decisionsIf (CCIC Policy Team, 1995a, 

p . 9 )  

An additional implication of lack of autonomy among NGOs is 

a reduced ability to be effective in advocacy and policy debates, 

which is essentially a departure £ r o m  the original mandate of 

NGOs. Murphy (1991) explains this dynamic: 

Political action in the voluntary sector has become 
virtually restricted to lobbying government for funds, 
for political legitimacy, and for fiscal policies and 
priorities that promote the organizations and programs 
of specific sectors. This has meant that for reasons of 
institutional maintenance and security (and not 
incidentally the security of paid workers), 
organizations and even movements have developed 
pragmatic partnerships with government as an extension 
of government programs and priorities within specific 
communities, rather than operating as an authentic 
nexus of community-based social action. (p.167) 

To understand NGO behaviour, it is necessary to also comprehend 

how NGOs relate to government, specifically to CIDA. 



Aitruism 

Altruism is another principle - like autonomy - that sets 
NGOs apart £rom government. Most NGOs I1come into being £rom a 

sense of compassion or injustice, a burning vision of a wrong to 

be righted, or a new perception of the world to be expressed and 

acted upon. Their goals, unlike those of government or business, 

are altruistic: they seek to benefit others rather than 

themselves" (Brodhead & Herbert-Copley, 1988, p.31). However, the 

goal of altruism - like that of autonomy - can also lead to 

confusion and contradictions. 

First, NGO workers Vary in their beliefs about the role of 

NGOs in development, how to "benefit ~thers,~~ and even what the 

concept of 'ldevelopmentn itself means. Altruistic motives like 

compassion are difficult to define and to operationalize. 

Furthemore, generous motives do not necessarily lead to 

appropriate actions. Viewing altruism as an end in itself can 

affect perceptions of accountability. As explained above, NGOs 

receive funds from two sources: general public donations and 

government grants. Because there are multiple NGOs cornpeting for 

charity dollars and because the amount raised £rom the general 

public sets a ceiling on the amount of funds available through 

the matching grant programs of government, NGOs are inevitably 

preoccupied with fundraising, issues of image and credibility, 

and meeting donor expectations (Murphy, 1991) . Consequently, most 
NGOs would insist that 

individual donors £rom 

they are primarily accountable to their 

the general public who contribute funds 



and support their organization. However, it is difficult for 

individual donors to exercise their collective strength in order 

to hold NGOs accountable (CCIC Policy Team, 1995b). NGOs would 

also recognize their accountability to government, and to their 

own Boards of Directors, for the funds they receive and how they 

are used. Finally, there is another level of accountability to 

those that they llseek to benefit." "NGOs face an anomaly in 

responding to needs defined by one group, beneficiaries or NGO 

planners/implementors, while holding themselves responsible for 

their success or failure to an entirely different group, namely 

their donors or the governrnentu (Brodhead & Herbert-Copley, 1988, 

p.44). 

Planning within an NGO context inevitably involves dealing 

with nebulous concepts surrounding the goal of altruistic 

actions, and a diversity of interests. To understand NGO 

behaviour, it is necessary to also comprehend how NGOs relate to 

the groups that help to articulate the altruistic vision (e-g., 

the Boards of Directors) and to those groups that help to inspire 

and implement the vision (e.g., to beneficiary populations and 

overseas partner organizations) . 

Coo~eration 

The tenet of cooperation refers to the distinctive 

relationships NGOs have with beneficiary populations and with 

overseas partner organizations. For example, "NGOs speak of their 

tgrass-rootsl style, of a 'participatoryl approach to 



development, of development 'from the bottom up', of Ifostering 

local capacities for self-reliancel, or of 'empoweringf 

communities and 'facilitating' development. The common thread 

running through al1 these self-descriptions is a respect for the 

people with whom they workm (Brodhead & Herbert-Copley, 1988, 

p.119). 

Relationships between Northern and Southern NGOS' are 

ideally based on a conceptualization of partnership involving 

dialogue among equals, whereby Southern NGOs would identify and 

implement the projects funded by the Northern NGOs. However, the 

unequal distribution of power due to the flow of funding £rom the 

North to South means that this partnership is more complicated, 

and at times, more rhetorical than real. Decisions regarding 

which projects are to be funded are made mainly by donor NGOs. 

"Only a few agencies have brought overseas representatives ont0 

their boards, and fewer still onto their project selection 

committees. For most agencies the authority to approve projects, 

to spend money, rests in Canadian handsfl (Brodhead & Herbert- 

Copley, 1988, p.134). Furthermore, because of limited field 

capacity and cost constraints, Northern NGOs often view Southern 

NGOs only as a channel for disbursing funds. The only exchange of 

experience or information occurs through the packaging of 

periodic progress reports and short-term, face-to-face contact on 

monitoring visits. The relationship is based mostly on financial 

The terms uSouthernN and "overseasN are used 
interchangeably in this dissertation. 



ties. Southern NGOs lfcontinue to have a legitimate preoccuptation 

with securing resources without compromising their autonomy as 

deveiopment actorsft (CCIC Policy Team, 1995a, p. 8) . 
Further complicating the tenet of cooperation is the 

assumption that beneficiaries should also be involved in 

identifying needs, and in designing and evaluating projects. 

However, this goal of cooperation and beneficiary collaboration 

in planning is often difficult to operationalize. "While 

beneficiaries are often 'consulted' during needs identification 

and design, and 'surveyed' in evaluation and monitoring, their 

degree of active participation in such processes is often slightM 

(Brodhead & Herbert-Copley, 1988, p.123). 

Murphy (1991) emphasizes the importance of understanding the 

nature of the relationships with overseas partner organizations: 

"Canadian NGOs see and understand the situation of communities 

and countries through the eyes and experience of those with whom 

they work .... The relationships nurture quite different views of 
reality, views of the needs of the people, and perceptions about 

the role of an international NGOfl (p.185). 

To understand NGO behaviour, it is necessary to also 

comprehend how NGOs relate to overseas partner organizations and 

to the beneficiary populations. 

The 

channel s 

tenet of participation refers to the goal of providing 

for Canadians to participate in international 



development. This can be accomplished through volunteer work 

either locally or overseas. Participation can also occur through 

increased awareness as a result of development education 

activities. "It is ironic that while NGOs are more convinced than 

ever of the need to involve beneficiaries in the planning and 

implementation of overseas projects, many have become less open 

to involving Canadians in their own workm (Brodhead & Herbert- 

Copley, 1988, p.77). Because of the need for an NGO to sustain 

donor support, volunteers are often given less attention than 

donors. Furthermore, development education programs are often 

seen as another avenue for fundraising. Assuming that development 

education involves the exercise of critical judgement, the 

emotional and simplistic appeals often used in fundraising could 

make the combining of development education and fundraising 

agendas problematic. Furthermore, many development education 

workers have not had long-term, first-hand experience in the 

Third World, and thus are not able to include a complex analysis 

of people's struggles and communitiesf changing needs in their 

presentation of developrnent issues. Drabek (1987) sums up this 

fundamental contradiction of NGû development education: "how to 

reconcile the need for short-term fundraising with the need to 

create a long-term educated constituency for development 

a~sistance?~~ (p.xii) . To understand NGO behaviour, it is also 

necessary to comprehend how NGOs relate to general public donors, 

volunteers, and participants in development education programs. 



Efficiencv 

The tenet of efficiency refers to the goal of mobilizing and 

using financial as well as other resources in a cost-effective 

way- NGOs have generally operated with low salary scales, minimal 

administrative costs, and small-scale programs enabling them to 

"go further with a dollar1' than government or the private sector 

(Kerstiens, 1982, p.62). However, efficiency is more than cutting 

costs and keeping overhead low. Brodhead and Herbert-Copley 

(1988) suggest four other indicators of NGO efficiency: "the 

ability of NGOs to mobilize non-governmental resources; the 

sustainability of NGO activities over time; the degree of 

replication of innovative NGO programs; and the extent of 

cooperat ion among NGOs (p .  9 9 ) . 
Related to the tenet of efficiency is an NGO1s ability to 

motivate staff (given the lower salary scales) and to learn from 

their own organizational history. Drabek (1987) points out that 

"there is a recognized need among NGOs for greater preservation 

and accumulation of knowledge and for the creation of their ow-n 

institutional mernories" (pp.xi) - To understand NGO behaviour, it 
is also necessary to comprehend how the staff within the NGOs 

view their work and h o w  institutional memories axe created and 

sustained. 

The scene is now set. We can begin our story aware of the 

challenges facing the people involved in planning in an NGO. They 

have organizational interests to protect, persona1 values to 

promote, conflicting demands to reconcile, and an idealistic goal 



of remaining responsive to the needs of the people participating 

in their programs. 

Research Purpose and Signifieance 

The problem statement drew attention to the complex nature 

of NGO work and to the need to understand more about how planning 

occurs within an NGO context. "Canadian NGOs, like their 

counterparts elsewhere, are increasingly faced with the 

realization that development is becoming more and more complex - 

both in ternis of the problems addressed, and the strategies 

needed to deal with themtl (Herbert-Copley, 1987, p.26). 

Furthermore, the relationship between the planning process and 

the planning context seems not to have been fully explored in the 

literature on adult education program planning. 

The purpose of this dissertation is to answer the main 

theoretical question raised by the problem statement: How do NGOs 

plan so as to maintain themselves and be effective given the 

pressures on them? Case study - specifically ethnography - was 

chosen as the method to address the problem statement. The 

purpose of the case study is to focus on the complexities of 

everyday planning practice through an interpretation of the 

organizational culture of the NGO. By including an analysis of 

how planners make sense of what they do, this research 

contributes to the development of program planning theory that is 

grounded in the experience of planners. In addition to providing 

new ways to think about the mechanisms and contexts of planning 

behaviours, this research also serves to illuminate some broader 



issues surrounding autonomy, altruism, cooperation, 

participation, and efficiency facing planners in an NGO setting. 

Increased understanding of the planning process within 

specific settings can lead to improved effectiveness in planning 

practice. The following quote by Verhagen (1987) points to the 

anticipated practical relevance of research on planning in a non- 

governmental organization: 

If w e  want to make our assistance more effective in 
strengthening the economy of the poor, we should start where 
some of the roots of the problem lie: that is within our own 
organizations and within our own minds where we tend to 
cherish ideas and assumptions which may provide legitimacy 
to our work, help secure the survival of our own 
organizations, but prohibit a consistent approach to self- 
help promotion among the rural poor. (p.13). 

This research transcends conventional disciplinary boundaries. It 

will interest scholars of program planning in adult education as 

well as those studying negotiation theory and organizational 

decision-making. It is also relevant to nonprofit management and 

to voluntary agencies in general. 

Research Questions 

This research was originally designed to address four main 

questions. These questions were first stated in my research 

proposa1 and guided entry into this study. However, as the 

ethnographie fieldwork and analysis progressed, 1 discovered that 

the four original questions did not fully capture what 1 ended up 

learning in this study. Instead, 1 realized that a new main 

question needed to be articulated. This section first presents 

the original four research questions and then explains how these 
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questions evolved into a new fifth question as my understanding 

of the complexities of planning within Global Faith deepened. 

The original four research questions are listed b e l o w .  

The first three questions progress through a funnel pattern - 

from a broad investigation of the organizational context to a 

characterization of the planning process within that context and 

then to a more focused study of individual planners' 

perspectives. The final question l i n k s  the other questions 

together through an analysis of how the organizational context, 

the process and outcome of planning, and plannerst perspectives 

are al1 related. 

1. What are the essential characteristics of the NGO as a context 
for planning nonformal adult education progtams? 

1.1 What are the relevant characteristics of the NGO? (e.g., 
origin, purpose, approach, administrative structure, 
leadership style, resources, and p r o g r a m s )  

1 . 2  W h a t  is the effect of the NGO's relationship with 
funding bodies on the organizational context? (e-g., 
issues of accountability and autonomy) 

2 .  What i s  the nature of the planning process for nonformal adult 
education programs offered by the NGO? 

2.1 What is the general pattern or sequence of planning 
decisions and activities? 

2 . 2  W h a t  is the nature of interactions among the people involved 
in planning? 

3 .  How do the people involved in  planning make senee of their 
practice? 

3.1 How do the people involved in planning view their 
organizationts role in international development? 



3.2 What are the intentions with respect to planning? 

3.3 How do the people involved in planning interpret the 
process of planning within the NGO? 

3.4 What are the strategies or tactics for planning within the 
NGO? 

3.5 How do the people involved in planning describe and 
explain program outcomes? 

4 .  What ia the nature of the relationehip between the NGO 
organizational context, the process of planning, plsnners' 
perspectives and the shape of nonformal adult education 
programs offered? 

While the first three questions were useful in the early 

days of the ethnographic fieldwork to help me organize data 

collection and analysis around the categories of organizational 

context, the process of planning, and planners' perspectives, I 

soon discovered that these categories were problematic in 

themselves. For example, with respect to the first question 1 was 

not sure what to include in the notion of context: Was context 

sornething that was "out thereN - a constant force seen in the 
same w a y  by al1 the members of Global m ai th - that 1 could 

objectively portray? Or was the context something that was 

subjectively interpreted and continually enacted? 1 decided that 

a more useful way to view organizational context in this study 

was as 'lculturelt - "both product and process, the shaper of hurnan 

interaction and the outcome of it, continually created and 

recreated by people's ongoing interactionsv (Jelinek, Smircich, & 

Hirsch, 1983, p.331) . 
The notion of program planning in the second research 
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question also became unclear. At the outset of the study, 1 

intended to only focus on the decisions and activities directly 

related to designing specific nonformal adult education programs 

that were components of Global Faith's overseas projects. 

However, this approach proved to be fruitless for two reasons. 

First, the detailed planning of the content, delivery methods, 

and target group for specific adult education programs in Global 

Faith's overseas projects was carried out overseas - beyond my 

view. Global Faith staff posted in the Asian and African Regional 

Offices worked through the design of specific programs in 

conjunction with representatives from local partner 

organizations. The staff in the Global Faith Head Office were 

responsible for organizational decisions and activities that had 

an effect on which overseas projects were offered and whether 

some projects were even offered at all. Second, £rom my 

perspective in the Head Office, it was also very difficult to 

isolate the planning of individual nonformal adult education 

programs £ r o m  the broader work of articulating organizational 

goals, mobilizing government resources, raising money from the 

general public, maintaining relationships with overseas partner 

organizations, and motivating staff. A l l  of these activities were 

carried out in order to ensure the suwival of Global Faith and 

the continued offering of overseas projects. Taken together as 

the guidance of future action, these organizational activities 

and decisions could al1 be called planning: that is, planning in 

order to provide adult education programs but not the planning of 



the adult education programs themselves. In addition to expanding 

my range of interest beyond educational program planning to 

include a broader notion of planning, I also came t o  see the 

process of planning in a new light. Guided by the work of Cervero 

and Wilson (1994, 1996), 1 viewed planning at Global Faith as a 

process that involves negotiation. 

Finaliy, the third research question based on analyzing 

planners* perspectives also became troublesome: Should 1 look for 

areas of agreement and steer away £rom inconsistencies and 

conflict? Or, should I acknowledge conflict but avoid areas of 

confusion or multiple interpretations? By adopting Martin's 

(1992) multi-perspective framework for analyzing cultures, I did 

not have t o  choose whether t o  focus only on consensus or on 

conflict or on ambiguity. I could include al1 the aspects of 

Global Faith culture as 1 perceived them and as the people of 

Global Faith perceived them. 

Taking into consideration the  changes in my approach 

discussed above, a revised research question that better captures 

what 1 ended up investigating in this study is: 

5.  How does planning as negotiation occur w i t h i n  the 
organizational culture of an NGO? 

Further discussion of the rationale for expanding the research 

questions is continued in the review of the literature and in the 

presentation of the conceptual framework in Chapter Two. 



Organization of the Dissertation 

In Chapter One, 1 discussed the problem statement from the 

point of view of the challenges facing planners of non-formal 

adult education programs in international development and the 

link between adult education and the alleviation of poverty. 1 

also gave a brief introduction to the Canadian NGO community and 

considered some of the tensions inherent in NGOsl espoused goals 

of autonomy, altruism, cooperation, participation, and 

efficiency. Then, 1 presented the research purpose, significance, 

and the research questions. 

In Chapter Two, I develop the problem statement through a 

review of the literature on adult education program planning and 

community and regional planning. 1 compare various definitions 

and treatments of the process of planning and investigate the 

relationship between the process and the context of planning in 

order to detemine what still needs to be explored. Next, I 

outline a set of assumptions and develop the conceptual framework 

that I use to talk about planning as the negotiation of meaning. 

Martin's (1992) rnatrix framework for understanding the 

organizational context as multiple cultures is also presented. 

In Chapter Three, 1 describe the methodology used in this 

study. First, 1 explain how an ethnographic approach is suited to 

the research questions. Then, 1 discuss the subjective nature of 

ethnographic research and look for areas where my subjectivity 

has been engaged. 

site, the process 

The pilot study, selection of the research 

of negotiating access, the nature of my roles 



during the research, and the data collection and analysis 

procedures are al1 described. 1 end Chapter Three with a 

consideration of how this study addresses the criteria for 

trustworthiness in ethnographic research. 

In Chapters Four, Five, and Six, 1 present the ethnographic 

findings organized according to a journey taken through Global 

Faith £rom the outside public shell in toward the private inner 

sanctum. The structure of these three chapters parallels the 

changes in my own understanding of the dynamics of planning and 

in my perspectives of the cultural contexts of Global Faith. 

In Chapter Seven, 1 draw on the data presented in the three 

previous chapters to assemble a puzzle of Global Faith cultures 

using completed matrices from Martin's (1992) framework. 1 look 

at the cultures of Global Faith through three different lenses: 

1) the integration perspective focusing on consistency, clarity 

and organization-wide consensus; 2) the differentiation 

perspective highlighting inconsistency, contradictions, and 

conflict; and 3) the fragmentation perspective revealing 

confusion, ambiguity and paradox. 1 then present and analyze five 

planning episodes illustrating the negotiation of meaning at 

Global Faith. 

In Chapter Eight, 1 summarize the study and consider the 

contributions to knowledge, implications, and limitations of the 

research. In closing, 1 offer suggestions for future research and 

end with some concluding remarks dealing with the importance of 

learning . 



CHAPTER TWO: LITERATURE REVIEW AND CONCEP!CUAL FRAWgWORK 

Zn defining program-planning practice as a social activity 
in which people negotiate persona1 and organizational 
interests, .... we wish to locate their actions as planners in 
a social world that both structures their action and is the 
means by which meaning is given to their actions. The 
central form of action in this social activity of planning, 
then, is to negotiate. (Cervero & Wilson, 1994, p.156) 

Culture persists and is changed or maintained by virtue of 
its continua1 (relcreation through interactions of 
organization members, their shared interpretations, and the 
significations they attach to what occurs. Culture is 
intersubjective and simultaneously cause and effect .... a 
guide for subjective meaning. (Jelinek, Smircich & Hirsch, 
1983, p . 3 3 6 )  

In this chapter, 1 develop the problem statement further 

through a review of the literature. First, 1 examine the 

literature on program planning in adult education in order to 

determine how the various models represent practice and define 

planning. Then, 1 turn to the literature on planning in another 

domain - community and regional planning - and discuss three main 

approaches to planning in this field. Finally, 1 return to the 

literature on program planning in adult education to determine 

how the planning context is described and why the context is 

considered important. The literature review leads to an expanded 

statement of the research problem and a summary of what still 

remains to be understood. The literature review also provides the 

basis for a set of assumptions about what already is understood 

concerning the planning process and the planning context. 

The remainder of the chapter is then devoted to an 

explication of the conceptual framework used to analyze the 

29 



relationship between the process and context of pla~ing at 

Global Faith. The conceptual framework is based on two main 

perspectives: 1) planning involves the negotiation of meaning and 

2) the planning context can be analyzed as multiple cultures. 

Applied together, these two approaches provide a novel way of 

looking at the relationship between the planning process and 

context . 

Literature Review: Planning, Context, and Consequence 

My intention in this section is two-fold: 1) to open up the 

concept of planning - by both widening and unpacking the 

concept - in order to determine what is understood and what 

remains to be understood about planning processes and 2 )  to 

consider the consequence of the planning context. By 

'lconsequencett 1 mean the effect and the significance of context. 

How does the context influence the process of planning? Why is 

the context considered important? 

Program Planning in Adult Education 

The process of program planning has been adàressed in the 

adult education literature in two ways: 

(1) through normative models which are based on the author's 
idealized notions of how program planning should occur 
( e - g . ,  Boone, 1985; Boyle, 1981) ; 

( 2 )  and through descriptive models which are based on case 
studies and related research into how program planning 
does occur in particular contexts (e.g., Pennington & - 
Green, 1976; Burnham, 1984; Dominick, 1990; Sandmann, 1993). 

While normative models have helped raise important issues 



(e.g, What should the role of the program planner be?) and have 

upheld certain llprinciplesm of adult education (e-g., programs 

should be based on client needs), they have been criticized for 

their lack of applicability to practice settings. According to 

Brookfield (1986), the planning guidelines put forth by the 

normative models are typically based on an assurnption that 

planning can take place in an idealized world free £ r o m  

personality conflicts, resource constraints or political 

influences. This assumption has exacerbated the disjuncture 

between theory and practice and has decreased the utility of 

normative models. As Kowalski (1988) points out, practitioners 

have "becorne dismayed with textbook approaches which simply fail 

to produce effective results in the real worldu (p.  46) . 

The diversity of settings offering adult education programs 

makes consistent application of one model especially difficult 

(Boone, 1985). Even within settings, the uniqueness of a given 

situation rneans that the application of a particular model will 

not always be the same or the best choice. Boyle (1981) 

emphasizes that the process of planning is Irdynamic and 

constantly being adapted to the actual situationIl (p.51). 

Normative models typically represent planning as a series of 

steps or phases to be followed sequentially. This makes the 

underlying logic of planning explicit, simplifies the planning 

tasks, and provides systematic guidance and a sense of security 

to planners (Kowalski, 1988; Sork & Caffarella, 1989). However, 

many of the authors of normative models also recognize that the 



linear steps may actually be simultaneous, recurring, or out of 

sequence when applied to practice situations (Houle, 1972; Boyle, 

1981; Sork & Caffarella, 1989) . 
Sork and Buskey (1986) carried out an extensive review of 

the program planning literature and synthesized the steps 

mentioned in various normative models into one "generic planning 

model" as follows: 

Analysis of the planning context and client system(s1 to be 
sewed . 
Assessment of client system needs. 
Development of objectives. 
Selection and ordering of content. 
Selection, design, and ordering of instructional processes. 
Selection of instructional resources. 
Formulation of budget and administrative plan. 
Design of a plan for assuring participation. 
Design of a plan for evaluating the program. (p.89) 

Recent research has begun to address the contextuality of 

practice by investigating how practitioners describe and explain 

their experiences planning programs in a health promotion setting 

(Lewis, 1996) and how personal and organizational interests 

affect the purposes, format and content of educational programs 

(Mills, Cervero, Langone & Wilson, 1995; Cewero & Wilson, 1994, 

1996). These studies focus on practitioner perspectives and on 

the actual strategies they use in designing, constructing or 

promoting educational programs. 

What we know about planning is a consequence of how the 

concept of planning has been defined - bath in the normative 

models and in the case study reseaxch. Table 2.1 contains a 

sarnpling of definitions of planning (also called design, 

programming, and program development) taken £rom adult education 
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Table 2.1: Defining Planning in Adult Education 
11 
1. Any design of education can best be understood as a 

complex of interacting elements, not as a sequence of 
events. In theory, the process of education usually 
goes through the stages of identification and 
refinement of objectives, selection of means of 
accomplishing them, conduct of the p l a ~ e d  activity, 
and retrospective evaluation of it (Houle, 1972, 
P.39) 

2. It struck the researchers that program development 
was a form of administrative decision making 
(Pennington & Green, 1976, pp.20). 

3 .  The planning activity begins with certain value 
assumptions and proceeds through analyzing the 
system, setting goals, and selecting means to achieve 
those goals. The activity entails certain 
consequences. These may be planned consequences that 
follow a conscious and rational course of action even 
though they rnay have been modified throughout the 
process; or they may be unplanned consequences in 
that there is little relationship between two or more 
sequences, a lack of reciprocity between one element 
and another that results in inconsistent or even 
incompatible patterns of change (Boyle, 1981, p.170). 

4. Programming, as defined here, includes the individual 
and collaborative efforts of the adult education 
organization, the adult educators, and the learners 
in planning, designing, implementing, evaluating, and 
accounting for educational programs . . . . p  rogramming is 
a decision-making process ....p rogramming is a 
judgmental process, based on values held worthwhile 
by both programmers and users (Boone, 1985, p p . 2 ,  4, 
47) . - - 

5. Program planning is essentially an administrative 
responsibility. It entails aspects of leadership 
(knowing what should be done) and management (knowing 
how to do it) (Kowalski, 1988, p.5). 

6. ...p lanning programs is a social activity in which 
people negotiate persona1 and organizational 
interests....planning is always conducted within a 
cornplex set of personal, organizational, and social 
relationships of power among people who may have 
similar, different, or conflicting interests 
regarding the program. The planners' responsibility, 
and the central problem of their practice, center on 
how to negotiate the interests of these people to 
construct a program (Cervero k Wilson, 1994, p . 4 ) .  



literature. An examination of these definitions helps to 

highlight areas of similarity and divergence and also provides a 

starting point for discussion of broader issues related to the 

planning process - such as the nature of the plarmer's role and 

the basis for decision-making in planning. This discussion will 

also trace the evolution of some basic assumptions about planning 

in adult education and will show that some l1neww metaphors for 

planning have roots in the past. 

Houle's definition (#1) draws attention to the mcomplex of 

interacting elementsQQ involved in planning as opposed to a clear 

sequence of separate events. According to Houle (1972)' practice 

generally does not follow the logical pattern of a temporal 

ordering of steps. Instead, "frorn beginning to end, the design of 

an educational activity is usually in a constant state of 

reformulation . . . .  All the component parts of the design mesh 

together at every point at which it is considered. Only when they 

are separated for formal analysis do they appear to be logical 

and linearw (pp.39-40). Houle proposes his model of planning in a 

spirit of "pragmatic ~tilitarianisrn~~ (p. 56) and encourages 

practitioners to use it only if "it works effectively and 

economically in either explaining or improving educational 

practicelQ (p.56). Otherwise, another model should be selected and 

f ollowed . 
Pennington and Green (1976) interviewed continuing 

professional education planners from five universities to 

determine how they describe their planning strategies. They 



grouped the interview responses into six clusters of program 

development activities: originating the idea, developing the 

idea, making a commitment, developing the programs, teaching the 

course, and evaluating the impact. Pennington and Green (1976) 

stress, as does Houle, the inter-relationships and overlaps among 

the clusters and the fact that "every plamer attended to each 

cluster in some way, although not always in a linear fashionu 

(p.20). Pennington's and Green's definition (#2) compares program 

development to "a form of administrative decision makingn (p.20). 

Planners are seen as assessing the strength of various requests 

for continuing education programs, gathering resources, and 

carrying out "a number of critical decisions and a consideration 

of alternative activities which would lead to the execution of 

those decisions that in the end shaped the educational activityu 

(p.20). 

Boyle's definition ( # 3 )  of planning includes "value 

assumptionsu as a basis for decision-making and the selection of 

both goals and means. Goal setting implies a relatively clear 

view of the future. However, Boyle also recognizes the 

possibility of "unplamed consequences~ of the planning activity 

that may result in "inconsistent or even incompatible patterns of 

changen (p.170). Boyle (1981) emphasizes, in a similar vein as 

Houle (19721, "that a completely rational mode1 is rarely, if 

ever, achieved in the practical world of planning with peopleu 

(Boyle, 1981, p.42). llPlanning with peopleH becomes especially 

important as Boyle insists that "the potential program clientele 



must be involved in identifying the criteria to be used in making 

priority decisionsw (p.47). Boyle justifies involvement of the 

learner as a way to avoid "a futile exercise of control." 

Involving the learner in choosing and designing learning 
experiences is important if such experiences are to be of 
any consepence. One's needs and thoughts are the focus of 
growth, and unless these needs are met, education becomes a 
futile exercise of control. The learner must therefore be 
involved in decisions concerning the content and structure 
of learning experiences. (p.25) 

Boyle (1981) cautions that involvement of the learner is "not an 

absolute value that must be maintained at all tirnes, but as a 

process that must be adapted to ever-changing situations. The 

limits of participation are determined by conditions prevailing 

in the situation at any given tirne" (p.94). Boyle does not 

elaborate on how specific lirnits of participation are related to 

specific conditions, implying that the plamer's own working 

philosophy should be the guide. 

Boyle (1981) also draws attention to the fact that learner 

needs, educator needs, institutional needs, and societal needs 

may be in conflict with one another and that the plamer is faced 

with an important question: "In brief, which set of needs should 

be given the greatest weight? What criteria should be devised to 

facilitate a sound decision?" (p.30). ~ccording to ~oyle (19811, 

the "interplay of al1 the valuesM will influence the shape of the 

program offered: 

. . .  certain values thought to be desirable by one group or 
another are brought to the fore. In terms of planning, the 
patterns of change that will emerge represent the interplay 
of al1 the values as they influence and balance each other 
(p.170) .... Priorities are what is important or valuable at 
the present time. Programrning situations often have a number 



of priorities at any given time, so it is necessary to 
decide which priorities are most important. Aïthough 
scientific facts can help us decide on priorities, the 
persona1 values of the programmer and others involved in 
programming detemine their relative importance (p.178). 

Boyle's emphasis on conflicting needs and priorities and the 

interplay of values foreshadows Cerverols and Wilson's (1994, 

1996) approach to planning as the negotiation of interests. 

Boone's definition (#4)  includes the concept of 

collaboration (learner involvement 1 and emphas izes llvalues held 

worthwhile by both programmers and users" (p.47) as the basis for 

decision-making. Democracy in planning - refered to as the 

mcollaborative and egalitarian involvement of educators, leaders, 

and learners" (Boone, 1985, p. 122) - is considered to be 

essential to good planning1' (p. 81) . Boone does not explain the 
process or the rnechanisms whereby nconscious choices and 

decisions are made collaboratively by representatives of al1 

systems involved in the programming processn (p.5) and he also 

does not address the possibility of conflict in such a process. 

Boone (1985) sirnply States that the collaborative process of 

planning is waccomplished in a systematic, decision-making, and 

value moden ( p . 5 )  and that "the adult educator must have 

knowledge and understanding of the processes and strategies for 

interfacinq with the identified leaders of the target publics1I 

(p.110). Boone (1985) does not pxovide a description of such 

"strategiesW but he shows an awareness of the necessity for 

strategic action in planning which also foreshadows Cervero's and 

Wilson's (1994, 1996) view of planning as the social activity of 



negotiating. 

Kowalski's definition ( # 5 )  is similar to Pennington's and 

Green's (#2) in their common view of planning as an 

administrative responsibility. Kowalski (1988) further 

distinguishes between the normative aspect - "knowing what should 

be doneu (p.5) - and the instrumental aspect of planning - 

"knowing how to do itn (p.5). This is accomplished by a systems 

approach to planning which involves llsimultaneously considering 

individual needs and values, environmental needs and values, and 

organizational needs and of doing so within the confines first of 

the environment, secondly of the organization, and finally of the 

planning processm (p.36). This balancing act of planning "is 

viewed as a situational activity - one largely dependent upon 

circumstances surrounding the practitioner' ( p . 6 ) .  

It is these Mcircumstances surrounding the practitionerl1 

that concern Cervero and Wilson (1994, 1996). In their definition 

( # 6 ) ,  they highlight the social nature of the planning process 

and the importance of understanding and managing "the complex set 

of personal, organizational, and social relationships of powerw 

(p.4). While other models and approaches to planning have also 

mentioned the importance of relationships and the distribution of 

power ( e . g .  , Boone, 1985) , they do so only in passing. Cervero 

and Wilson (1994, 1996), on the other hand, place "power and 

interests of planning actors in the foregroundv (Sork, 1996, 

p.82) in order to draw attention to the fact that planning 

practice requires more than technical ski11 or knowledge of 



traditional planning principles. 

Cerverors and Wilsonts (1994) case study research directly 

relates people's interests to the purposes, content and format of 

educational programs. Drawing on Morgan's (1986) definition of 

interests, Cervero and Wilson describe interests as a I1complex 

set of dispositions, goals, values, desires, and expectations 

that lead people to act in certain ways and to position 

themselves in a particular manner when confronted with situations 

in which they must actH (pp.122-123). Interests rnatter because 

they lead to the construction of certain educational programs and 

not others. Power matters because it determines whose interests 

are represented. Cervero and Wilson (1996) describe the interplay 

between interests and power as follows: 

Programs do not emerge, then, from the technical application 
of planning principles but rather from the intersection of 
plannersl and others' interests. In sum, power relationships 
structure the terrain on which people must act, and their 
interests provide their motivation for acting on that 
terrain (p. 10 . 

The 'intersectionm of interests is enacted through a process of 

negotiation across two dimensions: planners negotiate between 

interests (their own and other actorsf) and they also negotiate 

about the interests and the power relationships that structure 

t hem. 

Wilson and Cervero (1996b) provide the following 

prescriptions for planning practice which they describe as "a way 

As Sork (1996) pointed out, these two dimensions of 
negotiation correspond to Elgstrom and Riis's (1992) distinction 
between substantive and m e t a  negotiations. 
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of seeing what really matters in planning educational programs 

for adultsw (p.98) : 

Planners rnust learn to negotiate power and interests 
responsibly, because their actions (that is, their planning 
tasks) validate whose interests matter. 

Because power and interests matter, planners must learn how 
to anticipate sources of support and potential obstacles to 
plan responsibly. 

In order to anticipate, planners must detemine the power 
relationships by figuring out who counts and who should 
count . 
Planners must know who they are responsible ro (that is, 
whose interests matter, both politically and ethically) . 

As can be seen from the discussion of various definitions of 

planning above, Cervero and Wilson (1994, 1996) are not the first 

to cal1 for an approach to planning that incorporates the 

importance of social interactions and the negotiation of 

interests (for example, Boyle (1981) refers to the "interplay of 

valuesu and Boone (1985) emphasizes the importance of mastering 

"strategies for interfacingv) . However, Cervero and Wilson (1994, 
1996) are the first to pull the social and the political aspects 

of planning into focus. It is a matter of relative emphasis.1° 

It is for this reason that Sork (1996) describes their approach 

as "a new set of optics for viewing the complexities of program 

planning" (p.81) and an overdue application of the social 

l0 Indeed, Cervero and Wilson (1996) recognize ". . .  a growing 
research tradition in adult and continuing education that 
addresses the need for an understanding of program planning 
beyond the stepwise models presented in the pastu (p.7). They 
refer to Brookfield, 1986; Casey, 1989; Mills, Cervero, Langone, 
and Wilson, 1995; Pennington & Green, 1976; and Wissemann, 1991. 



dynamics perspective to program planning. 

Planning acraes Domains 

Although the focus of this research is program planning in 

adult education, the domain of community and regional planning is 

also relevant. While each is a substantive area of planning and, 

as such, draws on different specific theories to inform practice, 

the concept of planning transcends disciplinary boundaries. At a 

broad level of abstraction, planning can be considered as the 

"guidance of future actionn (Forester, 1989, p . 3 1 ,  which points 

to the foundation of hope, or the absence of deteminism, 

underlying al1 planning efforts. 

This section looks at planning from three different 

perspectives in community and regional planning. Freidmann (1973) 

advocates a "transactiveN style of planning based on dialogue. 

Boothroyd (1986) discusses developmental planning and compares it 

to other types of planning. Forester (1989) interprets planning 

as a process involving communicative action. Each of these 

approaches is presented in turn. 

Freidmann (1973) distinguishes between forms of planning and 

styles of planning. He discusses two main forms of planning: 

allocative planning (the allocation of scarce resources among 

cornpeting users conducted within an equilibriurn frarnework) and 

innovative planning {geared toward institutional change within a 

societal guidance system). Styles of planning, on the other hand, 

refer to the "ways in which planning is influenced by the 



instruments and methods of control available to planners as well 

as by the social and institutional environment to which it must 

adapt itself to be effectiveu (Friedmann, 1973, p . 5 0 ) .  

Transactive planning is a style of planning that can be 

applied to either the allocative or innovative forms. According 

to ~riedmann (1973), 'the transactive style is essential to the 

ultimate success of planningii (p.190) . The underlying assurnption 
of the transactive style is that planners and clients are in 

relationships of mutual dependence constrained by different 

vocabularies, methods of knowing, and role prescriptions. 

Freidmam ( 1973 ) explains : 

Institutions do not relate to each other as wholes, but 
through a complex series of exchanges among individuals. 
Although these individuals behave primarily according to 
their formal role prescriptions, each role masks a singular 
personality .... The planner steeped in the practice of the 
transactive style will try to reach out to the person who 
stands behind the formal role. (pp. 171-172) 

Transactive planning is geared toward closing the 

communication gap between plamer and client and is accomplished 

through dialogue. The characteristic features of dialogue 

according to Friedmann (1973) are as follows: 

1. Dialogue presumes a relationship that is grounded in the 
authenticity of the person and accepts his fothernessf as a 
basis for meaningful communication (p.178). 

2. Dialogue presumes a relation in which thinking, moral 
judgement, feeling, and empathy are fused in authentic acts 
of being (pp. 178-179) . 

3 .  Dialogue presumes a relation in which conflict is accepted 
(p.179) . 

4. Dialogue presumes a relationship of total communication in 
which gestures and other modes of expression are as vital to 
meaning as t he  substance of what is being said (p.180). 
Dialogue presumes a relation of shared interests and 
commitments (p. 180) . 
Dialogue presumes a relationship of reciprocity and mutual 



obligation (p.180). 
7. Dialogue presumes a relationship that unfolds in real time 

(p. 181) . 
These requirements of dialogue can be applied to any 

relationship. Friedmann's description of a relationship based on 

dialogue is indeed appealing: 

We can be open and alert to the other, whoever he [sic] may 
be. We can accept him [sic] as a person different from 
ourselves without being threatening or feeling threatened in 
turn. We can try to hold our intellectual, moral, affective, 
and empathetic states of being in mutual tension. We can 
accept conflict as an inevitable part of dialogue and not 
its termination. We can look for the patterns of shared 
interests. And we can concentrate the life of dialogue on 
the here and now. (Friedmann, 1973, p. 182) 

The result of a transactive style of planning is mutual leaming 

for both parties and f resh appreciation of the possibilities 

for change. 

Boothroydfs (1986) discussion of how education in systernatic 

planning can contribute to Native self-reliance introduces some 

useful planning terms and vocabulary. First, Boothroyd describes 

the problem-solving approach of systematic planning as follows: 

. . .  it includes an identification of what one wants to 
achieve, an analysis of the forces which are acting to help 
or hinder this achievement, an identification of alternative 
solutions, an assessment of the likely effectiveness of each 
alternative in meeting al1 goals, and continuous evaluation 
of the selected alternative upon implementation. (p.16) 

Then, Boothroyd considers four types of planning distinguished by 

either a directional peripheral position communi ty 

decision-making and by either a centralized or participatory 

approach. These four types of planning are summarized below. 

Ritualistic ~lanninq: is peripheral to decisions and actions 
in the community and involves a centralized process. "The 
plan rnay look good but the content is useless, or at least 



not used. It is inelevant to community action and decision- 
rnakingw (p.19). 

Placatorv and wish-list ~laminq: is peripheral to decisions 
and actions in the community and is participatory. liThe 
planning process becomes an end in its own right - perhaps 
useful as a social activity in the short term, but bound to 
generate cynicism and ,apathyf in the long te m.. . .  ~ h e  
process may be sincerely motivated but because it is not 
seen to change anything, such planning is dismissed as a 
useless exerciseIr (1986, p. 19) . 
Autocratie olanninq: is directional of decision-making and 
action and involves a centralized process. "The planning is 
effectively linked to action and decision making but it is 
centred in one person or group whose values, perceptions, 
and often interest, become paramount" (1986, p.19). 

Develo~mentai olanning: is directional of decision-making 
and is participatory. IlBecause this form is truly community 
based i e ,  it is participatory) and is effectively linked 
to decisions and actions, it promotes in its outcornes and 
processes the development of the whole communityi' (1986, 
p.20). 

Boothroyd (1986) emphasizes that "planning processes are complex; 

they involve delicate timings, both creative and analytical 

postures, conflicting interests, and lirnited knowledge about the 

futuren (p.40). Because of this complexity and inherent 

uncertainty, it is important to engage in process planning (i.e., 

planning the planning process itself) before undertaking 

substantive pla~ing (i.e., goal setting and consideration of 

alternative means and an evaluation system) . 
The work of Forester (1983, 1989, 1993) has served as a 

source of inspiration to Cervero and Wilson's (1994, 1996) 

approach to planning as the negotiation of interests. Forester 

(1989) uses the lens of critical theory to view planning practice 

as a form of communicative action which is the vIselective, 



communicative organizing or disorganizing of attentionn (p.11). 

Forester's (1989) account of planning practice is based on three 

assumptions : 

First, such an account must do justice to the mal, messy 
settings in which planning takes place. Second, it must 
embrace the everyday experiences of planners and make sense 
of their perceptions of the complexities, uncertainties, and 
antbiguities of daily practice. Third, it must explicitly 
address normative questions of information distortion, 
manipulated participation, legitimation, and ideological 
versus legitimate exercises of power. (pp.10-11) 

According to Forester (1989), planning is neither just the 

technical application of a problem-solving approach nor just a 

matter of surviving political maneovering. "These images of 

planning have aspects of truth to them - there are often both 
technical and political dimensions to planners' work - but such 

stereotypes poorly capture the realities of planning practice. 

That practice is both far more complex and far more fascinating 

than these images suggestu (Forester, 1989, p.4). 

The complex and fascinating aspects of planning practice are 

revealed through Forester's view of planning as attention 

shaping. Planning actions are not only instrumental (i.e., a 

means to an end), but they are also a type of promise giving rise 

to certain expectations. "Even the most instrumental, apparently 

neutral, means/ends-oriented action is politically significant, 

as attention is shaped to necessity and possibility, and hence to 

hope, cynicism, passivity, and commitment (Forester, 1983, 



Planning in Context 

This section turns once again to the literature on program 

planning in adult education and poses two questions: 1) What is 

included in the notion of context? and 2) How does the context 

affect the process of planning? 

In 1976, Pennington and Green pointed out that practitioners 

realize that "personal values, environmental constraints, 

available resource alternatives, and other factors impinge on the 

program development processtl (p.22) and yet these factors are not 

given much attention in the literature. Twenty years later, a 

review of the literature on program planning in adult education 

suggests that the context of planning has still not been given 

adequate attention. Most authors pwovide lists of the different 

aspects of context that are considered to be important with 

respect to the planning process, but they do not explore the 

underlying mechanisms of how the context influences the planning 

process or how the context itself may be enacted through the 

process of planning. The context is usually described as an 

exogenous, constraining "variablev or "factorff as opposed to a 

recursive view where context is considered as both precondition 

and product . l1 
Boyle (1981) focuses on program type as the main factor 

determining the process and outcome planning. He distinguishes 

among three types of programs: developmental (individual, group, 

Cervero and Wilson (1994, 1996) are among the few that do 
âllow for a recursive relationship between context and the 
planning process. 



or community problem-solving), institutional (focused on 

improving individual leamers' knowledge, skills and basic 

abilities 1 , and informational (exchange of information) . 
"Understanding the different types of programs is significant 

because the type of program and its goals have implications for 

the nature and design of the learning opportunities to be 

provided, the resources necessary to achieve the goals, and the 

role of the programmer in the programming processfl (Boyle, 1981, 

p.6). The three types of programs Vary in their levels of 

flexibility and predictability and in this way can affect the 

plamer's role. "For example, a developmental program ... is 
generally a changing, flexible situation as compared with more 

institutional, predictable programsu (Boyle, 1981, p.70). 

According to Boyle (1981), the role of the programmer is 

also affected by community factors, persona1 attributes of the 

programmer, and organizational factors. Boyle gives an example of 

structure as an organizational factor that can influence the 

planning process by limiting the plannerrs role. 

The organization for which the programmer works obviously 
has an effect on the role(s) she or he performs. The 
structure of the organization rnay limit the use of certain 
xole. A person working in a given organization may not be 
able to utilize conflict strategies or roles that coerce 
opposing community groups. Rather, they will need to use 
roles and strategies that neutralize the opposition and 
maintain community stability. (Boyle, 1981, p.71) 

Boyle (1981) also mentions two other organizational factors 

influencing the role of the planner: the relative power and 

resources of the plamer's organization. The prestige and 

leverage associated with the organization will affect what the 



planner can accomplish. 

In addition to affecting the role of the planner, the 

context, in the form of "institutional and individual 

constraintsI1 (Boyle, 1981, p. 46) can also directly inhibit 

planning. These constraints, which are not always obvious to the 

planner, can include: the organizational stance on planning, 

financial limitations, the interests and priorities of 

administration, external f unders, and planners themselves . " In 

many cases, these constraints can be avoided through effective 

program development procedures. However, in other situations, the 

constraints must be recognized and accepted as a part of the 

program development frameworkQ1 (Boyle, 1981, p.46). These 

constraints are viewed as given - to be "avoidedn or uaccepted,u 
but not altered. One way that Boyle suggests for avoiding the 

related constraints of financial limitations and external 

fundersr priorities is through involvement of stakeholders in 

planning : 

The program development process must provide for the 
legitimation and other supportive actions that will 
facilitate the organization's efforts to obtain continuity 
and adequate financial resources. Involvement of influential 
decision makers at opportune times in the programming 
process will provide for greater understanding and 
acceptance. (Boyle, 1981, p.50) 

Involvement of stakeholders often takes place in a group 

decision-making format. Advisory cornmittees and Boards of 

Directors are examples of groups that corne together to make 

decisions regarding priority programs or to legitimize the 

decisions already made by the planner. In either case, the 



interactions and relationships among the gxoup members will have 

an effect on the planning process. According to Boyle (1981), 

factors affecting interaction among members of decision-making 

groups include the following: 

- presence of self-oriented goals (p.129) 
- heterogeneity of the group (p.130) 
- leadership style (p.130) 
- forma1 structure of the group (p.130) 
- pattern of communication among group members (p.130) 
- amount of and distribution of power in the group (p.131) 
- cohesiveness of the group (p.131) 
- adherence to group noms (p. 131) 
- emotional and cognitive conflict (p.132) 
- group size (p. 132) . 
Boone (1985) lists three main categories of features of the 

context that affect planning: "the mission and philosophy of the 

adult education organization, the sociocultural characteristics 

of learner groups or systems and their environment, and the 

unique persona1 characteristics and style of the adult educatoru 

(p.3). Boone (1985) focuses on the persona1 characteristics of 

the planner as a major influence on the planning process. "These 

characteristics include persona1 values and goals, mastery of 

certain concepts and principles of programming, and ski11 in 

programming decisions .... The soundness of decisions taken will 
strongly influence the quality of the planned program and its 

outcomestl (pp. 6-7) . Boone (1985) emphasizes that plamers need to 
understand the sociocultural context of the planning and 

implementation of programs and "... to be familiar with the 
linkages in the social structure and with the reference groups or 

leaders that are important to the publics they seek to serveu 

(Boone, 1985, p.44). Planners may not have control over many 



events in the sociocultural context, but they should be able to 

take them into account, or even anticipate them, in planning. 

According to Boone (1985), planners should also be sensitive 

to and in agreement with the mission and philosophy of their own 

organization. They should also be familiar with management 

processes. This understanding and cornmitment is a prerequisite 

for planning. 

Conceptually, the mission, philosophy, functions, structure, 
and processes of the organization should be the first 
consideration in delineating planning as a major subprocess 
of the conceptual programming model. (Boone, 1985, p.66) 

~rookfield (1986) identifies three main groups of contextual 

constraints f acing pract it ioners : conflicts, 

political factors, and budgetary conçtraintsI1 (p.202). The unique 

configuration of personalities involved in every planning 

situation gets played out through a type of upsychosocial dramam 

(p.227). political factors are present in decisions to cut back 

funding or terminate programs. Budgetary constraints or changes 

in resource allocation decisions are often imposed £rom above. 

Brookfield (1986) also points to potential conflict between 

personal goals and organizational goals as an important 

contextual factor that has not been adequately addressed in the 

literature. 

Many times the educatorfs sense of values will coincide 
neatly with the priorities of the institution .... But at 
other times this fit between individual and institution will 
not be so easy to arrange. Individual programmers will often 
find themselves wanting to devote energy and resources to 
programs not deemed especially important in institutional 
terms. Here, a conflict between the practitioner's own value 
system and the institutional ethos and mission is alrnost 
inevitable. Few writers on program development in adult 



education address this point of conflict. (p.231) 

Kowalski (1988) groups the context for planning and 

implementation into four interacting clusters of factors: 'the 

general environment in which the organization exists. the parent 

organization, the adult education program. and the learnersn 

(p.9). The environment includes external elements such as the 

community, pressure groups, other institutions, demand for 

services. and societal needs and laws. Organizational factors 

that affect the planning process include role expectations, 

resources, organizational goals, policies. and regulations. ~ h e  

program factors are learner needs. the physical environment, 

instruction, learner motivation, learner access, and the 

curriculum. Finally. Kowalski (1988) places the learners in the 

center of al1 these nested clusters. Because there are so many 

contextual factors and they al1 interact, Kowalski emphasizes 

that each planning situation will be unique and that planning Ilas 

a critical aspect of administration. is a process which does not 

lend itself to single solutions. Rather. each program presents 

the practitioner with a novel challenge which necessitates an 

understanding of the adult as a learner, the environment as a 

restricting variable. and the parent organization as a 

controlling variablet1 p p 0 - 1 ) .  Kowalski (1988) stresses that 

an effective program planner requires more than just knowledge 

related to adults as learners; it is also necessary to have an 

understanding of the relationship between the sponsoring agency 

and the program, and an ability to predict the potential effects 



of the broader institutional context on the planning process. 

Sork and Caffarella (1989) refer to the context of planning 

as a wrnilieuw that can tlsubstantially influencet1 the planning 

process (p.235). The constraints imposed by the organizational 

context that can affect how planning proceeds include "histories, 

traditions, philosophical orientations, policies, and operating 

procedures" (p.235). Characteristics of the client system include 

I1age, educational attainment, cultural background, facility with 

written language, economic status, history of participation in 

education, geographic distribution, and social affiliationsn 

(p.236). Most models of planning incorporate the analysis of the 

planning context and the client system as a first step so that 

these factors can be considered in subsequent planning decisions. 

An exarnple of how they could be taken into account would be if 

the discovery of financial barriers to participation for many 

potential clients led to changes in the pricing and promotion of 

a program. 

Dominick (1990) conducted a multi-case study focusing on how 

decisions are made in planning and how the setting affects the 

planning process. Contextual constraints on decision-making were 

grouped into three categories: logistical, affiliative, and 

egocentric. Logistical constraints include time limitiations, 

resources, and the physical setting. Affiliative constraints are 

considered to be uacculturation of the practitioner, the 

visibility of adult education in the mission of the organization, 

and the need for social acceptance in the organization which was 



usually done through collaboration and delegation" ( p . 7 4 ) .  

Finally, the egocentric constraints mentioned by Dominick (1990) 

are the "level of expertise in both adult education and the 

organization which then impinged on political savvy in the 

decision-making, gender expectation of the decision-maker and the 

individual's desire for decisional recognitionM (pp.74-75). These 

three types of constraints affected the practitioner's choice of 

a Ndecisional repertoireN to be either an optimizing strategy or 

a satisficing strategy. 

Cervero and Wilson (1996) list tlresource competition and 

limitations, shifting alliances and demands, institutional 

policies, and power relationst1 (p. 7) as the main factors that 

shape planners' actions. They also acknowledge that the 

rationality of planning agents is limited or bounded by other 

factors. The notion of bounded rationality was first developed by 

Simon (1955) and more recently by March (1978) and is based on 

the assumption that rationality is inevitably constrained by the 

informational and computational limits of human beings. Cervero 

and Wilson (1994) base their approach on Forester (1989) who has 

taken the concept of bounded rationality a step further. In 

addition to cognitive limits, rationality is also bounded by 

political, structural or systematic constraints (e.g., 

inequalities arising from division of labor) and by socially 

unnecessary constraints (e.g., deception) . Taken al1 together, 
these bounds on a plannerfs rationality are described as 

communicative distortions. Cervero and Wilson (1994) emphasize 



that if planners can learn to read situations in terms of the 

communicative distortions and then learn to anticipate the 

political bounds on planning, they will be better able to select 

the most appropriate strategy " fo r  nurturing a substantively 

democratic planning processl1 (p.130). If relations among 

legitimate interests are consensual, then the most appropriate 

strategies are satisficing and networking. If relations are 

conflictual, then the plamer should choose a bargaining or 

counteracting strategy. Cervero and Wilson (1996) point to a 

reciprocal relationship between the process of planning as 

negotiation and the context: 

People's interests and power relationships are not static 
but are continually being acted upon by the negotiation 
process i tself .... We argue that power relationships and 
interests always both structure planners' actions 
(negotiation) and are reconstructed by them. In other words, 
planners act both within and upon their context. (p.10) 

Miils, Cervero, Langone, and Wilson (1995) conducted a 

case study within the Cooperative Extension System (CES) using 

interviews and document analysis to determine how persona1 and 

organizational interests are related to the educational programs 

that get planned. Their study shows how interests are expressed 

through the context and how the context then influences which 

programs get constructed. Three contextual factors are 

identified: 1) organizational structure and culture, 2) available 

resources for extension programs, and 3) power relationships 

within the CES. Each of these contextual categories was further 

broken dom into specific properties. The categories and their 

sub-groups are summarized below: 



1. organizational structure (administrative hierarchy) and 
organizatioaal culture (values and beliefs) 

- recruitment and selection practices 
- training and socialization 

2. available resources 
- extension staff support 
- external support 

3. powet relationships 
- politics of funding and support 
- comrnunity dynamics 

Their study shows how each of these factors affected the programs 

constructed by directly influencing the identification of needs 

and the choice of who to involve in the process of planning. The 

authors contend that: 

... in linking contextual factors with plannersr practices, 
we are better able to understand the mechanisms through 
which interests affect the educational programs constructed 
in any adult education organization. This suggests that 
program planning theories must attend to these mechanisms in 
order to have any chance to account for what really matters 
in adult educatorsf planning practices, and correspondingly, 
why certain programs are brought into existence and others 
are nat. (Mills, Cervero, Langone, & Wilson, 1995, p.29) 

This section of the literature review has looked at the 

consequence of the planning context according to various authors 

in the field of adult education. Although context is described in 

many ways, al1 would agree that the effect of the context on 

plaruiing is something that should be taken into account. both in 

the planning process itself (as a first s tep)  and in any attempt 

to theorize about program planning. Understanding the 

relationship between the context and the planning process is 

important because Ilthe organizational environment of planning 

will substantially influence the reception, appreciation, and 

effectiveness of plannerfs workn (Forester, 1989, p. 67) . It is 



also important from the point of view of theory building. Because 

planning is a complex situational activity, planning theory has 

to address the wcontextual circumstances confronted by 

practitionersH (Sork & Caffarella, 1989, p.238) in order to be 

useful and applicable. 

Further Development of the Problem Statement 

The review of literature on program planning in adult 

education revealed a variety of approaches to planning and helped 

to "open upn the concept. There is a great deal of overlap in how 

planning is defined in adult education, but there is no single 

definition that contains al1 the aspects of planning mentioned 

and that captures the complexities of the process in a clear and 

elegant manner. Planning is conceptualized in the following ways: 

as a complex of interacting elements (Houle, 1972); as 

administration (Pemington & Green, 1976; Kowalski, 1989) ; as the 

interplay of values (Boyle, 1981); as strategic interfacing 

(Boone, 1985); as the negotiation of interests (Cervero & Wilson, 

1994, 1996; Mills, Cervero, Langone, & Wilson, 1995); as dialogue 

(Freidmam, 1973) ; as problern-solving (Boothroyd, 1986); and 

finally, as attention shaping (Forester, 1989). These metaphors 

for planning are not necessarily mutually exclusive; they provide 

us with complementary and often overlapping ways of looking at 

the process of planning. 

The literature review also investigated the relationship 

between the planning process and the context. A cumulative list 



of al1 the aspects of context mentioned in the adult education 

literature review as having an effect on the planning process is 

as follows: individual factors (plannerfs role, persona1 

attributes, values, decision-making skills, awareness of the 

context, and bounded rationality); procrram factors (program type, 

goals, and logistics); orcranizational factors (mission, history, 

philosphical orientations, priorities, ethos, structure, 

resources, administration, policies, recruitment practices, staff 

training, budgets, interactions among members, personality 

conflicts, and power relations) ; and, environmental factors 

(relationships with external funders, community dynamics, socio- 

cultural characteristics of learners, pressure groups, and 

societal needs and laws). This unwieldy list reveals the wide 

variety of interpretations of "contextu within the adult 

education program planning literature. While it is generally 

agreed that context affects planning, the mechanism for this 

influence is not yet fully understood. Cervero and Wilson (1994, 

1996) and Mills, Cervero, Langone, and Wilson (1995) propose the 

negotiation of persona1 and organizational interests as the 

vehicle. While this approach offers immense potential for 

developing a better understanding of the dynamics of planning, 

"much work remains to be done to extend their analysis and to 

understand its implications for program planningn (Sork, 1996, 

p. 89) . Cervero and Wilson (1994 themselves recognize that 
further research needs to be carried out which would "treat 

systematically the intrapersonal or interpersonal dynamics that 



often affect planning practices.... [and] examine in the depth 

necessary the external relationships that planners form with 

other agencies in developing programsu (Cervero 6r Wilson, 1994, 

p.12). Sork (1996) also points to the need to supplement their 

work with a "more complete set of analytical tools ... that capture 
the complexities of negotiationsH ( p . 8 4 ) .  

Conceptual Framework 

The conceptual framework developed here builds on the 

negotiation approach to planning. The framework provides a set of 

related perspectives that serves as an orienting strategy for the 

analysis of the ethnographie findings presented in Chapters 

Four - Seven. The first part of the conceptual framework links 

two strands of research: leadership theory and the social 

contextualist perspective in negotiation theory. Through this 

juxtaposition, 1 am able to examine the process of planning in a 

new light - as the negotiation of meaning. The second part of the 
framework shows how a deeper understanding of the context of 

planning is accomplished by conceptualizing context as culture 

and by applying a subjectivist, multi-perspective approach to 

analyzing cultures in organizations. 

Basic Aesumptione 

The basic assumptions that support this frarnework are 

divided into two groups: assumptions about planning and 

assumptions about the context. They are drawn from a variety of 



sources in the fields of educational planning, adult education 

program planning, and organizational behavior. ~hese assumptions 

are statements that 1 accepted as true prior to beginning the 

ethnography at Global Faith and continue to accept. 

Assum~tions about Planninq 

1. Planning is a mode of social interaction (Freidmann, 1973; 

Boyle, 1981; Brookfield, 1986; Adams, 1988; Forester, 1989). 

This implies that actors involved in planning "... take each other 
into account, that one actor tries to direct the other, and that 

they are operating in a common situationIl (Bacharach & Lawler, 

l980, p. 17) . Adams (1988) explains the consequences of viewing 

planning as an interactive social practice: 

As viewed from within interactive models, planners are 
deeply enmeshed in practice and may be viewed as 
negotiators, consensus builders, human relations 
specialists, gentle arbiters or, because of political and 
power concerns, 'jungle fighters '....The rnetaphor that comes 
to mind when considering these models is a human drama 
replete with symbols, rules, special language, and 
personalities, in which the actors or players struggle to 
find and communicate meaning, to seek fulfillment, or to 
cope with alienation. (p.406) 

This interactionist perspective puts the focus on the people 

involved in planning and is concerned with interpretation of 

shared meanings and structures of relevance. 

2. Planners are involved in relationships of interdependence 

(Boyle, 1981; Kowlaski, 1988; Porester, 1989). 

Planners do not work in a state of self-sufficient isolation. 

They are dependent on others (and are depended upon by others) 



for information, for resources, for legitimacy, for support, and 

even for survival of the organization. This interdependence can 

be related to outcomes or behaviour and can be classified as 

either competitive or symbiotic. The dimensions of dependence are 

important because they help to "...determine whether parties stay 

in a given relationship, attempt to change it by tactical action, 

increase the amount of distance in the relationship, or simply 

abandon it" (Bacharach & Lawler, 1980, p.23). The dependence view 

of relationships points to the importance of understanding the 

distribution of power in the planning context. 

Power is an intrinsic aspect of social relationships, even 
though it need not always be salient or perceived as such by 
the actors .... Dependence is based on (1) the availability of 
alternative outcome sources (outcome alternatives), and (2) 
the degree of value attributed to the outcome at stake 
(outcome value). Outcome alternatives refer to the 
probablity that an actor can obtain better outcomes £rom 
other relationships .... The implication of the outcome 
alternatives dimension is that power must be examined not 
simply in terms of a particular relationship in isolation 
but in terms of the network of relationships that 
encompasses the particular relationship....The greater the 
value attached to the outcomes in the relationship, the 
greater the power of the other; by the same token, the more 
value the other attaches to the outcomes. the greater the 
actor's own power in the relationship. (Bacharach & Lawler, 
1980, pp.20-21) 

3.  Planning i s  in tendedly  rational (Pfeffer, 1982; Bratman, 

1987). 

Planning actions are foresightful and are chosen to serve a 

purpose. Planning is goal-directed and reflects intentions. 

Intentions play a key role in Bratman's (1987) philosophical 

analysis of planning. Intentions are llconduct-controlling pro- 



attitudesbr (p. 16) , and as such, are the '#building blocks of 

plansM (p.8). Planning is affected by intentions because we 

frequently reason and plan from more general to more specific 

intentions and from an intended end to intended means. Intentions 

can Vary through time and across different actors. 

While planning is based on intentions, because of an 

uncertain future and incomplete understandings of the present, 

planning is also considered to be boundedly rational. This 

combination of intentional actions and bounded rationality is 

described by Pf ef f er (1982) as Irintendedly rational. Ir ~iewing 

planning as Irintendedly rationalIr helps to explain why plans are 

typically partial and hierarchical. According to Bratman (1987) : 

The strategy of settling in advance on such partial, 
hierarchically structured plans, leaving more specific 
decisions till later, has a deep pragmatic rationale. 
On the one hand, we need to coordinate our activities 
both within Our own lives and socially, between lives. 
And we need to do this in ways compatible with our 
limited capacities to deliberate and process 
information. Further, given these same limitations, we 
need a way to allow prior deliberation to shape later 
conduct. This argues for being planning creatures. On 
the other hand, the world changes in ways we are not in 
a position to anticipate; so highly detailed plans 
about the far future will often be of little use and 
not worth the bother. Partial, hierarchically 
structured plans for the future provide our compromise 
solution. ( p . 3 0 )  

The hierarchical structure of plans makes it possible to 

deliberate about certain components of a plan, while holding 

other parts constant. For example, a planner may "hold fixed 

certain intended ends, while deliberating about means or 

preliminary stepsu (Bratman, 1987, p. 29) . 



4 .  Most decidons in organizations affect, or are af fec ted  by, 

planning (Boone, 2985) .  

Planning is a form of decision-making and is related to many 

decisions within organizations. IlThe decision making perspective 

assumes that people try to achieve preferred outcornes, 

objectives, or goals, even though they may be unsure, in error, 

or unable to express their concepts of valuew (Carroll & Johnson, 

1990, p.21). Boone (1985) compares the pervasive aspect of 

planning in organizations to the manufacturing process in an 

industrial complex which 'enbodies al1 the functions, tasks, and 

events that contribute to producing, processing, and marketing a 

producttl (p.41). Planning also provides a "road map for a 

rational response to uncertainty and changef1 (p.80), coordinated 

control of operations, and a futuristic leadership stance (Boone, 

1985). While a program planner may not have direct control over 

many of the decisions within organizations, it is still possible 

to reconcile them with planning by giving the program planner 

credit for taking these decisions into account. It is not a 

question of being responsible for al1 organizational decisions, 

but rather being sensitive to them in recognizing both what is 

desirable and what is possible. 

5 .  Not al1 planning decisf on8 involve negotf a t ion  (Sork, 2996) .  

In its simplest form, negotiation is a response to conflict. 

Conflict cornes from a perceived incompatibility of interests 

within a relationship of mutual dependence where the achievement 



of one's own interest can be affected by the other party 

(Greenhalgh & Chapman, 1995; Elgstrom & Riis, 1992) . 1t is 
important to emphasize, however. that negotiation is not the only 

response to conflict; use of power and conflict management are 

other alternatives for achieving interests. Greenhalgh and 

Chapman (1995) point out that Irnegotiation differs £rom the use 

of power in that negotiating parties voluntarily commit 

themselves to the course of action they agree upon, whereas power 

users overcome resistance in a way that results in compliance 

rather than commitmentH (p. 167) . Sork (1996) cautions against 
categorizing planning as only negotiation. 

... it is indeed useful to regard planning as negotiation, 
but we need to understand the dangers of only seeing 
'negotiations' when we look at planning practice. While 
focusing Our gaze on negotiations among the actors, we may 
miss events and decisions that are not strictly tied to 
negotiations but that may have an important impact on the 
program . . . .  Responsible planning, then, is much more than 
negotiating; it also invdves applying knowledge and skills 
that have only an indirect or marginal relationship to the 
power and interests of the actors. ( p .  83) 

Assum~tions about Context 

6.  Organizations are inherently m i  xed-motive i n  nature (Kochan & 

Venua, 1 9 8 3 ) .  

The mixed-motive nature of organizations implies that the parties 

share a range of common interests as well as conflicting 

interests. This range of overlapping and divergent interests 

provides the motivation for engaging in negotiation (as opposed 

to terminating the relationship) and allows for the possibility 

of integrative bargaining and a problem-solving approach. 



7 .  The interests that separate parties within organizationrs ckn 

Vary conaidelrably (Kochan & Verma, 1983 ) . 
'Most mixed-motive processes involve both objective and 

subjective differences in goals and perceptions . . . .  [wel need to 
consider both the real and enduring and t h e  perceived or 

constructed differences in interests or goalsn (Kochan & Verma, 

1983, p.19) . This corresponds to Cervero's and Wilson's (1994, 

1996) distinction between real interests and expressed interests. 

Bacharach and Lawler (1981) also emphasize that variation across 

interests can be related to different economic circumstances or 

structural roles or to subjective, interpersonal, or socially 

constructed perceptions of differences. 

8 .  Organizations must transact with other elements i n  the i r  

environment t o  acquire necessary resources ( P f e f f e r  & Salancik, 

1978/1990; Kowalski, 1 9 8 8 ) .  

According to the resource dependence perspective, organizations 

are not internally self-sufficient or self-contained. They 

require resources from the environment. As a result of 

interdependencies, "most organizations are confronted with 

numerous demands from a variety of social actors ,  and many of 

these demands are incompatiblen (Pfeffer, 1982, p.195). In 

addition to the option of complying with environmental demands, 

a variety of strategies may be implemented to make compliance 

less necessary. For example, the organization can either 

establish a negotiated environment to ensure the continuation of 



needed resources or alter the pattern of interdependence facing 

the organization (Pfef fer, 1982) . 

Planning aa the Negotiation of Meaning 

Central to the conceptual framework is the perspective that 

planning is a process that includes the negotiation of rneaning. 

It is important to emphasize that this view of planning was not 

an assumption that 1 started with and then took with me to the 

field. 1 developed this perspective after completing the 

fieldwork while 1 was immersed in analysis and writing the early 

drafts of the dissertation (in particular, Chapter Seven) . 1 did 
take an awareness of Cervero and Wilson's (1994, 1996) notion of 

planning as the negotiation of power and interests with me to the 

field.'' While 1 saw the potential of their view for 

highlighting the interactive nature of planning, 1 was not 

convinced that the emphasis on interests and power relationships 

in their approach would be the most illuminating when applied to 

the ethnography of planning at Global Faith. After the 

ethnographie fieldwork was completed, 1 came across an article 

discussing leadership as the management of meaning (Smircich & 

Morgan, 1982). Linking the idea that meaning in organized 

settings can be "created, sustained, and changedn (p.261) 

together with the analytic tools provided by negotiation theory, 

1 was able to see planning in a new light - as a process 

-- 

l2 In 1992, 1 read a pre-publication draft of the first 
three chapters of the Cervero and Wilson's 1994 book. 



involving the negotiation of meaning. This new concept helped me 

to make sense of planning as 1 saw it occuring at Global Faith. 

The purpose of this section is to discuss what the term 

I1negotiation of meaningI1 refers to when 1 use it in this 

dissertation. Both aspects - I1negotiationlr and "rneaningl1 - need 
explication. First 1 consider the meanings of "meaningit (i.e., 

meta-meanings) . Then, 1 discuss %egotiationI1 and show how this 

concept can be linked to the metaphor of leadership as the 

management of meaning. The final part of this section draws on 

negotiation theory in order to draw attention to the role of 

planners as social decision makers and to highlight the impact of 

relationships and information processing on planning (Kramer & 

Messick, 1995). Using analytic tools provided by negotiation 

theory, 1 offer an organizing £rame - which is new to the field 

of adult education program planning - for understanding planning 

activities as negotiation episodes. 

The Muïti~le Meaninss of Meaninq 

What do 1 mean by Irmeaning?l The Oxford English Dictionary 

(1989) definition of "rneaningN includes: I1intention, purpose; 

that which is intended to be or actually is expressed or 

indicated; the signification, sense, import, interpretation; of a 

symbol, sign or token that; of an action, a state of things; 

significancetl (p.522). Usage of the term llmeaningll in a 

conceptualization of planning thus captures the intentional, 

expressive, interpretive, symbolic, and significant aspects of 



the process of planning. 

When combined with the process of negotiation, there are two 

dimensions along which "meaningU can vary.13 The "meaningU of an 

activity, state, or object can be the focus or the subject matter 

of the discussions taking place between negotiating parties. 

Together, the negotiating parties are working through what 

something "means" (i.e., what is intended, expressed, 

interpreted, symbolized, and signified) in order to come to an 

arrangement or agreement. This is what 1 am calling the "meaning 

as textu dimension. The second dimension refers to the underlying 

meanings that negotiating parties may recognize, ignore, avoid, 

or deal with throughout negotiations. This is what 1 am calling 

the "meaning as sub-textw dimension, To surnrnarize, planners both 

negotiate meaning and they deal with meaning in negotiations. 

Leadership and the Manacrement of Meaninq 

The perspective that planning includes the negotiation of 

meaning is related to a similar metaphor in the field of 

l3 I1Text" and Hsub-textv as meaning dimensions were 
suggested by Peter Boothroyd in persona1 communication. Usage of 
these two dimensions is similar, though not identical, to Cervero 
and Wilson's (1994) idea that tlnegotiation always involves two 
separate actions that occur simultaneously . . . .  not only do 
planners negotiate with and between interests, they also 
negotiate about the interests and power relationships that 
structure their planning practiceu (pp.29-30). However, there is 
an important difference in emphasis. I am saying: not only do 
planners negotiate about various meanings as they engage in their 
planning activities (i.e., meaning as the subject matter or 
text), but they also negotiate with and between consistent, 
conflicting, and confusing rneanings (i.e., meaning as the 
underlying set of interpretations or sub-text) . 



leadership research: that leading includes the management of 

meaning. Smircich and Morgan (1982) explain that the 'management 

of rneaningw metaphor can be helpful in understanding both the 

practice of leadership and the phenomenon of organized activity: 

A focus on the way meaning in organized settings is created, 
sustained, and changed provides a powerful means of 
understanding the fundamental nature of leadership as a 
social process. In understanding the way leadership actions 
attempt to shape and interpret situations to guide 
organizational members into a common interpretation of 
reality, we are able to understand how leadership works to 
create an important foundation for organized 
activity .... leadership as a phenomenon is identifiable 
within its wider context as a form of action that seeks to 
shape its context. (p.261) 

The management of meaning entails the framing of experience 

Inin a way that provides a viable basis for action, e.g., by 

mobilizing meaning, articulating and defining what has previously 

remained implicit or unsaid, by inventing images and rneanings 

that provide a focus for new attention, and by consolidating, 

confronting, or changing prevailing wisdomn (Srnircich & Morgan, 

According to Smircich and Morgan (1982), leadership involves 

a process whereby the power to define reality or shape meaning is 

either implicitly or explicitly surrendered by the led to the 

leader. "The actions and utterances of leaders guide the 

attention of those involved in a situation in ways that are 

consciously designed to shape the rneaning of the situation. The 

actions and utterances draw attention to particular aspects of 

the overall flow of experience, transforming what may be complex 

and ambiguous into something more discrete and vested with a 



specif ic pattern of meaningw (p. 261) . 
The main challenge facing a leader is the same as the key 

challenge facing a negotiator: "to manage meaning in such a way 

that individuals orient themselves to the achievement of 

desirable endsm (Smircich & Morgan, 1982, p. 262) . Thus, the 
concept of the management of meaning is relevant to both 

negotiation and leadership. There is an important distinction to 

be made, however, between the neaotiation of meaning and the 

manasement of meaning: in this dissertation, the latter is 

considered to be a strategy used to effectively carry out the 

former. 

Characterizina Interactions as Nesotiations 

1 am assuming that planning is a mode of social interaction 

and that planners are involved in relationships of 

interdependence in order to get their planning work done 

(assumptions #1, #SI. While 1 agree that Ifnegotiating is a 

pewasive activity that is central to organizational lifew 

(Bazerman & Lewicki, 1983, p.7), 1 am also assuming that not al1 

planning decisions inevitably involve negotiation (assumption 

#5). What needs clarification, then, is how to characterize 

interactions as negotiations. Kochan and Verma (1983) provide the 

following set of necessary characteristics: 

Negotiations represent a special form of social interaction 
or decision rnaking that (1) involves more than one party, 
(2) who hold some potentially conflicting interests as well 
as sufficient common interests or interdependence to 
motivate each to remain within the relationship or complete 
the exchange, and (3) involves reciprocity. (p. 14)  



These characteristics of negotiation interactions - multiple 

parties bound together through mixed motives and reciprocity - 

underly the importance of shared power across the negotiating 

parties. Without mutual interdependence or shared power - even if 

it is an unequal distribution of power - the one party holding 

al1 the power "cari unilaterally decide the outcome without 

negotiating with the othersn (Kochan & Verma, 1983, p. 24) . 

Relationshi~s in Necrotiations 

Greenhalgh and Chapman (1995) provide a conceptual 

definition for a relationship "as the meaning assigned by two or 

more individuals to their connectedness or coexistencen (p.179). 

Within the context of negotiation theory, the set of cognitions 

generated by a relationship help determine a negotiator's posture 

toward the other party. The other party may be an individual 

negotiator (dyad configuration), or two or more individuals 

acting as one party (team configuration), or may include groups 

of three or more individuals each representing their own 

interests (multiparty configuration), or may consist of 

individuals representing different social groups negotiating with 

members of other groups (intergroup configuration), or rnay 

involve an alliance among a subset of members within a larger 

group (coalition configuration) (Thompson, Peterson, & Kray, 

1995; Polzer, Mamix, & Neale, 1995) . 
In addition to party configuration, relationships can also 

be characterized by degree of familiarity (friend, colleague, 



stranger) and by expectations of future interaction. Greenhalgh 

and Chaprnan (1995) emphasize that Ilthe nature of the relationship 

that has formed is likely to be the strongest predictor of how 

the negotiation ensues' (p.178). They explain how a relationship 

can affect the negotiation process: 'People are likely to seek 

out interaction differentially with those with whom they feel a 

positive bond. This leads to repetitive interactions and the 

deepening of relationship tiesw (p.178). Repetitive interactions, 

in turn, can lead to a sense of trust based on the ability to 

predict and understand the other Party's actions (Polzer, Mannix, 

& Neale, 1995). Expectations of future interaction can give rise 

to a greater feeling of llinvolvementn which can be defined as 

"the extent to which a negotiator cares about a particular 

situationt1 (Thompson, Peterson, & Kray, 1995, p.15). On the other 

hand, expectations of future interaction with the other party may 

also cause negotiating individuals to be less anxious about 

achieving their interests during the present negotiation. The 

"shadow of the futurev allows for reciprocity and can give 

negotiating parties the possibility of "trading off support over 

tirnelf (Polzer, Mannix, & Neale, 1995, p.129) . 

Information Processinu in Neaotiations 

The likelihood of arriving at a mutually satisfying 

agreement during a negotiation is related to the goals of the 

parties involved and also to their willingness to share 

information about their own preferences and priorities (Thompson, 



Peterson, & Kray, 1995). An inhibiting factor to divulging 

information about one's own goals or aspirations is the fear of 

appearing self-serving, impolite, or uncharitable. Thompson, 

Peterson, and Kray (1995) explain that "such self-presentational 

concerns rnay be heightened when negotiations involve parties who 

are friends or who are in other long-term relationships .... In 
other words, trust between parties may increase information 

provision, but self-presentation concerns rnay decrease itN 

ip .13) .  

In addition to direct disclosure, information about the 

other party in a negotiation may come £rom previous experience, 

knowledge of their reputation, or implicitly from stereotypes and 

assumptions about roles. Furthermore, through a process called 

uencoding,u negotiators will interpret and make judgements about 

information based on their initial expectations. Information that 

is incongruous with expectations may be ignored or even rejected 

(Thompson, Peterson, & Kray, 1995). 

Characteristics of the Nesotiation Process 

The nature of the relationship between negotiating parties, 

and their attitude or posture toward one another, help determine 

whether they will have a competitive or cooperative orientation 

to the negotiation process. A cooperative orientation arising 

from a positive relationship will lead to a wider set of options 

and a greater number of potential moves (Polzer, Mannix, & 

1995). This makes an integrative bargaining situation more 



likely. Elgstrom and Riis (1995) define integrative bargaining as 

l1search processes involving creative problem-solving. The search 

is for new options with the h o p  of mutual gain. Such behaviour 

is often linked to positive, problem-solving attitudes, stressing 

joint gains, common interests and non-confrontational techniques" 

(p.102). In contrast, distributive bargaining is associated with 

a competitive orientation among the negotiating parties where the 

negotiating process wcontains elements such as high initial 

demands, threats, manipulation and a win-lose approachn (Elgstrom 

& Riis, 1992, pp.102-103) . 

A cooperative or competitive orientation is also related to 

the reward structure of the negotiation situation. If the reward 

structure is such that both parties may win (i.e., positive-sum 

as opposed to constant-sum when the interests are strictly at 

odds), then the negotiating process will be more cooperative and 

less competitive (Elgstrom & Riis, 1992). 

The negotiation process can also be characterized by the 

goals of the negotiating parties. Elgstrom and ~ i i s  (1992) 

provide three categories for the nature of the goals guiding 

actors during a negotiation: 

Some actors are target-oriented. They dislike the status 
quo, and know what they are looking for. They strive to 
attain certain specific goals which are very clear to 
them . . . .  Other actors are depatture-oriented. They want to 
get away £rom the present situation, but do not know their 
target, their desired objectives. In a negotiation where 
some actors are target-oriented and others are departure- 
oriented, the former stand in an advantageous position . . . .  
There are also status quo-oriented actors, who do not want 
to move from the existing situation. They do not want to 
negotiate, but may sometimes be forced to do so by orders 



from higher levels. In that case, their goal is to retain as 
much as possible of the original status. (p.103) 

A~~lvinu the Nesotiation of Meanins Pers~ective 

In its broadest sense, planning is the guidance of future 

action. The perspective developed here is that planning includes 

the negotiation of meaning. Due to the socially interactive 

nature of planning activities and the relationships of 

interdependence that planners participate in, lldecision-needing 

issuestt often lead to voluntary and non-prescribed negotiations 

within organizations (Ebert & Wall, 1983). The negotiation of 

meaning happens along two dimensions: as the focus of the 

negotiation discussions (meaning as text) and as the set of 

interpretations and assumptions underlying the negotiations 

themselves (meaning as sub-text). Therefore, a plan - which is 

the product or outcome of planning - cornes both £rom working 

throush what something means and £rom working with the meanings 

that make sense of what should be done to reach a negotiated 

agreement. People involved in planning negotiate meaning and they 

deal with meaning in the course of negotiating. 

In order to provide an organizing frame to take to the data 

presented in subsequent chapters of this dissertation, this 

section draws together the various elements in the negotiation of 

meaning perspective on planning developed above. The organizing 

frame, together with its categories and sets of related 

questions, is presented below in Figure 2.1. 



FIGURE 2.1: FRAMEWORK FOR UNDERSTANDING NEOOTIATION OF MEANING EPISODES 
ri 1 II PLANNING ACTIVITY What planning activity included the negotiation 

episode? 

II l 
- - - - -- - 

DECISION-NEEDING ISSm What is the specific decision-needing issue that will 
be addressed as a result of the nesotiation ~rocess? 

CHARACTERISTICS OF 
THE CULTURAL CONTEXT 

What are the characteristics of the cultural context? 
Consensus, consistency, and clarity? Conflict and 
inconsistency? Ambiguity, confusion, and paradox? 

II NEGOTIATING PARTIES 1 Who are the necrotiatinq parties? 
- 

CHARACTERISTICS OF 
THE RELATIONSHIP 

What are the characteristics of the relationship 
between the negotiating parties? Degree of trust? 
Frequency of interaction? Distribution of power? 
Shared interests? Divergent intexests? 

NEOOTIATION OF MEANING 
EPISODE (THE STORY) 

- - -  - -~ 

MEANING AS TEXT 

MEANING AS SUB-TEXT 

-- - -- - - - 

What is the series of connected events and 
interactions related to the negotiation? 

What meaning of what is being discussed? What is the 
subject matter of the negotiation? 

What are the underlying questions concerning different 
meanings surrounding the negotiation that are being 
considered? 

CHARACTERISTICS OF 
THE NEGOTIATION 
PROCESS 

NEGOTIATION OUTCOME 

What stance is being taken by each of the negotiating 
parties? What are the negotiating parties' goals? What 
strategies are used throughout the negotiation? 

What was the outcome of the negotiation episode? What 
olan has been ~roduced? 



Context as Culture 

The literature review revealed a wide range of features of 

the context that are considered to be somehow relevant to the 

planning process within the field of adult education. These 

include: physical and social aspects (e.g., office layout and 

personalities); forma1 and informa1 practices (e.g., 

organizational structure and networks); constraining and enabling 

forces (e.g., resource limitations and ski11 mastery) ; and 

external and interna1 aspects (e.g., officia1 policy and 

underlying assumptions) . Some of the authors (Cervero & Wilson, 

1994, 1996 for example) also stress the importance of seeing 

context as the outcome of planning, not just as the shaper of 

planning. 

1 am using the root rnetaphor of Nculturew to interpret 

I1contextlt in this study (Jelinek, Smircich, & Hirsch, 1983) . This 
allows me to view organizational life "in expressive, ideational, 

and symbolic - as well as material and economic termsn (Martin, 

1992, p.41). This also implies a generalist approach which 

includes "study of al1 kinds of cultural manifestations, 

including formal and informa1 practices .... facilitating 
exploration of linkages with other domains of organization 

theoryn (Martin, 1992, p.42) 

By viewing the planning context as culture, 1 am also able 

to allow for a reciprocal relationship between the planning 

process and the context. The context is "both actual and 

symbolic; it is a matr i x  for action and a textual medium that 



gives meaningm (Seddon, 1995, p.395; italics in the original). 1 

am using Morgan's (1989) definition of culture "as an enacted or 

socially constructed domain that is as much the consequence of 

the laquage, ideas, and concepts through which people attempt to 

make sense of the wider world as it is of the Irealityf to which 

these social constructions relatew (p.91). This incorporates the 

idea that plamers act both within their context and upon their 

context (Cervero & Wilson, 1994, 1996) . This tlprocessual view of 
culture as the continuous recreation of shared meanings .... 
legitimates attention to the subjective, interpretive aspects of 

organizational lifev (Jelinek, Smircich, & Hirsch, 1983, pp.335- 

3 3 6 ) .  

Martin's Three Perspectives Framework 

What is an organizational culture? 1s it a source of 

harmony? 1s it an arena for conflict? 1s it a confusing paradox? 

Or, is it al1 three? Martin's (1992) framework for analyzing 

cultures in organizations provides a "way out of the conceptual 

chaos caused by conflicts among these perspectives . . . .  [and] also 
brings an integrative, interdisciplinary perspective to the study 

of cultures in organizationsw (p.vil. Martin asserts that it is 

possible to view a single organization from three perspectives: 

integration, differentiation, and fragmentation. The advantage of 

adopting this multi-perspective approach to analyzing culture is 

based on the fact that "the blindspots and distortions associated 

with each of the three perspectives are complementary. Often one 



perspective's blindspot is another's focus, so that one's 

'strengthr is another8s fweakness8....When any single 

organization is viewed from al1 three perpsectives, a greater 

understanding emerges than if it were viewed from any single 

perspective" (Martin, 1992, p . 4 ) .  Martin's framework is 

summarized and presented below. 

1. Cultural manifestations 

Three kinds of cultural manifestations are frequently studied in 

the analysis of cultures: foms,  practices, and content themes. 

Martin's (1992) definitions for these manifestations are given 

below. 

1.1 Cultural Forms 

Cultural forms can supply important ches as to what people in 

organizations are ll...thinking, believing, and doing. The most 

commonly studied cultural foms include: rituals, stories, 

jargon, humour, and physical arrangements e ,  architecture, 

interior design, and dress codes)ll (Martin, 1992, p . 3 7 ) .  

1.2 Practices 

Practices can be forma1 or informal 

"organizational structure, task and 

rules and procedures, and financial 

. Formal practices 

job descriptions, 

include : 

technology, 

controlsH (Martin, 1992, 

p.37). Informal practices include l1unwritten noms, communication 

patterns, and standard operating procedures" ( p . 3 7 ) .  



1.3 Content themes 

Content themes are "common threads of concern that are seen as 

manifest in a subset of forms and practicesI1 (Martin. 1992. 

p.37). Content themes can be external, which means they are 

"deliberately espoused to an external audience1' (p.37) 3r. they 

can also be internal, emerging l1as tacit. deeply held 

assumptionsn (p. 37) . 

2. A Cultural Puzzle 

Combining content themes with forms and practices results in a 

type of cultural puzzle. IfThe next step is to put them together. 

The manifestations of a given culture can be arranged in the form 

of a rnatrixIf (Martin, 1992, p.37). Martin's matrix framework is 

presented below in Figure 2.2. This blank matrix shows what it is 

and is also available for readers to use or copy in order to make 

their own notes as they read through the data chapters (Chapters 

Four - Six). The matrix is presented again in Chapter Seven - 

this time filled in with data from this study. The ce11 entries 

correspond to specific practices or forms that are relevant to 

certain content themes at Global Faith. 1 use Martin's matrix 

framework as a type of cultural map laying out the manifestations 

of cultures at Global Faith. 1 then use the map to search for 

patterns of interpretation according to each perspective. 



FIGURE 2.2:  MARTIN'S bLATRIX FRAMEWORK FOR UNDERSTANDING CULTURES 

CONTENT THEMES PRACTICES F O N S  
~xternal/Internal Forrnal/Informal Stories/Ritual/Jargon/Physical Arrangements 

Integration Perspective: consensus, consistency, and clarity 
Differentiation Perspective: conflict and inconsistency 
Fragmentation Perspective: ambiguity, confusion, and paradox 

(adpated f rom Martin, 1992) 



3. The Three Pers~ectives 

Ce11 entries are made according to the guidance provided by each 

perspective: integration, differentiation, and fragmentation. One 

matrix can be filled out incorporating al1 three perspectives or 

different matrices can be prepared for each content theme or for 

each perspective. In this study, 1 chose to organize the matrix 

entries around content themes corresponding to the five tenets of 

NGO behaviour discussed in Chapter One and gathered from the 

findings presented in Chapters Four, Five, and Six. The completed 

matrices are presented in Chapter Seven accompanied by a 

discussion of the cultural contexts at Global Faith from within 

each of the three perspectives. These three perspectives for 

studying organizational cultures - integration, differentiation, 

and fragmentation - are summarized below. 

3.1 Intesration Pers~ective 

Accordinq to this perspective, "al1 cultural manifestations 

mentioned are interpreted as consistently reinforcing the same 

themes, al1 members of the organization are said to share in an 

organization-wide consensus, and the culture is described as a 

realm where al1 is clear. Ambiguity is excludedu (Martin, 1992, 

p.12). Consistency, consensus, and clarity are the defining 

features of organizational cultures within the integration 

perpsective. There are three types of consistency: action, 

symbolic, and content. Action consistency is between themes and 

practices. Symbolic consistency is between themes and forms. 



Content consistency is across the various themes. According to 

the integration perspective, Ira leader is the source of a 

cultural vision that generates an organization-wide consensus, 

enabling the firm t o  maintain itself successfully, survive 

difficult crises, and reorient itself to changed environmental 

circum~tances~~ (Martin, 1992, p . 6 3 ) .  An example of the 

integration perspective view of culture is provided by Schein 
I 

(1992) : 

Culture somehow implies that rituals, climate, values, and 
behaviors bind together into a coherent whole. This 
patterning or integration is the essence of what we mean by 
fculture.f (p.10) 

3.2 Differentiation Perspective 

The differentiation perspective lrdescribes cultural 

manifestations as sometimes inconsistent (for example, when 

managers Say one thing and do another). Consensus occurs only 

within the boundaries of subcultures, which often conflict with 

each other. Ambiguity is channeled, so that it does not intrude 

on the clarity which exists within these subcultural boundariestt 

(Martin, 1992, p.12). Harmony and homogeneity are replaced by a 

concern with conflict and difference. This perspective a l l o w s  for 

the existence of a I1series of overlapping, nested organizational 

subcultures. These subcultures CO-exist, sometimes in harmony, 

sometimes in conflict, and sometirnes in indifference to each 

other. The differentiation perspective unveils the workings of 

power in organizations, acknowledges conflicts of interest 

between groups, and attends to differences of opinionN (Martin, 

1992, p.83). Three kinds of inconsistency are apparent from this 

82 



perspective: action, symbolic, and ideological. Action 

inconsistency is between themes and practices. Symbolic 

inconsistency refers to an inconsistency between espoused content 

themes and cultural forms (for example, juxtaposing egalitarian 

rhetoric against privileged seating arrangements). vSymbolic 

inconsistencies can also point to deviations from official 

organizational policyfl (Martin, 1992, p.87). Ideological 

inconsistencies occur when content themes conflict w i t h  each 

other. An example of the differentiation perspective view of 

culture provided by Young 

... organizational culture emerges as sets of meanings 
constructed and imputed to organizational events by various 
groups and interests in pursuit of their aims .... meanings 
are constructed and imposed in order to mobilize interest 
group support. (p. 91) 

3.3 Framentation Pers~ective 

The fragmentation perspective focuses on ambiguity as 

subjectively perceived, as inescapable, and as the essence of 

organizational culture. Consensus and conflict form around 

specific issues and are constantly changing. Stable organization- 

wide consensus - or even subcultural consensus - is absent and 

clarity is rare. Within the fragmentation perspective, content 

themes are viewed as "sources of confusion, a variety of 

interpretations of any cultural manifestation seems plausible, 

and uncertainty is pervasiveI1 (Martin, 1992, p. 118) . Ambiguity 
relates to perceived lack of clarity, complexity, or a paradox. 

An example of the fragmentation view of culture is provided by 

Meyerson (1991) : 



... cultures can etnbody ambiguities. Members may still share 
an overarching orientation and purpose, they may face 
similar problems and experiences, but how they interpret and 
enact these may Vary so radically as to make what is shared 
seem vacuously abstract . (p. 132 1 

ARRlvins Martin's Framework 

This study uses Martin's framework in two ways. At the 

beginning of Chapter Seven, 1 present completed versions of 

Martin's matrix filled out with examples, quotes and excerpts 

from the findings surrounding the £ive "articles of faithn for 

NGOs first discussed in Chapter One. These matrices then serve as 

a basis for understanding the cultural contexts within Global 

Faith. I look for consistency and inconsistency, consensus and 

conflict, and clarity and ambiguity. The different 

interpretations of Global Faith cultural contexts are then 

overlaid with specific episodes illustrating planning as the 

negotiation of meaning. 



CaAPTER THREE: METHODOLOGY 

Qualitative inquiry finds its ultimate strength in the vast 
opportunity that the holism of being there makes possible 
.... researchers tend to look again and again, and they look, 
moreover, in the varying moods and times of both researcher 
and researched. It thereby gives credence to the contextual 
nature within which both researchers and their research 
phenomena abide.,..In these facts are its efficacy for 
capturing the surprise, disorder, and contradictions of a 
phenornenon. (Peshkin, 1988b, p.418) 

An Ethnographie Approach 

Due to the emphasis on the situational and interactive 

aspects of planning in the conceptual framework, this research is 

based on the qualitative style of inquiry. In order to shed light 

on the relationship between the process of planning and the 

cultural context, it is necessary to understand the social 

meanings that guide the behaviour of planners (Hammersley & 

Atkinson, 1983); an understanding that is achieved through 

cultural interpretation. 1 am adopting Geertz' (1973) approach14 

to cultural interpretation, the point of which is "to aid us in 

gaining access to the conceptual world in which our subjects live 

so that we can, in some extended sense of the term, converse with 

themu (p.24) . Or, as Geertz (1975) has also said, "the trick is 
to figure out what the devil they think they are up tow (p.48). 

Specifically, 1 chose to use ethnography as the methodology for 

this research. 

l4 Geertz (1973) refers to culture as "interworked systems 
of construable signsl1 (p.14) which helps to illuminate the 
semiotic aspect of his approach and his orientation toward 
symbolic anthropology. 



What is ethnography? Unfortunately, "there is not a single 

definition of ethnographic research that is wholly illuminating 

or fully satisfacto ry.... There is, however, an ethnographic 

sensibility, a body of work, and a respectable tradition upon 

which to draw and with which to interacttl (Ayers, 1989, p . 1 1 ) .  

llEthnographic sensibilityn is reflected in the intent of the 

research and can help distinguish it £rom other methodologies 

(e-g., case study research)15. 1 am assuming, as does Wolcott 

(1985), that the Itpurpose of ethnographic research is to describe 

and interpret cultural behaviourtl (p.190). The process of 

ethnographic research (which includes the data collection rnethods 

of participant observation, indepth interviewing, and document 

analysis) and the product of ethnographic research (the written 

account) are both called ethnography. However, as Wolcott (1990) 

states, Ifthe research process deserves the label ethnography only 

when the intended product is ethnographyu (p.47). Hence, culture 

l5 Al1 ethnographies are case studies but not al1 case 
studies are necessarily ethnographies. Common assumptions 
underlying case studies and ethnographic rsearch include the 
following: tlhuman behavior is integrally related to the context 
in which it occurs, and that this behavior camot be understood 
without knowing its meaning for the participants. Such 
assumptions determine the ways in which data are collected and 
analyzed. To begin with, the primary instrument for data 
collection and analysis is the researcher .... each usually 
involves field worktt (Merriam, Beder, & Ewert, 1983, p.261). Yin 
(1989) defines a case study as "an empirical inquiry that: 
investigates a contemporary phenomenon within its real-life 
context; when the boundaries between phenomenon and context are 
not clearly evident; and in which multiple sources of evidence 
are usedl1 (p.23). The distinguishing feature of ethnographies is 
the underlying rat ionale of cul tura l  interpretation which means a 
cornmitment to 'tlooking at, and attempting to make sense of, human 
social behavior in terms of cultural patterningtl (Wolcott, 1990, 
p . 4 8 ) .  



is the orienting concept both for Irdoing ethnographyIr and for 

"writing ethnography. l1 

Given the cultural orientation of the conceptual framework, 

ethnography makes sense as the methodology for this research. An 

ethnographic approach can incorporate Martin's (1992) multi- 

perspective view of cultures in organizations presented in 

Chapter Two. Ethnography "is replete with - and does not shrink 

£rom - ambiguityn (Peshkin, 1988b, p.418) and as such, 

ethnographic research can be conducted from the fragmentation 

perspective. Ethnography can also be considered as "a description 

of the multiple and nested contexts of rneaning which a group of 

individuals creates for itselfn (Schwartzman, 1983, p.186) which 

is compatible with the differentiation perspective's concern with 

subcultures. Finally, ethnography is also well-suited to the 

integration perspective through receptiveness to how an entire 

pattern of thinking and acting fits together within an 

organization. The ethnography presented in this dissertation 

draws on al1 three perspectives and focuses on each in turn in 

the discussion analyzing different manifestations of Global Faith 

cultures presented in Chapter Seven. 

The view of planning as the negotiation of meaning presented 

in this dissertation is located within a frame of shared 

experience. 1 spent seventeen months as a frequent participant 

in, and observer of, daily work l i f e  at Global Faith. I conducted 

25 formally scheduled interviews and, on many other occasions, I 

asked questions, listened, and exchanged ideas with the people of 



Global Faith. Therefore, this ethnography is a product of the 

I1strange interplay" between my own consciousness as a participant 

observer and the consciousness of the people of Global Faith 

(Northey & Tepperman, 1986, p.58). This means that another 

researcher studying the same group of people and the same events 

"with equal care, skill, and honesty may evaluate, recall, and 

interpret what happens dif f erentlyM (Martin, 19 9 2, p .  1 3  ) . The 
process of conducting this ethnography was based on two sets of 

judgments: those made by the people of Global Faith about their 

world, their convictions, and their actions and those judgments 1 

made as a researcher about what to attend to, what to leave out, 

and what to make of it al1 (Schwartzman, 19831, 

The product of the ethnography - this written account - 
takes into consideration yet another set of judgments: those of 

the readers . Peshkin (1986) recognizes that readers' judgments 
should be based on an awareness of the researcher's judgments: 

"as 1 increasingly come under conviction ... about the relationship 
between who 1 am, what 1 see, and what 1 conclude about what 1 

see, 1 feel increasingly inclined to reveal enough about myself 

so that readers can make their own judgments about what 1 saw, 

what 1 missed, and what 1 misconstruedlI (p. 15) . The next section 
of this chapter involves such a mrevealing.M It is an exploration 

of the issues raised by the subjective nature of the research 

process: how my attention and interpretations were influenced 

mainly by my religious orientation and experience in the field of 

international development. The following sections of this chapter 



then describe the details of the research methodology16 by 

providing answers to these questions: 

- How did 1 select the research site? 
- How did 1 negotiate access? 
- What roles did 1 occupy during the fieldwork? 
- How were the data collected and analyzed? 
- How are the criteria for judging an ethnography addressed? 

Where S e l f  and Subject Join 

In ethnography, the researcher is the research instrument. 

Data are collected through the methods of everyday inquiry: 

looking, listening, asking, joining in and hanging back, and 

developing ideas and testing them out. These "methods of mundane 

practical understanding" - made self-conscious - become the 

methods of research in an ethnography (Atkinson, 1992, p . 3 ) .  An 

implication of the researcher as research instrument is that the 

persona1 equation becornes crucial and, as such, must be made 

explicit (~ine, 1993) . This can be achieved through a process of 
"disciplined honestyM which involves "identifying the sources of 

bias and subjectivity in the researcher's own makeupu and which 

is "critical to the quality of the work done" (Lecompte, 1987, 

p . 4 3 ) .  Peshkin (1986) also calls for a self-conscious auditing of 

the researcher's own subjectivity. He describes this subjectivity 

l6 The term I1research methodologyH is used here to refer to 
the research design. The term 'research methodsw refers to data 
collection and analysis tools. This is consistent with the 
distinction between methodology and methods made by Borg and Gall 
(1989) . 



as "an amalgam of the persuasions that stem from the 

circurnstances of one's class, statuses, and values interacting 

with the particulars of one's object of investigationIl (Peshkin, 

1986, p.17). This interaction between self and subject and the 

importance of a candid disclosure for the readers8 benefit are 

explained elsewhere by Peshkin (1988a) as follows: 

When researchers observe themselves in the focused way that 
1 propose, they learn about the particular subset of 
persona1 qualities that contact with their research 
phenornenon has released. These qualities have the capacity 
to filter, skew, shape, block, transfom, construe, and 
misconstrue what transpires from the outset of a research 
project to its culmination in a written statement. If 
researchers are informed about the qualities that have 
emerged during their research, they can at least disclose to 
their readers where self and subject became joined. (p.17) 

In my case, the subset of persona1 qualities that emerged during 

the research came from three main sources: my socio-economic and 

physical attributes (class, race, age, and gender), professional 

interests, and religous beliefs. I will discuss each of these in 

turn. 

1 am a white, university-educated woman in my early 

thirties17. The sample of people that 1 interacted the most with 

at Global  ait th" was predominantly male, educated at Bible 

l7 This age corresponds to the time 
Global Faith. 

1 am including the people that 1 

of my fieldwork at 

observed and interviewed 
(as opposed to the people that 1 only observed) in this sample. 
Please see Figure 3.1: Global Faith Organizational Chart for the 
positions corresponding to the people in this sample. Nine of the 
people in this group are men, three are women. The Executive 
Director also has a Master's degree from a well-known North 
American university. Two people in the group are African and one 
iç Chinese. 



College or an institution with a religious orientation, older 

than me, and also white. How did these aspects of my identity 

shape my interactions with the people of Global Faith? One way to 

approach this question is with another question: if 1 could have 

magically transformed these characteristics in order to increase 

rapport and reduce discomfort on both sides, what would they be? 

1 would have wished to be male, middle-aged, and well-versed in 

the Bible because then 1 would have been "the rulev as opposed to 

the "e~ception.~ Also, 1 would have wished to be from a country 

in the I1Third Worldll - preferably a country where Global Faith 

has their projects - so that 1 could have contributed my first- 

hand knowledge of daily life there to the discussions taking 

place here about program priorities. On the other hand, being who 

1 am also had its own advantages. As Punch (1986) points out, 

l~personality, appearance, and luck may al1 play a role in 

exploiting unexpected avenues or ovexcoming unanticipated 

obstacles in the fieldw (p.24). In my case, the fact that I 

happen to be the "spitting imageN of the Executive Director's 

sisters when they were younger was apparently instrumental in his 

decision to give me permission to do my research at Global Faith. 

Even though 1 was a stranger - to him, 1 was a familiar face. 
My professional interests provided another realm where self 

and subject became joined during the research. 1 have spent many 

years studying and living among other cultures and 1 have worked 



in the field of international development.lg My work experience 

has included a position with a local consulting Company 

coordinating CIDA Industrial Cooperation programs in China and 

working on a research project in Nepal funded by the 

International Development Research Centre (IDRC) . While 1 did not 

have any previous experience working directly for an NGO, my time 

overseas and past involvement in international development 

efforts helped me to imagine the challenges facing Global Faith's 

regional staff overseas, 1 could also relate to the difficulties 

experienced by staff in Global Faith's Head Office dealing with 

funding organizations, proposais, deadlines, and report writing. 

In this realm of professional interests, we shared a common 

language but Our work-a-day particulars were different; the 

insider world of NGOs was new to me. Fieldnotes written up after 

my first visit to Global Faith mention my excitment at the 

prospect of understanding more about how NGOs function because 

"my own career might lead me dom a similar path one day. 1 was 

hoping 1 would find people that 1 could respect and look up to 

and learn turned out, did learn f rom many of the 

people of Global Faith. Kleinman and Copp (1993) describe this 

student-teacher dynamic in fieldwork research as follows: 

For our purposes, participants are the teachers and we are 
their students. Sometimes we exaggerate the student role to 
ensure that they continue to teach us. But many of us feel 
like beginners and wonder if the people we study think we 
are slow learners. In addition, we usually feel so grateful 

l9 1 have a Bachelor's degree in East Asian Studies and a 
Masterrs degree in Agricultural Economics. 1 speak Mandarin 
Chinese and 1 have lived and worked in Taiwan, China, and Nepal. 



to participants for letting us hang around that we feel and 
act humble rather than superior. (p.29) 

1 did feel grateful to them for their patience in responding to 

my questions and for letting me "hang around.'I 1 also felt 

humble. As 1 had hoped at the beginning of the fieldwork, 1 also 

eventually f ound people that respect and look 

Global Faith. My feelings of admiration were especially strong 

during the time of the Somalia famine in the summer of 1992 

(after about six months of fieldwork). Global Faith launched an 

emergency fundraising campaign and put together shipments to 

Somalia of medical supplies and skim milk powder. In my 

fieldnotes, 1 wrote about the increased activity around the 

office and the surety of their response to the crisis in Somalia: 

1 was surprised that it was al1 mobilized so quickly. 1 was 
impressed by the resonance between their caring and their 
actions. They weren't hollow actions and they weren't 
"ungestured feelings." There was follow-through. There was a 
crisis and they were serious and they were making decisions 
and they were helping people. 

1 was also impressed by the apparent willingness of some of the 

staff to continually remind themselves of the "plight of the 

poorest of the poorn and to include their work, their religion, 

and their life al1 in the same embrace. Their circle of concern 

seemed to me to be large - larger than my own - and to be based 
on a fusion of work, beliefs, and one's persona1 life that 1 

could not accomplish. The following excerpt from my fieldnotes 

about one senior staff member shows that while 1 respected the 

intensity of his commitment, 1 also felt that 1 was different 

£rom him in this regard: 



[Richard] strikes me as a real thinker. His work is his 
life. His life is his work. He doesnft leave it al1 in the 
office - it is carried over to church and praying and al1 
his private musings. 1 couldnrt be like that. 1 would have 
to turn it off sometimes. 1 couldnft continually drive the 
thoughts of other people's misery home to my head and heart 
over and over the way that he seems to... . 
Peshkin (1988a) suggests looking for "the warm and the cool 

spots, the emergence of positive and negative feelings, the 

experiences 1 wanted more of or wanted to avoidIt (p.18) in order 

to catch a glimpse of subjectivity in action. While the realm of 

professional interests was mainly a "warm spott1 during rny 

fieldwork at Global Faith, the arena of religious beliefs was 

mostly a llcool spot." Global Faith is a Christian organization, 

unaffliated with any specific denomination yet made up almost 

excluçively of evangelical Christians2'. I am also a Christian; 

which is to Say that my parents and grandparents were Christian, 

and 1 was baptized as a child, married in a Christian church and 

arranged to have my own children baptized. But I am not an 

evangelical Christian - 1 belong to the United Church. Also, I am 

not a regular church-goer - I attend church on Christmas, Easter, 

*O The denominations represented at Global Faith include: 
Baptist, Mennonite, Brethren and Pentecostal. Most of the people 
of Global Faith would describe their denominational affiliations 
as Evangelical but not as Fundamentalist. What is the difference? 
Both corne £rom the revivalist tradition in conservative 
Protestantism and as such, both accept a tltheology that affims 
the divinity of Jesus, the reality of his resurrection and 
miracles, and the sure destiny of human beings in either heaven 
or hell .... Fundamentalists are considerably more sure that every 
word of scripture (often as found in the King James Version) is 
to be taken at face value. Evangelicals are more comfortable with 
the ambiguities of translation and interpretation that arise when 
the scripture is subjected to critical analysisu (Ammerman, 1987, 
pp.4-5) . 



and only sporadically throughout the rest of the year. 1 am not 

comfortable with, nor well-versed in, the ~vocabulary of beliefu 

(~eshkin, 1986). Until my fieldwork at Global Faith, 1 had never 

been called upon to pray publicly, out loud, in turn, in front of 

a group. 1 have never been to Bible College nor to a ~ible Camp 

in the summer. Even though 1 cal1 myself a Christian, I am aware 

that 1 am not a Christian the way the people of Global Faith 

consider themselves to be Christian. For example, 1 am not 

cornfortable with the total and exclusive acceptance of a 

monolithic doctrine. Rose (1988) describes this contrast in world 

views as follows: 

The conflict for some of us may lie in our commitment to 
diversity and pluralism and in Our contrary desire to 
curtail any ideology that proclairns that there is 'One and 
Only One Truth.' The conflict arises between those who see 
the world in absolutist terms and those who see it in 
relativist terms. (p .xxii) 

While 1 do not wish to tlcurtailn the strong evangelical Christian 

ideology of Global Faith, 1 am not able to embrace it as my own. 

I accept and respect their level of commitment, but 1 do not feel 

rnoved to follow their example. 

Were the people of Global Faith aware of rny views and the 

differences between us? The fact that 1 am not an evangelical 

Christian was not a hidden secret. Yet, it was not a frequent or 

casaul topic of discussion either. My religious background drew 

attention mainly with respect to the process of negotiating 



access through a type of llprogressive  initiation.^^' progressive 

initiation is described by Hammersley and Atkinson (1983) as 

follows: "The fieldworker may find him- or herself being 'tested' 

and pushed towards disclosure, particularly when the group or 

culture in question is founded upon beliefs and commitments (such 

as religious convictions, political affiliations, and the like) 

(p.84). 1 experienced this as the people of Global Faith 

endeavoured to find out a little more about my religious beliefs 

each time 1 visited the site. By the second visit, they learned 

that 1 was "Christian." By the fourth visit, 1 had to make it 

clear to the Executive Director that 1 was not an evangelical 

Christian the way they were. The following excerpt £rom my 

fieldnotes recounts how 1 presented myself at the end of the 

first interview with Gerald, the Executive Director: 

I was worried about how he was interpreting my being 
"Chri~tian.~~ 1 wanted him to know my situation so there 
would be no doubt about misrepresentation or bad feelings 
dom the road. 1 told him that 1 was baptised and married in 
a church and that 1 had gone to Sunday school as a very 
young child but 1 didn't remember anything and 1 wasnrt 
familiar with the Bible though we were thinking of maybe 
having Our baby baptised and 1 enjoyed the few times that 1 

21 Gerald commented on this section of this dissertation 
during the process of respondent validation. According to Gerald, 
there was not as much concern at Global Faith as 1 suggest here 
about whether 1 was an Evangelical Christian or not. Gerald said 
that he thought my Christianity "was not an issuell for the people 
of Global Faith and it was not a factor in their decision to 
grant me access. Gerald explained that although the Evangelical 
label aptly classifies the denominations represented within 
Global Faith, the people of Global Faith themselves are "net 
comfortable with that label and are not happy with being called 
Evangelical Christians." According to Gerald, because of their 
own common desire to somewhat distance themselves from the 
Evangelical church community, the people of Global Faith would 
not choose to distance someone else who was not also Evangelical. 



went to church with my mother-in-law and 1 liked the liberal 
views of the United Church where we had gone together. When 
1 told hirn, it al1 came out in one big run-on sentence just 
like this. 1 was worried about ofiending him and losing 
access to Global Faith and yet 1 wanted to be honest and to 
have everything out in the open. 1 asked hirn if he felt o.k. 
with al1 that and if he would be comfortable having me 
around Global Faith. He said "no problemm and didn't show 
much of a reaction either way. 

After several more months, 1 realized that my religious 

beliefs were still a source of curiosity for some of the staff. 

The story below - taken £rom my fieldnotes - shows how one staff 

member pushed me towards disclosure. At the time, 1 was worried 

that any difference in Our belief systems would be interpreted as 

criticism or a type of rejection and that they might decide to 

close their doors to me and put an end to the research. But the 

result of my disclosure was just the opposite; it created 

closeness rather than distance (Kleinman & Copp, 1993). The scene 

is the annual Global Faith Retreat, in the evening, just after 

the guest speaker finished his lecture on "spiritual health." 

After the talk was finished, 1 was confronted by one of the 
staff. ItHow much of what [the guest speaker1 talked about 
did you understand? 1 mean it al1 makes sense to us and 1 
was just wondering . . ." 1 answered: "Well, 1 go to church 
pretty often so 1 understand the general concepts, but I am 
not so good with the specifics. 1 can't quote the Bible...'' 
He asked which church. 1 told hirn and he said that he had 
been wondering about my religious background. 1 told him 
about my intermittent involvement with the United Church and 
the recent christening of Our baby and subsequent increase 
in attendance. "1 have been going pretty regularly the last 
while but I ' m  a relative newcomer and 1 still donrt know 
very rnuch. If 

What a hard thing to be under someone else's scrutiny like 
that. 1 guess he was worried that 1 was scrutinizing thern 
and wanted to know where 1 stood. 1 tried to be honest and 
yet unoffensive - a very thin line. 
He then said: lfBeing a newcomer may be to your advantage. 



You don't have any baggage. You can be more open." 1 asked 
him what he meant by I1baggage.l1 He told me about his 
fundamentalist parents who saw things "in black and whitem 
and forced him "to toe the 1ine.I' 

1 asked him what parts of [the guest speaker's] talk he 
thought 1 wouldnft have understood. He said: ItWell, his 
world view is based on the Bible ... 1 was asking more for my 
own reassurance. 1 thought if you were not a Christian, you 
would have thought 'what a crazy bunch of people!' or you 
might have been uncomfortable. 1 have spent a lot of time 
wondering how the world sees Christians.If 1 told him any 
discornfort 1 had was mainly due to my role as a researcher 
among them - not having a specific job or function - and 
also being worried about being asked to pray out loud. 1 
confessed that public speaking made me nervous. He said: 
"For someone who has come through university, you sure came 
out sweetly ... most people at a university are on a rampage. 
There is a lot of anger. They're not sweet like you. Youfre 
different. Yourre a learner just like me." 

While the people of Global Faith seemed to accept me as a 

"learner," the basic differences in our world views meant that 1 

would always be an outsider in their midst, no matter how warm 

their ~elcorne.~~ In one sense, my outsider status as a non- 

evangelical Christian may have helped in the process of gaining 

entry to Global Faith because of their "need to have a person on 

the outside legitimate them as ordinary people (rather than as 

religious fanatics) fl (Kleinman & Copp, 1993, p . 4 6 ) .  In another 

sense, feeling like an outsider but being included on the inside 

created a kind of useful anxiety. The following excerpt from my 

22 During the process of respondent validation, Gerald 
commented on this section of the dissertation draft. According to 
Gerald, at the time of the field research, the people of Global 
Faith did not think of me as an "outsider in their midst." Gerald 
said: "Yeu saw yourself as an outsider, but we saw you as part of 
us. The fact that you are not an Evangelical Christian was not an 
issue and was not discussed. Our only concern was whether you 
were feeling cornfortable [e.g., during the prayer sessions]. 
There was no one there that didn't like you. There was no one who 
di&' t like you there [i. e. , doing research at Global Faith] . 



fieldnotes describes the tension of participating in a morning 

prayer meeting at Global Faith and the resulting increase in 

1 wished 1 wasn't in the circle but outside of it instead - 
not only so 1 could observe and record what was happening in 
greater detail but also so 1 wouldnft have to Say anything 
when my "turnW came up .... 1 didn't want them to think of me 
as very different £rom them or as un-Christian. 1 suppose 
that is £rom an innate desire to fit in and not offend and 
also because 1 wanted to be able to corne back .... My antennae 
were working overtime trying to find categories for these 
people. They didn't seem to be fundamentalists or fanatics 
and yet they weren't lttypicalll people going about their 
daily work either. 

The joining of self and subject during the research 

influenced the course of the analysis. My position on the 

periphery helped me to realize that Global Faith is an 

organization where the distinction between insiders and outsiders 

is emphasized (Adler & Adler, 1987) and where the boundary is 

actively managed and defended (Gilmore, 1982). My discomfort with 

an absolutist ideology meant that the religious foundation of 

Global Faith stood out in sharp relief - no matter what 1 was 

looking for, this is what 1 saw. This increased sensitivity 

ultimately helped me understand more about the importance of 

values and motivation - and their variation across individuals - 

in decision-making, which again pointed me in the direction of 

the negotiation of meaning. 

This section has shown how "a researcher's own background 

may affect that researcher's choice of what to attend to, what is 

remembered, or what interpretations are seen as plausiblell 

(Martin, 1992, p.7). The next section describes how Global Faith 



came to be the organization selected as the site for the 

research. 

Pilot Study and Selection of Besearch Site 

In the winter of 1992, an opportunity arose for conducting 

fieldwork at an organization as part of the requirements for a 

university course in ethnographic research. 1 decided to look for 

an organization involved in international development as the site 

for this rnini-ethnography because of my longstanding interest 

and professional experience in this field. Also, 1 hoped that 

this same organization would be a suitable site for the longer- 

term research necessary for my dissertation. 1 started my search 

by looking through a published list of organizations currently 

executing CIDA contracts. Global Faith was among those listed and 

seemed like an attractive candidate because their overseas 

projects included adult education and training activities (as 

opposed to just a focus on relief work) and because they were 

located within striking distance of my home. 

The mini-ethnography carried out for the course actually 

became the pilot study for the dissertation ethnography. I was 

able to determine that Global Faith had the essential qualities 

of an ideal site as described by Marshall and Rossman (1989). 

They had already given me permission to do a long term study 

there so 1 knew entry was possible. There was a rich rnix of 

23 The pilot study fieldwork was carried out between January 
and March of 1992 and included two observation sessions and two 
interviews. 



planning cases and people involved in plan11in9~. 1 was able to 

continue my presence there as a volunteer - taking minutes during 

committee meetings and helping in the Overseas Programs 

Department - with minimal disturbance to the staff. Finally, 1 

was given permission to interview and observe staff as well as to 

analyze organizational documents which would improve the quality 

of the research through data-source and technique triangulation. 

The pilot study was also valuable becauçe this early 

fieldwork helped to uncover some useful questions that provided 

focus for later data collection. Examples of these questions 

include: Where is the line drawn between llgood worksw and "God's 

workw in a religiously oriented NGO? How are program realities 

translated into reporting requirements for funding agencies? Do 

CIDA requirements help shape the actual implernentation of the 

programs or do they just influence how the reports are written? 

An additional benefit of the pilot study was beginning the 

lengthy process of negotiating access on a positive footing. 

Negotiating Access 

The process of negotiating access to Global Faith was only 

just begun during the pilot study. While 1 did receive permission 

to conduct long-term research at Global Faith during the pilot 

study, negotiating access extends far beyond the initial opening 

of a door. As Hammersley and Atkinson (19831 emphasize, "the 

24 Global Faith had 70 projects operating overseas and there 
were nineteen staff mernbers in the Head Office. 
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problem of obtaining access . . . . p  ersists, to one degree or 

another, throughout the data collection processu ( p . 5 4 ) .  

In addition to receiving formal approval from gatekeepers at 

the site, negotiating access also involved clarifying the 

purposes and procedures of the research - making sure that al1 

those involved were informed of my presence and the nature of the 

research. A s  soon as formal permission was granted to conduct a 

long-term study at Global Faith, the Executive Director and 1 

agreed that a memo should be sent to al1 the staff and members of 

the Board explaining my presence, the goals of the research and 

my anticipated r o l e  while at Global Faith. Dan, the Director of 

Human Resource Development, drafted the memo based on information 

in my resume and Gerald, the Executive Director, signed it and 

had it distributed to a list of 38 people (Board members, staff 

in the Head Office, Provincial Directors, and staff posted 

overseas) . The memo read as follows: 
Cathie Dunlop will be spending time at [Global Faith] over 
the next six to eight mon th^.'^ Cathie is working on her 
dissertation research for a Ph.D. in Adult Education at UBC. 
[...background information on previous education and work 
experience] . Cathie will also assist [Global Faith] in our 
Overseas Program D e p a r t m e n t ,  working with [Richard]. We 
welcome Cathiefs presence and we look forward to her tirne 
with us begi~ing April 21, 1992. (dated April 7, 1992) 

This memo is significant not so much for what it says but for 

what it does not Say. First, it is different from a memo that was 

distributed not too long after announcing the hiring of a new 

secretary/receptionist at Global Faith. That memo included the 

25 At the time, we thought the fieldwork would be f in i shed  
by December 1992. Instead, it continued until May 1993. 



following statement : I1We welcome (so and sol and pray God will 

bless her as she carries out her responsibilitiesM and also 

mentioned that she is a member of a Baptist church. Blessings and 

information on church affliation were both missing in the rnemo 

concerning my research - subtle signals to the readers of my 

permanent outsider  statu^.^^ Second, the memo did not include a 

description of the goals or rnethods of the research. While 1 had 

explained my research intent at every opportunity to Gerald and 

Dan - in conversations and in written communicationz7 - for 

whatever reason, this information was not included in the memo. 

As a result, 1 had to explain the research through a llprocess of 

unfolding rather than a once-and-for-al1 declarationtl (Spradley, 

1979, p.36). Every tirne 1 sat dom with someone for an interview, 

we talked about the research, their rights as participants in the 

research process, and 1 gave them a copy of a consent form to 

sign establishing and protecting those rights. Because 1 did not 

interview everyone that 1 observed, there were some staff memberç 

that were still asking me to describe my research six months into 

the field work. Finally, at the annual three-day Retreat for al1 

the staff, Gerald surprised me by asking me to stand up and 

26 During the process of respondent validation, Gerald 
commented on this section of the dissertation draft. Gerald 
explained that the difference between the two memos in terms of 
the blessings and information on church affliation was due simply 
to the fact that they were written by different people with 
different styles. Dan wrote the memo concerning my presence and 
Gerald wrote the memo concerning the new secretary/receptionist. 

27 Copies of the protocol documents and consent forms are in 
the Appendix. 



explain, yet again, my presence and my purpose to the gathering 

(about 25 people). Gerald said: "Some people have been asking me 

why Cathie is taking so many notes. Cathie would you take a 

minute or so and explain what you are doing here?" 1 took a deep 

breath and launched into a brief description of my program at the 

university and the requirements for course work and original 

research. I emphasized that 1 was not evaluating Global Faith - 

instead, 1 was using a "howfl question and 1 was interested in 

learning about the process of planning at Global Faith: how were 

the nonformal adult education programs that are part of overseas 

projects chosen and designed? How did the particular context of 

Global Faith influence the decision-making process? 1 also 

stressed that 1 was not looking for something that 1 did not 

already mention - I did not have any secret agendas. 

While my research agenda was in no way secretive or 

underhanded, I still found it difficult to communicate clearly 

what my findings were during the fieldwork. When asked on several 

occasions what the research had revealed to date, 1 told them "1 

have learned so much but 1 still don't know anything." This 

reluctance to pin down a succinct statement of the findings 

before leaving the field was not an attempt to conceal what 1 

already knew. Rathex, it was due to a desire to keep seaxching, 

to remain consciously naive and open to surprises. As Fine (1993) 

emphasizes, "good ethnographers do not know what they are looking 

for until they have found it . . . .  Not only are we unsure of the 
effects of explaining Our plans but often we do not know what we 



want until well into the research projectu (p.274). 

Another aspect of negotiating access involved the discovery 

of obstacles to data collection and deciding whether and how to 

manoeuvre around them. Types of obstacles that 1 encountered 

included those deliberately erected to protect "sacredm occasions 

and those that existed due to the structure of the organization. 

The protective barriers surrounded sensitive settings with either 

a religious focus or meetings concerning the finances of Global 

Faith. 1 was not interested in actual nurnbers or dollar amounts 

and therefore, 1 did not make a special effort to be included in 

the financial discussions. On the other hand, 1 was interested in 

learning more about how the religious motivation of the 

organization was actualized through the planning process, and so 

1 did negotiate entry to the weekly staff meetings, the annual 

retreat on spiritual health, and the Directors' retreat on the 

vision of Global Faith. During the pilot study, after 

interviewing Richard, Director of the Overseas Programs 

Department, 1 asked him if 1 could come back another day and 

observe some sort of regularly scheduled staff meeting. Richard 

was hesitant to invite me to Monday morning weekly staff meeting. 

He said: "Well, you know we have a prayer session as part of that 

meeting and if you are not a Christian, that may be a problem . . . "  

When 1 told him that 1 was indeed a Christian, he said 1 would be 

welcome to come to the staff/prayer meeting. Entry was possible 

once I had given the right Npasswordn by saying that 1 was a 



Christian. 28 

In addition to the obstacles protecting sensitive 

situations, 1 also encountered difficulties during the early 

months of fieldwork in gaining access to informal or spontaneous 

meetings around the office. While 1 was invited to regularly 

scheduled meetings (e .g . ,  bi-weekly cornmittee meetings) and 

special events ( e - g . ,  fundraising banquet), I often arrived at 

Global Faith for a day of fieldwork only to discover that several 

key people were already in a meeting behind closed doors. 1 did 

not feel cornfortable interrupting these meetings and yet 1 felt 

anxious that 1 was missing important planning interactions. 1 

realized that it can be tricky observing in an office setting and 

that it w a s  particularly hard at Global Faith because of the 

office layout (many private offices and lack of shared spaces) 

and the structure (specialized jobs requiring coordination across 

departments) - hence, the many informal meetings in private 

offices. 1 used my knowledge of the structure to corne up with a 

strategy for gaining access to these meetings. First, 1 went to 

Dan, the Director of Human Resources, for help and advice. 1 told 

him that 1 was a little worried about people not realizing what 1 

was interested in and not thinking that I might want to sit in on 

28 Gerald commented on this section of the dissertation 
draft during the procesç of respondent validation. Gerald 
ernphasized that saying that 1 was indeed a Christian was not 
considered as a Hpasswordw by Richard allowing me entry to the 
prayer meeting. Gerald said that Richard's positive reaction to 
my saying that 1 was Christian was only related to his concern 
that 1 might feel uncornfortable during the prayer session if 1 
was not a Christian, 



meetings that might be boring to them but that were fascinating 

to me. 1 asked Dan how should my being informed of meetings 

happen? Should 1 take an active stance and ask people to update 

me every week? Should 1 sit back a bit and let time pass until 1 

fit in better and wait for people to naturally think of me and 

invite me to participate as they feel cornfortable doing so? Or, 

somewhere in the middle of these two options? Tell people what 1 

am interested in, remind them now and then and hope they will 

remember me? Dan seemed to understand right away. He offered to 

talk to llpeoplell for me. 1 said that maybe it will just resolve 

itself - it takes time for people to get used to having me 

around. He commented on the importance of building relationships 

and he said "Youfre part of [Global Faithl - try not to feel like 

an outsider." 1 followed up on Dan's advice by tagging along more 

often on lunch outings to the coffee shop next door and by 

spending more time chatting with people about topics that did not 

relate directly to my research interests - for example, Our 

families and our children. 1 tried to do more of what Bernard 

(1994) calls "hanging outN - a process that "builds trust and 
results in ordinary conversation and ordinary behavior in your 

presesence. Once you know, £rom hanging out, exactly what you 

want to know more about, and once people trust you not to betray 

their confidence, you'll be surprised at the direct questions you 

can askI1 (p.152). Several days later, 1 asked Richard, Director 

of the Overseas Programs Department, if he thought people were 

uncornfortable when 1 sat in on meetings. Richard said: "No, 



you're part of the woodwork now. That is not a problem." We were 

slowly building rapport and getting to know each other better. 

Their expressions of inclusion increased even more after 1 

participated in the three-day summer retreat with al1 the staff. 

Even though the intent to include me in informa1 meetings 

was eventually established, logistically it was still difficult 

to accomplish. 1 realized that most of the meetings taking place 

around Global Faith included Gerald, the Executive Director, and 

that this could be another route for negotiating access. If I 

could spend an entire day at his side and obsenre al1 the 

meetings that he took part in, then I would not have to wait for 

people to remember to invite me along. 1 spoke with Gerald about 

this idea of 'rshadowing' hirn for a day. He seemed cooperative but 

we did not set a date. Finally, in September, 1 started wondering 

if the people of Global Faith sensed my lingering awkwardness 

with their religious foundation because I had only been to one of 

the Monday morning staff/prayer meetings. It becarne clear to me 

that in order to be considered one of the group, it was important 

to demonstrate allegiance by participating in this meeting. 1 

decided to change my regular schedule of visits to Global Faith 

(usually Wednesdays, Thursdays and Fridays) in order to attend. 

The day that 1 went to the staff/prayer meeting, another layer 

preventing access seemed to fa11 away. Gerald was especially 

friendly and open to my spending the rest of the day with him. On 

that first day of shadowing, I sat with Gerald as he conducted 

five different meetings with staff members - receiving updates 



and providing guidance - and one meeting with representatives 

from a film and music production Company about the possibility of 

recording a Mmusirnenteryn to be played at Global Faith 

fundraising events. Rfter that first day, I shadowed Gerald on 

three other occasions and was able to observe many more meetings 

and informa1 interactions (including a meeting with the Board of 

Directors and a visit to the Doctor's office with Gerald's 

mother) and to learn more about Gerald's central position as a 

leader and a motivator. 

Shadowing the Executive Director proved to be a very useful 

strategy and revealed the link between negotiating access and the 

researcherts role in the field. As Hamrnersley and Atkinson (1983) 

emphasize, negotiating access "also refers to the much more wide- 

ranging and subtle process of rnanoeuvring oneself into a position 

from which the necessary data can be collectedu (p.76). My role 

as Gerald's shadow affected who I interacted with and what data 1 

had access to. The next section examines the various roles I had 

during the fieldwork, and the implications of the different roles 

for the nature of the data collected and for fulfilling the 

research exchange. 

A Fisbbowl of Roles 

Heath (1993) uses the phrase llthe fishbowl of multiple and 

conflicting roles and valuesmt (p.261) to refer to the swirling 

mixture of responsibilities and allegiances contained in the 

transparent and often precarious work of ethnographie research. 



While I was doing the fieldwork at Global Faith, my fishbowl of 

roles included: academic researcher, participating member and 

donor of Global Faith, and mother of a young child. Each of these 

roles suggests that I1a particular 1 was present in the collection 

and analysis of these dataN (Peshkin, 1986, p.287). This section 

looks at each of these roles in turn. 

Academic Researcher 

My role as a researcher at Global Faith was established in 

the context of potential recruitment as a staff member. During 

the pilot study, Richard, the Director of the Overseas Programs 

Department, mentioned that Global Faith was considering hiring 

sorneone to assist with coordinating a CIDA funded program. Once 

Richard learned that 1 was Christian (he intially assumed that I 

was not), he excitedly "offeredI1 me the job.29 He mentioned 

later to Gerald that 1 was interested in part-the work at Global 

Faith. In the meantime, I talked with my Research Committee and 

we agreed that there was potential for an interesting long-term 

study at Global Faith and that it would not be advisable to work 

there and do research at the same time. 

When 1 returned to Global Faith to interview Gerald several 

weeks later, the topic of a job came up again. Gerald said he 

heard from Richard that 1 was interested in working part-time at 

29 Gerald cornmented on this section of the dissertation 
draft during the process of respondent validation. Gerald said 
that Richard's informal job offer was not based on my saying that 
1 was Christian. Rather, Richard thought of me as a l1nice persontt 
with the appropriate experience and "personality" for the job. 



Global Paith and he thought they could use me to help out in the 

Overseas Programs Department. 1 quickly told him that 1 had 

wanted to talk about the possibility of working there as well 

because the situation had changed since 1 had a chance to talk 

with my Research Committee. 1 explained that my first priority 

was to my research and to finishing my degree. 1 then asked him 

if it would be possible to carry out a longer-term study at 

Global Faith. Gerald said he had no problem with that and 

suggested that 1 work for them while doing my fieldwork. 1 said 

that 1 would prefer to just be a researcher but that 1 would like 

to help out with writing or editing if they needed that. He said 

he understood that 1 would not want to have divided loyalties by 

being both a staff member and a researcher and they would like it 

if 1 could help out. He then added: I1We would make sure you were 

compensated financially for your work, of course." I emphasized 

that 1 did not want to be paid by Global Faith while doing the 

research. We agreed that once the research was finished, we would 

talk about the possibility of employment again. 

Participating Member 

Because my first priority was to my researcher role, 1 

resisted recruitment as a complete member of Global Faith. 

Instead, 1 took a mostly peripheral rnembership role while 

conducting the fieldwork. Peripheral membership still implies an 

insiderfs perspective through direct, first-hand experience, but 

it is achieved and maintained through marginal participation and 



a certain level of detachment (Adler & Adler, 1987). Some degree 

of detachment was inevitable in my case because of the 

diffexences in our world views and our expressions of 

Christianity. While 1 tried to develop empathy with the people of 

Global Faith, 1 would never be able to fully grasp emotionally 

the evangelical motivation and meaning behind their work. 

However, some detachment can be beneficial. As Hammersley and 

Atkinson (1983) have said, "there must always remain some part 

held back, some social and intellectual 'distance.' For it is in 

the 'spacet created by the distance that the analytic work of the 

ethnographer gets donen (p.102). 

While 1 maintained a detached stance throughout the 

fieldwork, 1 was eventually drawn in from the periphery to become 

more of an active member of Global Faith. Alder and Alder (1987) 

stress that "peripheral membership is often a transitional role, 

serving as a point of entry for people who will ultimately move 

toward closer, more involved rolesn ( p . 4 3 ) .  My initial 

responsibilities as a member of Global Faith coincided with my 

main activities as a researcher: listening, note-taking, and 

writing. 1 was the designated minute-taker for sorne formally 

scheduled external committee meetings that Global Faith members 

were involved in. 1 also took the minutes for a regional meeting 

of an NGO consortium (a Global Faith member was chairing the 

meeting), and for the annual regional CIDA consultation with the 

local NGOs. These meetings al1 involved people from outside 

Global Faith and usually took place outside of normal office 



hours - in the evenings or on a Saturday. 1 also took notes and 
wrote sumrnaries within Global Faith, in accordance with their 

requests (e-g., 1 wrote up the summary of a meeting between a 

senior CIDA official and Global Faithrs Executive Director and 

seven departmental directors). My role as note-taker served a 

minor, yet useful, function; if 1 had not been there and, in some 

cases, willing to corne in outside of office hours, someone else 

£rom Global Faith would have been assigned to the job. 1 also 

helped with photocopying, buying refreshrnents, and setting up a 

srnall reception for visiting CIDA officials and representatives 

£rom the local NGO community. 

As 1 took part in more of the core activities of Global 

Faith (e-g., the weekly staff/prayer meeting), my role as a 

participating member changed and I became more actively involved 

out of "situational necessityfl (Adler & Adler, 1987, p . 5 3 ) .  

Because of the sharp insider/outsider distinction that 

characterized the setting of Global Faith, my position on the 

periphery was not sustainable. As Gerald was fond of reminding 

the staff of Global Faith: "either you're in or youfre not." Once 

1 had participated in the annual three-day retreat in July and 

returned more often to the weekly prayer/staff meeting, my status 

changed from a researcher allowed only limited access to the 

inside to more of a trusted colleague engaged in a joint endeavor 

with the people of Global Faith (Alder & Alder, 1987). The nature 

of m y  responsibilities expanded in two directions: 1) helping 

with fundraising efforts and, 2) providing written input for a 



proposal for CIDA funding. Each of these functions is described 

below . 
My help with fundraising revolved around two of Global 

Faithrs special yearly events - the fa11 Walkathon and the spring 

Banquet. While 1 was attending one of the weekly staff/prayer 

meeting in mid-August, 1 discovered that 1 had been assigned to 

the "Public Relations CornmitteeII for the Walkathon. This involved 

sorting through boxes full of sweatshirts and t-shirts with the 

Global Faith logo in preparation for their sale at the Walkathon 

in October. 1 also helped with registration on the actual day of 

the walk. 1 greeted the walkers and took in sponsor sheets and 

money and stamped people's maps. There were many people coming 

and going that I did not know that al1 seemed to know each other. 

Al1 the staff members from Global Faith were there, as well as 

their friends and relations and many former participants in 

Global Faithrs summer youth programs. The annual spring 

fundraising Banquet is another occasion where the participants 

al1 seemed to know each other or to have acquaintances in common. 

Gerald expressed his expectation that 1 would be able to recruit 

some of my friends to attend and that I would lthostll several 

tables. He joked in front of other staff members that I would be 

hosting four tables at the Banquet. Much to my chagrin, they 

believed him and congratulated me on bringing in so many 

potential don or^.^' 1 had to assure them that it was not true - 

' O  Gerald commented on this section of the dissertation 
draft during the process of respondent validation. Gerald said 
that the other staff members would have known that he was joking 



1 would not be hosting any tables. 1 did, however, attend the 

banquet (bringing only my husband) two years in a row. During Our 

second Banquet, we were seated at a table that was to be hosted 

by Richard, the Director of the Overseas Programs Department. 

Richard was late arriving, so 1 was the only person there 

directly connected with Global Faith. 1 answered the other 

guests' questions and filled in for Richard until he arrived. 

Richard told me afterwards that he knew he could depend on me to 

represent Global Faith in his absence. In both cases - the 

Walkathon and the Banquet - my role as a participating member of 
Global Faith included interacting with outsiders. 1 was tmsted 

to serve as a faithful lieutenant and to act on behalf of Global 

Faith in an appropriate manner (Adler & Adler, 1987). 

The other area of expanded responsibilities in my more 

active role at Global Faith involved drafting a section for a 

written proposa1 to CIDA. In late April 1993, 1 received a last 

minute, urgent phone cal1 from Elizabeth, Director of 

International Relations at Global Faith, cancelling our second 

research interview which was scheduled to take place the next 

day. Elizabeth explained that she did not have time for the 

intenriew because she was workinq on a submission to CIDA. 

Elizabeth stressed how important this proposa1 was to Global 

Faith and then asked me to help out by drafting a section of the 

proposal dealing with institutional linkages. Elizabeth suggested 

about me hosting tables and their congratulations were part of a 
joking response. 
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that this would be easy for me because of my university 

perspective. My portion of the draft had to be ready by the next 

day. When 1 expressed surprise at the short notice and also 

dismay because my husband and I were planning to go out for Our 

anniversary dinner that evening (when would 1 have time?), 

Elizabeth remained unimpressed. She said she was writing other 

parts of the proposa1 and that others were busy contributing 

additional sections. 1 was expected - like the other staff 

rnembers - to contribute my part. 1 did do as Elizabeth asked and 

delivered the draft the next day. This experience helped to 

underscore the high level of interpersonal commitment and 

pressure applied to members of Global Faith. As Adler and Adler 

(1987) point out, "doing 'membership work' forces the researcher 

to take on the obligations and liabilities of members. In 

repeatedly dealing with the practical problems members face, 

researchers utlimately organize their behavior and form 

constructs about the settingls everyday reality in much the same 

way as membersn ( p . 3 4 ) .  

A few days later, Gerald, the Executive Director, thanked me 

for my help with the proposa1 and said to me: "you're very kind." 

Providing my services - even in very small ways - definitely 

enhanced my relationships with Global Faith staff and increased 

my access to data in a wider variety of settings. Gerald told me: 

"you are nice and that is why doors are opened to you.lt3' 

31 During the process of respondent validation, Gerald 
commented on this section of the dissertation draft. Gerald said 
that the people of Global Faith did not view my helping out as a 
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Helping out as a participating member was also a way to 

reciprocate for the opportunity to do my research at Global 

Faith. As Wade (1984) emphasizes, "observers cannot expect to be 

only on the receiving end of the participant observer processN 

(p.213). 1 wanted to be able to offer something back to the 

organization in exchange for their patience with my questions and 

their tolerance of my presence. 

In addition to showing gratitude, acting as a participating 

member of Global Faith also served as a basis for understanding 

what it is actually like to be a staff member at Global Faith. 

"Our feelings while in a particular role might mirror thoçe who 

hold a similar role in the setting .... Thus Our feelings suggest 
hypotheses about how others, members of a subgroup in the setting 

or perhaps outsiders, feel about themselves and each other. If we 

examine our uncomfortable feelings rather than dismiss them, we 

can gain insights into how others feel and whyn (Kleinman & Copp, 

1993, p . 3 1 ) .  My lluncomfortable feelingsu while in the role of a 

participating member of Global Faith were linked to my perception 

that 1 could never do enough for "the cause." My volunteer 

services were appreciated but 1 always felt pressure that no 

matter how much 1 contributed, 1 should be doing more for the 

organization. 1 also sensed their high expectations of unwavering 

and undivided loyalty to the organization. 1 experienced this 

directly during a conversation with Gerald, the Executive 

necessary exchange for access. He emphasized again that doors 
were opened to me because of my upersonality.w 



Director. Gerald called me into his office to talk about my help 

with note-taking at a Program Review Cornmittee meeting on the 

previous Saturday. My infant son was sick that Saturday but 1 

came anyway to fulfill my promise to take notes for Global Faith. 

During the meeting break, I talked with one of the visiting 

committee members (who also happened to be a doctor) about my 

son's strange rash and my worries about his health. ~ h e  following 

excerpt from my fieldnotes describes Gerald's reaction to my 

predicament: 

[Gerald] was concerned that they did not have a back-up 
note-taker arranged for the day that 1 came in to do the 
minutes and Geordie [my son] was sick at home. He was 
worried that if 1 had stayed home because my baby was sick, 
what would they have done? He asked me if I thought they 
should always have a back-up in place for me. Was he testing 
my loyalty? I said no, that was not necessary - that there 
would always be someone else there for my baby and 1 would 
be there for [Global Faithl . [Geraldl said their other 
concern was that rnaybe 1 should have been at home with my 
baby and they were taking me away from him. Afterwards 1 had 
mixed feelings about this part of Our conversation. 1 felt 
put to the test by [Gerald] as though he was challenging my 
commitment. 1 am a volunteer, not an employee. 1 am 
sympathetic to "the causeH but not a convert. And 1 am the 
mother of young baby. Al1 of these can be seen as potential 
threats to any loyalty 1 might feel towards [Global 
Faithl . 32 

Taking on the role of participating member raises the 

question of a researcher's impact or influence on the activities 

of an organization. As Fine (1993) says, "recognizing that the 

32 Gerald commented on this section of the dissertation 
draft during the process of respondent validation. Gerald said he 
remembered Our conversation that day about what to do in the 
future if 1 was the designated note-taker and my son was sick. 
Gerald recalled that he saw the need to discuss the situation 
beacuse he thought of it as a "predicamentm and not as an 
opportunity to test my loyalty. 



researcher should not direct a scene, one might also wonder 

whether competent, active observers do not and should not have 

influencen (p.281). 1 had little or no impact on planning at 

Global Faith. At the end of in-house meetings at Global Faith, 

Gerald usually asked each person in turn if they had any 

thoughts, questions or suggestions for the group to consider. 

When I sat in on meetings, Gerald included me as well in this 

sweep for ideas. Often 1 simply said 1 had nothing to add. On 

several occasions, however, 1 did suggest minor changes to 

written documents (e-g., adding an author reference) and they 

were implemented. In one instance only, 1 offered an idea without 

being asked first and it was not acted upon. It was several days 

before the annual Retreat and 1 was nervous about participating. 

1 imagined the Retreat would include opportunities for 

brainstorming topics like new f undraising options and wanted 

to test one of my ideas out on Gerald first. My idea and Geraldrs 

reaction are described in my fieldnotes as follows: 

My idea was to combine a cultural evening (dinner, music, 
information on a country or culture) with fundraising so 
that people would feel as though they had been on a journey 
and would feel close to the people they were ultimately 
helping. The money given would in part be a thank-you for 
the journey and also a vehicle for helping. [Global Faithtsl 
profile would be very low - so low that the Christian 
orientation would be hard to see. I was trying to find a way 
to make [Global Faith] and their activities more mainstream. 
[Gerald] listened patiently but without enthusiasrn. He said 
that the idea was "tricky but not impossible." The main 
stumbling block to him was what 1 saw as the strength: the 
fact that the religious focus would be fuzzed out or toned 
dom. 

A flnal aspect of my role as a participating member of 

Global Faith involved friendship with some of the other members. 



For example, 1 was invited to attend an engagement party for one 

staff rnernber at the home of another (not al1 the staff members 

were invited). 1 was also invited to attend the Executive 

Director's Christmas party for family, friends and staff. On 

several occasions, 1 went with some Global Faith people to the 

cafe next door for a snack or a coffee after work. During the 

last six months of my fieldwork at Global Faith, 1 was pregnant 

with Our second child. He was born in July after 1 had officially 

left the field. For several months afterwards, 1 stayed in touch 

with Global Faith through telephone calls and when they had news 

of our baby's safe arrival, they sent us a large fruit basket. I 

felt very fond of many of the people 1 encountered while doing 

research at Global Faith and 1 was often touched by their 

kindness and their efforts to include me in their world. 

Donor 

After donating money to Global Faith during the first 

fundraising Banquet that I attended with my husband, 1 was put on 

the donor mailing list. Throughout the fieldwork and for many 

months afterwards, I received monthly and emergency appeal 

letters from Global Faith. 1 responded to the emergency appeal 

for the famine in Somalia and 1 also gave money at the second 

fundraising Banquet. 1 realize that by Global Faith standards 1 

was not a substantial or Mimportantu donor. 1 gave only a small 

amount and on an irregular basis. 1 decided to donate money to 

Global Faith in the same fashion that 1 have decided to donate to 



other charitable organizations: 1 was impressed by an earnest 

appeal, ample background information, and a sense of urgency. 

Mother 

My role as a mother was the basis for closer relationships 

with some Global Faith staff. Bernard (1994) points out that in 

the context of fieldwork "being a parent helps you to talk to 

people about certain areas of life and get more information than 

if you were not a parent" (p.155). Because we had parenthood in 

common, casual conversations were easy to initiate and maintain. 

We always had something pleasant - or perplexing - to talk about: 

Our children. Being a mother also served as a type of "escape 

route" £rom the intensity of ethnographie fieldwork. My family 

responsibilities and part-time childcare arrangements meant that 

1 could not come in to Global Faith every day and some weeks, 1 

could not come in at all. Adler and Adler (1987) point out that 

periodically withdrawing from the field helps researchers to 

"realign their perspective with those of outsiders in order to 

analyze the setting criticallyll (Adler & Adler, 1987, p.51). My 

mother role also affected Global Faith's expectations of me; both 

in termç of frequency of participation and also in terms of 

continued involvement beyond the end of the fieldwork. 

Ultimately, leaving the field and the possibility of employment 

behind was not seen as a defection £rom Global Faith but as a 

choice made by a mother of a growing young family. 



Data Collection and Analyeis 

Three data collection techniques were used in this research: 

participant observation, interviewing and document analysis. This 

made it possible to check the validity of constructs as the 

research progressed through technique and data-source 

triangulation (Hammersley & Atkinson, 1983; Sanday, 1979). Before 

describing the data collection and analysis procedures, the next 

section first reviews the time frame for the fieldwork. 

T h e  Frame 

My first contact with Global Faith was in January, 1992. The 

pilot study (two observation sessions and two interviews) was 

carried out in February and discussions concerning the longer- 

term study and my potential role at Global Faith were conducted 

in March. 1 began taking notes and minutes on behalf of Global 

Faith in April. 1 also attended the fundraising banquet and 

started interviewing the departmental directors. 1 continued to 

interview the directors and to take notes at meetings during May. 

My visits to Global Faith increased in June (to two or three days 

a week) and 1 started participating in the Training Program - a 

series of interviews with a senior staff member responsible for 

orienting new members. 1 attended the three day Retreat in July 

and the Board Meeting and the Walkathon in October. In April 

1993, 1 was invited to attend another retreat - this one for the 

senior staff only to discuss the vision of Global Faith. I 

continued interviewing, observing, and participating at Global 



Faith throughout the fieldwork until May 1993. The fieldwork 

phase - including the pilot study - lasted for seventeen months 
(January 1992 - May 1993). My withdrawal from the field happened 

gradually after 1 realized that 1 was not really discovering new 

things and that 1 needed to devote al1 my available time to 

taking a closer look at what I already had learned. Given the 

intensity of their cornmitment, I found it very hard to leave 

Global Faith - whether it was leaving at the end of the day or 
leaving at the end of the fieldwork. 1 maintained contact with 

Global Faith for several months after the fieldwork was finished. 

We talked on the phone and 1 brought our newborn son out to visit 

in August. In September 1993, Our family went overseas for nine 

months for my husbandrs sabbatical. During that tirne, 1 exchanged 

cards and letters with the Executive Director of Global Faith. 

Upon Our return in the summer of 1994, we talked again on the 

telephone and agreed to re-establish contact when 1 had a draft 

ready to send for their feedback. 

Participant Obeervation and Fieldnotes 

Participant observation - first-hand involvement combined 

with systematic observation - was caxried out one to three days a 

week at Global Faith over a seventeen month period. Days for 

visits to the site varied from week to week depending on the 

scheduling of meetings or other events to observe, the timing of 

interviews with Global Faith staff, and my arrangements for 

childcare. 1 usually arrived after they did each morning (because 



of the long drive from my home), though on several occasions 1 

came in early for a special morning meeting. My flexible hours 

did not seem to be a source of disturbance or distraction for the 

people of Global Faith. They themselves kept varied hours and 

some staff worked part-time £rom their homes. With short-term 

volunteers coming and going and the numerous trips made by staff 

across Canada and overseas, rny frequent appearances and 

disappearances fit into the rhythms of daily life at Global 

Faith. Aïso, as Bernard (1994) notes, "as you become less and 

less of a curiousity, people take less and less interest in your 

comings and goings1I (p.141). When 1 worried about the irregular 

scheduling of my visits, 1 was reassured by one staff member: 

"Yeu just do your own thing. Youtre part of the woodwork now." 

"Doing my own thingH as a participating observer at Global 

Faith transpired in a variety of ways. On some visits, 1 spent 

most of the time at a desk in an open hallway area reading 

organizational documents, writing up notes, listening to 

conversations going on around me, and chatting with the staff. 

During other visits, 1 sat in on agency meetings - either as the 

designated note-taker (e.g., for a meeting with a high-ranking 

CIDA official) or as an observer (e.g., for the agencyts interna1 

planning meetings). While observing the meetings, 1 wrote 

shoxthand fieldnotes on a clipboard on my l ap .  If the 

conversation turned to financial specifics or if they indicated 

that a certain part of the conversation was confidential, 1 would 

stop writing and put my pen and clipboard on the table in plain 



view. During the meetings, 1 remained quiet unless it was my 

"turngl to offer a prayer or to respond to one of Geraldls 

questions. 1 was told that my style observing meetings was good; 

"you're so quiet that no one realizes you're there. 

In order to keep a record of what 1 was observing, 1 wrote 

inf omal, condensed (Spradley, 1980 1 notes throughout the day and 

included descriptions of what 1 saw, who said what, and what we 

al1 did. These scratch notes were the basis for the fieldnotes 

which were written up as soon as possible after each visit to 

Global Faith. No matter how detailed, fieldnotes cannot 

completely reconstruct everything that happened or even 

everything that was observed; rather, they are llapproximations, 

signposts, and minid~cudrarnas~~ (Fine, 1993, p.278) . In addition 
to descriptions of behaviour and snippets of conversations, the 

fieldnotes also contained my reflections on what it al1 meant, 

what still did not make sense and a record of decisions about who 

to interview, and what, when, where to observe. Completed 

fieldnotes were printed and filed chronologically in a binder and 

also stored on diskette. 

Atkinson (1992) makes the point that the "fieldn of 

fieldwork is produced, not given. Boundaries of the field are 

" the  outcome of what the ethnographer may encompass in his or her 

gaze; what he or she may negotiate with hosts and informants; and 

what the ethnographer omits and overlooks as much as what he or 

she observesn (p.9). Over the course of the fieldwork, the focus 

of my l'gazen changed. During the first few months, 1 concentrated 



mainly on how the people of Global Faith described the planning 

process for specific overseas projects." 1 asked them to talk 

about the sequence of events and the allocation of 

responsibilities across Head Office and Regional Office staff in 

program planning, their view of ~successful~ and ~unsuccessful~ 

programs, and how the religious orientation of the agency might 

influence decisions about which programs to support. As spent 

more time at Global Faith and was able to negotiate access to 

more activities at the core of the organization, I realized that 

1 was having difficulty separating the process of program 

planning at Global Faith £rom the broader framework of 

organizational decision-making. For example, 1 needed to 

understand more about how the organization obtained resources 

(frorn government and general public donors) and whether and how 

the source of revenue would affect planning strategies. I 

therefore decided to include fundraising, marketing and 

institutional relations in my ftgaze.v 1 also realized that an 

understanding of organizational decision-making at Global Faith 

would need to be based in an investigation of Gerald's 

leadership. Shadowing Gerald changed the boundaries of the field 

33 1 initially focused only on overseas projects that 
included nonformal adult education programs. 1 used the following 
description of nonformal education as guide for selecting these 
projects. "Nonformal education encompasses a wide range of 
educational and developmental activities that aim to relate to 
the immediate needs of the target population. The content of the 
program tends to be practical and functionally oriented. It is 
usually intended to bring specific skills or changes in attitude 
among clientele. Hence, the gain for nonfomal education programs 
is usually short-term and tangiblev (Dejene, 1980, p. 19) . 



yet again and gave me access to meetings that were previously 

beyond my reach. 

As a participating observer, 1 had to choose what to focus 

on and what to leave out. Recognizing that my ability to be 

obsewant varied throughout the day and from visit to visit, 1 

realize that what is depicted in my fieldnotes is not the 

complete picture. Fine (1993) emphasizes that "for reasons of 

space, events are excluded, but much is excluded because it 

passed right under Our nose and through our ears and because Our 

hands were too tired to note the happeningu (p.280). Kleinman and 

Copp (1993) also stress that "compiled fieldnotes are hardly 

final drafts of what went on in the setting or group . . . .  
unrecorded memories or headnotes dispute the notion that 

fieldnotes can ever be completeVV (p.25). 

Interviews 

Interviews were conducted concurrently with participant 

observation over the seventeen month period at Global Faith. 

Twelve Global Faith staff members were involved in a total of 25 

interviews, 18 of which were audio-taped and 7 of which were 

recorded through hand-written notes. Figure 3.1 presents Global 

Faithfs Organizational Chart and the positions and titles of the 

people in the interview sample. Table 3.1 lists the names of the 

intervie~ees~~ and the dates of the interviews. 

How was the interview sample chosen? The pilot study 

- - 

34 These names are al1 pseudonyms. 



interviews were conducted with Richard, Director of Overseas 

Programs, and then with Gerald, Executive Director. Richard was 

selected initially because of his direct involvement in the 

management of overseas programs and he was interviewed a second 

t h e  (almost a year latex) because the fieldwork raised more 

questions that were relevant to his area of responsibilities. 1 

decided to include an interview with Gerald in the pilot study 

after meeting him and observing his style running the Monday 

morning staff/prayer meeting. His charisma, influence, and 

central role in the organization were apparent early on in the 

fieldwork. Consequently, 1 decided to interview Gerald on two 

other occasions (for a total of three interviews). Al1 seven 

departmental directors (Dan, Asafa, Richard, Elizabeth, Stan, 

Charlie, and Paml were eventually interviewed because this 

group - along with Gerald - met regularly and acted as a cohesive 

unit directly involved in al1 aspects of planning and 

organizational decision-making. This collection of central 

decision-makers is called "the Group of EightN at Global Faith. 

In addition to the Group of Eight, the interview sample also 

included four other staff members: Lisa, Ben, Kevin, and Ian. The 

first three were interviewed because of their involvement in the 

Overseas Programs Department. Lisa, Ben, and Kevin al1 had 

experience representing Global  ait th overseas and coordinating 

the regional programs in India and Ethiopia. Lisa left Global 

Faith shortly after our interview (to pursue full-time graduate 

studies) and Ben went back overseas to the Ethiopia office. Kevin 



had just returned from Ethiopia in the early days of my fieldwork 

and remained at the Global Faith Head Office throughout the 

remainder of my term there. Ian is a senior staff member working 

part-time for Global Faith as an Advisor to the Communications 

and Fund Development Department. Six interviews were conducted 

with Ian as part of the Global Faith "Training Program" for new 

employees. This program consisted of a series of one-on-one 

sessions with Ian and covered the history, mission, goals, 

overseas programs and marketing strategies of Global Faith. The 

sessions were based on a rough course outline but were conducted 

as interviews with me asking clarifying questions and Ian, as the 

"instructor," elaborating on the course material by adding his 

own collection of stories (each with a moral or lesson learned). 

Seven people out of the sample of 12 were interviewed more 

than once. The decision to do multiple interviews with some 

Global Faith staff was based on a number of factors: 1) the 

discovery of new areas for investigation during the fieldwork - 

either through the analysis or through the observation of 

behaviours or events that needed further explanation (for 

example, with Gerald and Asafa); 2) the need for a follow-up 

interview after the first interview because of tirne constraints 

and unexplored avenues (for example, with Dan and the Training 

Program interviews with Ian) and 3 )  the potential for an indepth, 

insightful conversation because of a key informant relationship 







with the interviewee (for example, with Kevin and with 

Richard) . 35 
The group of people interviewed have positions across three 

layers on the organizational chart: Executive Director, 

Departmental Directors, and administrative and advisorial staff, 

A diverse group is desirable because of the "importance of 

allowing for differences in the meanings people attach to 

cultural manifestations .... different cultural members have 
dif f erent opinionsw (Martin, 1992, p. 7) . While 1 did have 
informal conversations with support staff about their backgrounds 

and how they joined Global Faith, I did not interview any support 

staff. The support staff realrn of responsibilities included word 

processing, data entry, telephoning donors, and receptionist and 

no direct involvement in organizational decision-making or 

planning. Given more time, 1 would have liked to have conducted 

interviews with everyone in the Head Office, as well as the 

Provincial ~irectors~~ across Canada, and the Board of 

Directors. But, realistically, 1 knew that 1 lacked the resources 

to conduct such a large and long-term study. 

Al1 the interviews were conducted away from othew Global 

35 An additional factor was the availability of the staff 
rnember. 1 had a second interview scheduled with Elizabeth which 
she cancelled at the last minute. We were never able to 
reschedule another interview because of sudden health problems 
facing Elizabeth. 

36 The Provincial Directors are responsible for coordinating 
development education and fundraising activities in regions 
across Canada. The local Provincial Director worked out of the 
Head Office but was often travelling throughout the province for 
speaking engagements at churches and community halls. 



Faith members. We either went off-site to an uncrowded restaurant 

or, if we stayed at Global Faith, we held the interview in an 

office with the door closed to ensure confidentiality and a 

feeling of security. Eighteen interviews were recorded with 

audio-tape and then fully transcribed, printed and stored on 

diskette. Seven interviews were not taped and were recorded 

through hand-written notes. These notes were also typed, printed 

and stored on diskette. The interviews that were not taped were 

conducted during the first few months of the fieldwork and were 

mostly set up by Dari ,  Director of Human Resource Development, as 

"orientation meetingsn rather than formal interviews. Given a 

choice, 1 preferred to tape the interviews for the following 

reasons: 1) taped interviews run more smoothly without awkward 

lapses for note-taking; 2) 1 could concentrate more on the other 

person (their reactions and unspoken signals) and direct the 

conversation accordingly; 3 )  a transcript from a taped interview 

is more complete than what cornes out of piecing things together 

from rough notes and memory (1 would rather have a record of 

their exact choice of words, inflections and even pauses); and 4 )  

with a tape, ï could relive and critique the interview experience 

and learn where it is necessary to improve rny interviewing style. 

The main disadvantage of taping the interviews is that, on some 

occasions, the sight of a tape recorder and attached microphone 

seemed to make people feel self-conscious and even slightly 

anxious. 1 tried to put them at ease before each interview by 

emphasizing that there were no "right answersl and that our 



conversation would be informa1 and relaxed. 

Each interview began with a discussion of the intervieweels 

rights (e-g., the right to confidentiality and the right to 

withdraw from the research project at any time without 

prejudice) . They were then given a consent form to read and 
sign? After making sure they w e r e  cornfortable, 1 usually 

started the interviews by asking how they described the work that 

they did to other people and how they came to Global Faith. 1 

made several pages of notes beforehand with specific questions or 

topic areas that 1 wanted to pursue and 1 would refer to this 

guide throughout the interview. 1 also made brief notes during 

the taped interviews and reflected on this condensed version 

through an expanded account in the fieldnotes. 1 started the 

time-consuming process of transcribing each of the taped 

interviews in its entirety in January 1993 and had seven 

interviews transcribed before leaving the field in May. 

Interview questions were general, exploratory, and open- 

ended in order to Ifuncover the participant's meaning perspectivett 

(Marshall & Rossman, 1989. p.83). Some questions were also more 

specific and asked the respondents to talk about activities which 

were observed during the fieldwork. The interview questions were 

also a way of investigating categories or constructs that were 

generated through ongoing analysis of the data. Examples of these 

types of interview questions are as follows: 

1. How do you describe your work to other people? What do 

37 Copies of the consent forms can be found in the Appendix. 
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you like the most/least about your work? 

2. Can you describe what happened during the planning 
meeting this morning? What do you think it meant when ... ? 

3. Who do you think your organization is/should be 
accountable to? How does private/government funding 
affect your programming? 

In addition to asking open-ended questions, 1 also relied on 

another interview technique: use of metaphors and analogies. For 

example, during one interview with Gerald, 1 asked him to imagine 

that if the organization was a body, what part would he choose to 

be? Gerald's response was: "If 1 could pick a part of the body, I 

would hope it would be the heart, but 1 wouldnrt want to be that 

exclusive. The fear 1 have in saying that is that nobody else 

would be the heart. So 1 don't know. 1 am certainly not the 

mind." The analogy strategy helped Gerald to articulate the high 

priority given to compassion as a motivational force at Global 

Faith. Another technique that proved to be useful during several 

interviews was to match the individual staff members at Global 

Faith with their counterpart characters on a popular television 

show. For example, in the second interview with Dan, we discussed 

the different personalities and the allocation of 

responsibilities and compared the Global Faith Departmental 

Directors to the main characters on Star Trek: The New 

~eneration.~' This strategy was intended as a playful exercise 

38 For those readers familiar with this television show and 
interested in how we assigned the characters, the agreed upon 
match was as follows: Gerald = Jean-Luc; Dan = Counsellor Troy; 
Asafa = Worf; Richard = Riker; Elizabeth = Dr. Crusher; Stan = 
Data; Charlie = Geordi; Pam = Wesley. 



that would also help Dan feel cornfortable sharing his perspective 

on the nature of social interactions and working relationships at 

Global Faith. 

Spradley (1979) points out that "ethnographie interviewing 

involves two distinct but complementary processes: developing 

rapport and eliciting informationn (p.78). The interviews that 1 

conducted at Global Faith did contribute to a deeper sense of 

rapport and mutual trust. Some staff mentioned another advantage 

of our interviews: deliberate and constructive introspective 

analysis. For example, Asafa told me: 'II enjoy talking to you. It 

is fun to talk to you because it makes me think why 1 do things 

and how 1 view things. As I said, 1 donrt sit dom and Say 'well, 

werre like this because of this and thisr unless somebody asks me 

and forces me to think.I1 

Documenta 

Documents - such as policy papers, project completion 

reports, annual reports, memorandums, meeting minutes, bulletins, 

newsletters, prayer calendars, Strategic Plan, and correspondence 

- were collected from Global Faith. Some documents were mailed to 

me after 1 made the first contact with Global Faith over the 

telephone in January 1992. Other documents were photocopied and 

passed on to me by Global Faith staff members when they thought 1 

might be interested in something or when 1 explicitly asked if I 

could photocopy something myself. After participating in the 

annual Retreat in July, 1 was given a mailbox at the Head Office. 



1 was also put on the distribution list for cornmittee meeting 

minutes and the monthly "Prayer Calendar." I checked my mailbox 

every day that 1 spent at Global Faith after that and was often 

delighted to find it overflowing with material. Collecting 

documents was an unobstrusive way to better understand how the 

people of Global Faith communicate with each other and how they 

present themselves to the outside world. It was also a way to 

access historical information from the preentry period of my 

study. For example, 1 was given permission to look through 

several file cabinets full of reports and correspondence relating 

to completed overseas programs. Though the people of Global Faith 

were very generous in their offers to provide me with written 

materials, 1 realize that 1 was not given the same access to in- 

house documents as senior staff members. 1 did not push this 

limit either because 1 wanted to see only what they felt 

cornfortable showing me. For example, 1 did not receive and did 

not ask for a copy of the binders given to the Board of Directors 

before their meeting. While 1 was permitted to observe this 

meeting and to take notes for my own purposes, the formal 

documentation was reserved for the Executive Director, the 

Director of Finance, and the members of the Board. 

Friedmann (1973) draws attention to the fact that much of 

planning is done "on the runI1 and is not formally recorded. As 

such, Ilplanning is, to a large extent, an ephemeral process that 

leaves its traces primarily in telephone conversations, the 

minutes of meetings, and floating memoranda. Formal documentation 



appears to be important only in connection with retrospective 

official reports and the need to obtain resources...lf (p.64). 1 

had access to both the formal and informal traces of planning at 

Global Faith. 

In keeping with the overall reflexive design of ethnographic 

research, analysis of the data was not carried out as a distinct 

phase separate from data collection. Instead analysis was ongoing 

and fed back into decisions regarding sampling and the focus of 

the interviews and observation sessions. Analytic strategies 

during data collection included repeatedly combing through 

fieldnotes, interview transcripts, and documents with new 

questions and writing memos to my Research Committee about what 1 

discovered as a result of examining the data.3g Hammersley and 

Atkinson (1983) describe this early stage of analysis as follows: 

At this stage, the aim is to use the data to think with. One 
looks to see whether any interesting patterns can be 
identified; whether anything stands out as surprising or 
puzzling; how the data relate to what one might have 

3 9  Analytic memos also contained a record of methodological 
decisions. For example, the idea of continuing the dissertation 
research beyond the ethnography at Global Faith with a second 
phase was explored - and eventually abandoned - in a series of 
analytic memos to the committee. The initial strategy for Phase 
II was to determine the degree to which the characteristics of 
planning at Global Faith also held in other NGOs. The findings 
from the ethnographic research (Phase 1) were to be the basis of 
interviews with experienced planners of international development 
projects at other Canadian NGOs. We eventually agreed that Phase 
II was not necessary - because an ethnography can stand alone - 
and that taking the ethnographic findings to other organizations 
for a type of comparison was better left up to other researchers 
conducting follow-up studies. 



expected on the basis of common-sense knowledge, officia1 
accounts, or previous theory; and whether there are any 
apparent inconsistencies or contradictions among the views 
of different groups or individuals, or between people's 
expressed beliefs and attitudes and what they do. (p.178) 

For example, in one analytic memo to my committee (dated August 

1992), 1 identified "contradictions in contextn as an initial 

theme. Within this category 1 listed pairs of potentially 

conflicting sets of interests or intentions, as follows: 

- autonomy from CIDA (CIDA is not considered a partner) va.  
reproduction of CIDA (partnership agreements are modelled on 
CIDA format) ; 

- fundraising to perpetuate the organization va. fundraising 
to "help the poorest of the poor;" 

- sponsoring programs to benefit the poor va. sponsoring 
programs that have fundraising appeal; 

- donor expectations of evangelizing (development is viewed as 
a means) ve. CIDA restrictions on evangelizing (development 
is viewed as an end in itself) . 

The idea of "bounded intentionalityw was then explored with the 

following set of questions: 

- How are conflicting intentions/interests negotiated? 
- Which intentions are realized without constraints? 
- Which intentions are bounded or never realized? 
- Which intentions act as a constraint on others? 
- what is the hierarchy of intentions? 

The view of planning as the negotiation of interests (Cervero & 

Wilson, 1994; Cervero & Wilson, 1996) served as a sensitizing 

concept in the ongoing process of analysis. NSensitizing concepts 

are an important starting point, they are the germ of the 

emerging theory, 

collectionw 

theory then 

and they provide the for further data 

(Hammersley & Atkinson, 1983, p.181). Nsgotiation 

helped me to apply ideas about relationships of the 



negotiating parties, information about the other Party's goals, 

and competitive or cooperative orientations to the process of 

planning at Global Faith (Kramer & Messick, 1995). 

In addition to writing analytic memos while still in the 

field, 1 also kept a persona1 fieldwork journal in order to keep 

track of the nature of my involvement as a researcher and to air 

my concerns and musings. 1 used the journal most intensively in 

the early weeks of fieldwork and then again toward the end of the 

fieldwork phase during the process of disengagement. 1 needed an 

outlet - separate £rom my fieldnotes - to release worries and to 

examine feelings of disorientation and discomfort. Sanday (1979) 

emphasizes that addition to the time required, participant 

observation saps one's emotional energy. The ethnographer who 

becornes immersed in other people's realities is never quite the 

same afterward. The total immersion creates a kind of 

disorientation - culture shock - arising from the need to 
identify with and at the same time to remain distant from the 

process being studiedl1 (p.527). The personal fieldwork journal 

was a Itsafe placen for dealing with my own case of "culture 

shock. 1j 

The process of analysis continued after 1 left the field 

through the development of a coding system and the practice of 

timed writings. According to Bryman and Burgess (1994), I1coding 

represents the gradua1 building up of categories out of datav 

( p . 5 ) .  This was accomplished by first organizing and re-reading 

al1 the data (fieldnotes, intewiew transcripts, documents). 



Then, 1 closed al1 the binders full of notes and transcripts and 

started a series of timed ~ritings,~~ each one beginning with 

the phrase: I1what 1 think 1 know about [for example, Gerald's 

Leadership] is ...." The purpose of the timed writings was to use 
my intuition to nurture ideas about 1 what learned, without 

trying to prove everything or even anything. These ideas then 

formed the basis for opening up figurative nfoldersu or "basketsn 

that contained groupings of initial sub-stories. These stories 

helped me to articulate clusters of seemingly related concepts. 

For example, in a cluster revolving around Geraldfs leadership, 1 

included the notions of "influenceN and "exchange" and "family." 

The next stage in the analysis was to go back to the data with an 

evolving list of codes. Using "The ~thnographl~~l 1 first re- 

printed al1 the fieldnotes and transcripts in a format with a 

wide right margin and numbered lines. 1 then read through every 

single page and looked for anything in the texts that struck me 

as about "something." These Nsomethingsn were then labeled with a 

code and the lines containing them were noted in the right-hand 

margin. The code labels were al1 ten letters or less and were 

used as handles for the containers of meaning. 1 kept track of 

al1 the codes and added new ones when necessary. The next stage 

in the coding was to enter al1 the code names with the 

40 The use of timed writings in analysis is based on Ailison 
Tom's approach which draws on Goldberg's (1988) guide for 
writing. 

41 IlThe EthnographI1 is a software program for computer 
asisted analysis of text based data. For more information on "The 
Ethnograph, l1 please see Tesch (1990, pp.251-268) . 



corresponding lines of text and file names into The Ethnograph.If 

I then asked "The EthnographIt to print al1 the pieces of data 

corresponding to each code. These printed code sets were 

organized alphabetically and stored in two large accordion files. 

1 then had access to two sets of data: i) the complete data set 

(fieldnotes, interview transcripts, and documents) organized 

chronologically and, 2) a subset of coded data organized 

alphabetically by code." 1 referred to both sets of data 

throughout the final stage of the analysis - which was writing 

the draft. When necessary, 1 tracked sections of coded data back 

to the original text which then provided the context for the 

excerpts or I searched through multiple codes applied to specific 

sections of orginal text. 

Writing the Ethnography 

The ethnographic process yields more than the product - the 

ethnographic account - can contain. As Wolcott (1990) says about 

ethnographic writing, "you cannot get it all. You will do well to 

get enough of the 'right stufff even after you decided what the 

right stuff isI1 (p.59). Writing an ethnography inevitably 

involves choices about what to feature and what to forget. 1 

42 All the data texts were read for the coding, but not al1 
of each text was actually coded. In other words, some portions of 
the fieldnotes and the transcripts did not receive a code because 
1 did not think they were significant or relevant (e.g., comments 
on the weather). Other portions of the data actually had as many 
as six codes overlapping because they contained thick 
descriptions or complex references to different issues. The 
documents were coded and sorted by hand into loose folders and 
stored in a large basket. 



chose to include enough descriptive detail in order "to 

illuminate, to give readers a sense of being there, of 

visualizing the people, feeling the conflicts and emotions, and 

absorbing the flavor of the settingu (Adler & Adler, 1995, p.21). 

1 chose to omit detail that added only weight and shed no light 

on the research questions. 1 aLso left out any detail that 

jeopardized confidentiality by revealing the identity of an 

individual or the organization. 

In addition to conveying a sense of "being theren at Global 

Faith, the detailed descriptions in this account provide a basis 

for applying the interpretive frame presented in Chapter Two. 

Ayers (1980) ernphasizes that the written account must go beyond 

merely presenting information by creating a frame for analysis 

and interpretation: 

An ethnographic account, then, analyzes information 
fomally, rigorously, and explicitly. An ethnographic 
account, the product of the fieldwork, must be more than 
recordings of observations and interviews, and it must be 
more than one's own feelings of what makes sense about 
something new or strange. The report must reflect an atternpt 
on the part of the ethnographer to bring the data under 
control, so to speak, to create a frame through which 
information can be understood. (p.14) 

Pseudonyrns for individuals and for the organization are used 

throughout the t e ~ t . ~ ~  Descriptions of ongoing states and 

practices at Global Faith are refered to in the present tense in 

this account (corresponding the present " which 

43 1 chose the pseudonyms myself according to my own sense 
of what names would be suitable and easy to remember. The people 
participating in this study were given the opportunity to change 
them. 



is the tirne of the fieldwork). However, since the time of the 

fieldwork, some things may have changed and views of the 

participants may now be different. The past tense is used when 

describing events that happened only once or when referring to 

something that people told me. 

Addressing Trustworthiness Criteria 

This section is organized around the criteria set out by 

Lincoln and Guba (1985) for judging the trustworthiness of 

qualitative research. The four methodological criteria are: 

credibility, transferability, dependability, and confimability. 

While these criteria have been criticized for resting on 

assurnptions that were developed for an empiricist philosophy of 

research (as opposed to the wconstructivistn or "interpretivist 

paradigmv), 1 believe they can still be usefully and selectively 

applied to certain qualitative studies. Lincoln (1995) States 

"their primary use now . . .  is to help students understand that 
interpretivist inquiry requires as serious a consideration of 

systematic, thorough, conscious method as does empiricist 

inqui ry.... These criteria act as reminders that seeking out 

multiple constructions of the world by multiple stakeholders has 

to be marked by serious, sustained searches for, and prolonged 

engagement with, those stakeholders and their constructions~ 

(p.226). Each of the criteria is described and the strategies 1 

used to improve the trustworthiness of my study are presented 

below . 



Credibility 

The credibility of a study is related to the truth value 

which nestablishes how confident the researcher is with the truth 

of the findings based on the research design, informants and 

contextu (Krefting, 1991, p.215). In this study, I used four 

strategies to ensure credibility of the findings: 1) an extended 

time period for fieldwork allowing for submersion in the research 

setting; 2) reflexivity; 3) triangulation; and 41 respondent 

validation. 

Submersion in the Settinq 

Seventeen months of fieldwork provided ample time for rapport to 

develop with the people of Global Faith and for them to become 

accustomed to my presence. "This extended time period is 

important because as rapport increases, informants may volunteer 

dif ferent  and often more sensitive information than they do at 

the beginning of a research projectn (Krefting, 1990, pp.218) . 
Long-term participant observation conducted within Global Faith 

also provided opportunities for early data analysis to guide 

further data collection. 

Reflexivitv 

Reflexivity refers to a process of researcher self-monitoring, 

also termed "disciplined subjectivityu (Lecompte & Goetz, 1982, 

p.43). Earlier in this chapter, 1 included a section titled 

"Where Self and Subject Joinn in order to discuss the influence 



of my background, experience, and interests on the ethnographie 

research process. I have also carefully described the multiple 

roles 1 played while engaged in the research. Use of a persona1 

fieldwork journal and timed writings also contributed to the 

credibility of this study by helping me to reflect on my feelings 

of affinity and alienation and to alter my data collection 

strategy accordingly. 

Triancnilation 

Triangulation is a strategy for irnproving credibility through the 

convergence of multiple data collection methods and data sources 

"to ensure that al1 aspects of a phenomenon have been 

investigatedfY (Krefting, 1991, p.219). This ethnography achieved 

triangulation through the use of three data collection methods: 

participant observation, interviewing, and the gathering of 

documents. Three data sources - fieldnotes, interview 

transcripts, and documents - provided different slices of data 

al1 contributing to a more complete understanding of the planning 

process at Global Faith. Furthemore, the long-term nature of the 

fieldwork, contact with a wide range of people, and my 

participation in a variety of core activities at Global Faith 

helped to capture any variation across time, seasons, settings, 

events and people. 

Res~ondent Validation 

Respondent validation is one type of triangulation and refers to 



a process of checking with informants to see if they recognize 

their experiences in the research findings as presented by the 

researcher. This "member checkingn ( K r e f  ting, 1991) can occur 

throughout the fieldwork phase or near the conclusion of the 

study, or both. 1 conducted member checking periodically 

throughout the fieldwork phase by following up on tentative ideas 

and interpretations during interviews with Global Faith staff to 

see whether and how the same ideas made sense to them.44 1 also 

carried out a terminal member check near the conclusion of the 

study to give the people of Global Faith the opportunity to react 

to and comment on the near final presentation of the ethnography. 

1 put more emphasis on the terminal member check for the reasons 

outlined by Miles and Huberman (1984) below : 

There are good reasons for conducting feedback after final 
analysis instead of during data collection. For one thing, 
the researcher knows more. You also know better what you 
know - are less tentative, have more supporting evidence, 
and can illustrate it. In addition, you can get feedback at 
a higher level of inference: on main factors, on casual 
relationships, on interpretive concluçions. Finally, the 
feedback process can be done at this point in a less 
haphazard way. You can lay out the findings clearly and 
systematically, and present them to the reader for careful 
scrutiny and comment. (p. 242 1 

The final member check took place over a period of five 

weeks in the summer of 1997. In early June, 1 sent a copy of the 

44 For example, in an attempt to understand why Global Faith 
had been consistently successful in obtaining increasing amounts 
of CIDA funding, during several interviews with different staff 
members, 1 asked whether their success was due to a strategy of 
"mirroring CIDA' s vagueness . tfi 



first full draft4' to Gerald, as the central gate-keeper, with 

the following explanation included in a covering letter: 

As we discussed, 1 am making the dissertation available to 
you while it is still in draft form. The purpose of sharing 
the draft with you at this stage is twofold: 1) to ensure 
that the final text accurately reflects the experiences and 
viewpoints of you and your colleagues; and 2) to include 
your reactions to my interpretations as another source of 
data and insight. Questions that 1 would like you to 
consider as you read through the draft are: 

1. How well do you feel the draft captures your 
understanding of the process of planning and the 
cultural contexts of Global Faith that existed during 
the time of my research? 

2. Do you feel confidentiality has been adequately 
respected? Specifically, do you feel that any 
individual or the organization itself could be put at 
risk by the eventual public release of this document? 
Are you cornfortable with my choice of pseudonyms for 
the organization and the people? 

The covering letter sent with the draft also emphasized that 

"ideally, everyone that participated in the research should have 

a chance to read the draft and provide comments. However, as this 

is a large document and many of the staff may not have the tirne 

to read it, 1 understand that this may not be possible." 1 

offered to send additional copies of the draft for Gerald to 

distribute if he felt it was necessary. 1 telephoned Gerald 

several days after mailing the dissertation draft and we agreed 

to meet over one month later in mid-July to discuss the comments 

£rom Global Faith. During our meeting on July 15th (held away 

£rom Global Faith in a coffee shop on the other side of town), 1 

45 A l 1  the chapters were in place in this draft, but some 
sections in Chapter Eight concerning the conclusions and 
implications of the study were only included in note form. 



learned that Gerald and one staff member (Dan) had read the 

entire draft. Two other staff members (Richard and Asafa) were 

read excerpts of the draft over the telephone by Gerald because 

they were away from the Head Office for an extended period of 

time. 

During our meeting, we first discussed our families, changes 

at Global Faith since the time of my fieldwork (e-g., who 

retired, who moved away), and then the draft itself. Gerald 

identified two main areas of divergence in our interpretations. 

First, Gerald told me that he thought there was not as much 

exclusionary or protective feelings directed against me by the 

people of Global Faith - because 1 was a non-Evangelical 

Christian - as 1 had interpreted. Gerald said my Christianity was 
"net an issueIr for them. Second, Gerald said he thought that 1 

had attributed too much control to his position as a leader of 

Global Faith. Gerald explained his view that he represents, 

rather than controls, the staff: "In general, the people don't do 

what 1 Say. 1 do what they say." As we went through the various 

pages of the draft where Gerald had comments, these two general 

areas - my role and his role - were repeatedly mentioned. In 

order to address his concerns over Our divergent interpretations, 

we agreed that 1 would include Gerald's reactions and comments to 

specific passages as footnotes throughout the text. Most of these 

footnotes appear in Chapter Three and to a lesser extent, in 

Chapter Seven. 

Hammersley and Atkinson (1983) point out that "respondents' 



reactions to the ethnographer's account will be coloured by their 

social position and their perceptions of the research actm 

(p.197). Applying their observation to this case, I can see how 

Geraldts "social positionw affected his reactions to the draft. 

Gerald said that the people of Global Faith llall had in comrnon 

that they were hurt easily.I1 He explained to me that he thought 

the essence of his position as Executive Director of Global Faith 

was "to make sure that no one gets hur t . "  Therefore, Gerald may 

have been concerned about the people of Global Faith feeling hurt  

when they read my comments about feeling uncomfortable or like an 

outsider. Geraldfs perceptions of the research act - in this 

case, ethnographie fieldwork - also influenced his reactions to 

the draft. Gerald was not familiar with the usage of tems found 

in the methodology literature, such as "negotiating access,I1 to 

describe fieldworker strategies. Therefore, when Gerald read the 

section on negotiating access, he interpreted my use of the term 

as irnplying that they were actively, deliberately, and directly 

negotiating with me and this did not fit with his own view of 

their position toward me as being an open welcome devoid of 

protectionist feelings and even of discussion. Also, Gerald's 

concern about my view of having Ifoutsider statusu at Global Faith 

may be due to the fact that Gerald was not a w a r e  that feelings of 

%ot belongingff and a sense of alienation are artifacts of 

fieldwork involving participant observation and are a necessary 

part of ethnography, no matter where the setting. 

In addition to Gerald's feedback regarding my role and his 



role, we also discussed several passages in the draft where 

Gerald thought 1 had included information about Global Faith that 

was too detailed or specific and could be used by a reader to 

guess the identity of the organization. 1 have deleted these 

passages. Gerald also commented that one of the Chapter titles 

and one section heading were, in his view, misleading. I have 

taken his suggestions into account and provided a new title and a 

new heading name. Overall, Gerald said that reading the draft was 

a "valuable exercisew - especially the material relating to rny 

interpretations of their view of non-Evangelical Christians. 

Gerald said that it is always I1interesting to see how others see 

oneselfw and while he disagreed with certain interpretations 1 

had of their behaviour, he emphasized that it was my llcamera.w 

Because 1 did not set out to do a collaborative ethnography at 

Global Faith, my goal was not to arrive at a mutually agreed upon 

picture of reality. Consequently, the respondent validation 

process was geared more toward gathering general reactions and 

addressing confidentility concerns than it was toward the 

possibility of building theory together. 

Transferability 

Transferability refers to the applicability of the research 

findings to other contexts or groups. Transferability is "more 

the responsibility of the person wanting to transfer the findings 

to another situation or population than that of the researcher of 



the original studym (Krefting, 1991, p.216). However, it is the 

responsibility of the researcher to provide enough detail with 

respect to the findings and the methodology to allow others to 

make comparisions and transferability judgements. 

This ethnography provides dense background information on 

both the people and the setting of Global Faith (contained in 

Chapters Four, Five, Six, and Seven). 1 have tried to go beyond 

the superficial in portraying scenes and behaviours and to 

"display empirical 'richness '.... [and] vividly flesh in the 
detailsl1 (Adler & Adler, 1995, p.21) . As Geertz (1973) has 
emphasized, "ethnographie findings are not privileged, just 

particular ..... What generality [an ethnographyl contrives to 
achieve grows out of the delicacy of its distinctions, not the 

sweep of its abstractionsw (p.23-25) . 

Dependabili ty 

The criterion of dependability is related to the concepts of 

interna1 and external reliability which are concerned with the 

potential for replicability. "Externa1 reliability addresses the 

issue of whether independent researchers would discover the same 

phenornenon or generate the same constructs in the same or sirnilar 

settings. Interna1 reliability refers to the degee to which other 

researchers, given a set of previously generated constructs, 

would match them with data in the same way as did the original 

researcher" (Lecompte & Goetz, 1982, p.32). The notion of 



dependability changes when applied to the context of ethnographic 

research. As LeCompte and Goetz (1982) make clear, "no 

ethnographer can replicate the findings of another because the 

flow of information is dependent on the social role held within 

the studied group and the knowledge deemed appropriate for 

incumbants of that role to possessI1 (p .37) . The idea of 
replicability is replaced instead with concern for consistency 

and the ability to track any variability across methods or 

sources. 

The specific methods of data gathering and analysis have 

been described in detail in previous sections of this chapter. 1 

have left a type of "decision trailu (Krefting, 1991) for other 

researchers to follow. 1 have also discussed my roles and 

changing status within Global Faith and reflected on how my 

relationships with informants may have influenced the research 

process. This ethnographic account is rich in prirnary data 

including quotations £rom the interviews and excerpts from the 

fieldnotes in order to "substantiate inferred categories of 

analysisfl (LeCompte & Goetz, 1982, p.41) further improving the 

dependability of the research. 

Confirmability 

Confirmability is related to the concept of neutrality of 

the findings. "Neutrality refers to the degree to which the 

findings are a function solely of the informants and conditions 

of the research and not other biases, motivations, and 



perspectivesH (Krefting, 1991, p.216). In ethnographie research, 

researcher neutrality is not seen as always possible or even 

desirable (Peshkin, 1988). Lincoln (1995) emphasizes that 

"detachment and author objectivity are barriers to quality, not 

insurance of having achieved itu (p.280). Confirmability becomes 

an issue of value explication rather than value freedom. 

Ensuring that the research process is 'auditableIt is one 

strategy for addressing the criterion of confirmability 

(Krefting, 1991). By providing dense detail on the methodolgy 

used in this study and by making primary data and analytic memos 

available to my research committee, 1 have tried to clarify the 

progression of events during the fieldwork and to explain how and 

why methodological decisions were made. 

Learning from the Outside In 

Ethnographie research involves a process of going "into the 

field to learn about a culture £rom the inside outM (Schwartzman, 

1993, p.3-4). However, learning about a culture also occurs on 

the journey £rom the outside in. In my own case, the movement 

£rom a state of ignorance (1 was initially unaware of even the 

existence of Global Faith) to a state of understanding £ r o m  the 

inside did not occur in a single giant step. Being in the field 

did not mean that 1 was instantly or even automatically on the 

inside. Rather, as a fieldworker, I encountered various layers on 

my journey from the outside in. 

Upon initial contact with Global Faith and throughout the 



early days in the field, 1 was suspended at an outer layer - what 

1 call "the public shell." 1 had access to the same types of 

information that a member of the public would if he or she came 

in off the street expressing an interest in the organization. 

After several more months of fieldwork, 1 took part in Global 

Faith's Training Program for new employees. During this same 

period, 1 participated in Global Faith's annual staff Retreat 

held over three days at a resort several hours out of tom. I was 

the only participant who was neither a staff member nor a Board 

member. 30th the Training Program and the Retreat marked the 

passage through another layer of Global Faith - what 1 call "the 

corridors of c~rnrnitrnent.~ After many more months in the field, 1 

was finally drawn into the heart of the organization by being 

invited to participate in another three day retreat, this one 

only for the exclusive group of eight Directors and the senior 

staff member who conducted the Training Program. The purpose of 

this retreat was to discuss the vision of Global Faith and how 

this vision related to each individual's personal vision and 

commitment to the organization. It was an emotional gathering 

with intense moments of persona1 exposure and vulnerability. 

After participating in this Vision Retreat, 1 realized that 1 had 

corne to yet another layer of the organization: l'the inner 

sanctum. 

The purpose of the next three chapters is to take you, the 

reader, on the same journey that 1 travelled from the outside in. 

This journey moves from an outside view of the "public shellu of 



Global Faith (Chapter Four) to an awareness of how the 

organization operates based on both the official version and the 

unoffical stories gathered while in the "corridors of ~ommitment~~ 

(Chapter Five) and finally, on to a level of understanding gained 

through farniliarity with the people of Global Faith and time 

spent in the "imer sanctum1I (Chapter Six) . 



CHAPTER FOUR: TEE PUBLIC SBELL 

I'd like to believe that each NGO is, in its own way, the 
results of thoughts, and minds, and desire for action by a 
small group of people to do a specific and distinct task 
overseas. And each one is different than the next one in 
that way. (Gerald, Executive Director of Global Faith) 

Good Works or God's Work? 

My first encounter with Global Faith occured while browsing 

through a list of agencies printed in a document prepared by the 

Canadian International Development Agency (CIDA). The list gave 

the names and addresses of al1 the organizations that were 

currently executing CIDA contracts. The list also included the 

sectoral focus and major activities of the CIDA funded projects. 

1 decided to contact Global Faith first because their CIDA 

project focused on agro-forestry and included education and 

training activities and also because they were located within an 

hour1s drive from my home. 1 telephoned the organization, feeling 

very nervous making a cold cal1 and also feeling hopeful that 

this might be an appropriate site for my research. 

On the phone, 1 was transfered to the Director of Human 

Resources and Volunteers, a man with a gentle voice named Dan. 

Dan suggested that we talk again after 1 read the package of 

information that he promised to send. The package contained 

Global Faithfs Annual Report, a few issues of the organization's 

quarterly newsletter and a single typed page with several 

paragraphs describing Global Faith. Upon reading the first 

paragraph of this single page, 1 learned that Global Faith is 15 

years old and that their "mandate is to provide alternate 
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technological and educational support to people in developing 

countries where environmental, economic and/or social 

circumstances have interfered with the ability of local 

communities to sustain themselves by using traditional methods. 

Al1 projects are initiated by requests from local 

representatives.I1 The second paragraph described their overseas 

pro j ects as being l'people-centredf1 in that Global Faith If uses 

local people to implement the projects and Canadian compassion 

and resources to fuel them.I1 So fa r ,  what the organization was 

saying about itself made sense to me. 

The third paragraph, however, quickly changed my perception 

of who they were ... "the founders of [Global Faith] are Christian 
people, and resources for its initial projects were obtained 

primarily from the Christian community; but [Global Faith] is not 

affliated with any specific denomination." Global Faithfs donors 

were described as people who "extend a hand to helpless people of 

the world so that they may once again stand and take charge of 

their lives, or in some cases, may simply stand." 1 wondered what 

the significance of having Christian founders would be. Did this 

mean the organization had a missionary agenda? I realized that my 

own bias against proselytization, especially under the guise of 

international development work, might be fueling my scepticism 

and slight sense of wariness. 

The Annual Report contained a list of commencing programs, 

ongoing programs, and completed programs in countries throughout 

Africa, Asia, and Latin America. The program descriptions revived 



my interest in the organization. Phrases like "training and 

forming of poultry rearing cooperativesw and nincome generation 

programsN and ~community rehabilitation of degraded landu were 

familiar to me and therefore, comforting. The focus of their 

development work was described as nimproving water systems, food 

production and storage methods, education, health and nutrition, 

community development and incorne generating opportunitiesu 

(Annual Report, 1991, p.4). 1 was also pleased to see an emphasis 

on long-term development projects as opposed to relief work 

(although it was noted that they do provide food and medical 

supplies during "crisis timesv) and 1 was surprised to read that 

Global Faith received well over $2 million from CIDA in 1991 and 

raised over $2.4 million in donations from the general 

From these impressive dollar amounts and the familiar 

international development jargon, 1 was ready to believe that 

this organization did good work. 

1 searched through the Annual Report for any clues about the 

Christian orientation of Global Faith. In the middle spread of 

the four page tabloid style report, 1 found quotes from the 

Bible: "He changes the wilderness into a pool of water and a dry 

land into springs of water ... and there He makes the hungry to 
dwellw (Psalm 107:35) and "Whoever is kind to the needy, honours 

Godll (Proverbs 14:31). The back page of the Annual Report 

referred to the organization as an  auton no mous Canadian Christian 

46 These figures indicate that Global Faith is bigger than 
most NGOs in Canada and yet still small on the international 
scene . 



and contained the following paragraph titled 

[Global Faithl believes it is God's intention that the 
earthfs resources be used wisely to sustain life for al1 
people. [Global Faithl believes in the worth of mankind as 
created by God. Accordingly, [Global Faithl is motivated by 
the mandates for justice and compassion as demonstrated in 
the life of Jesus Christ and seeks to be of service, through 
its ministry, to the people of the developing world. [Global 
Faith] believes that Scripture teaches that the gift of 
creation should be shared. Our responsibilites as stewards 
of Godfs gifts begin with those that are in need, and extend 
to al1 who are our neighbours. 

Several phrases within this passage made me feel uncomfortable. 

The work of Global Faith is referred to as a "ministryW which 

once again seemed to point to a missionary agenda and "our 

responsibilities as stewards of God's gifts1I seemed to carry a 

self-righteous, "we know best" tone. The newsletters contained 

stories emphasizing the positive effects of various programs, 

fundraising appeals, more quotes £rom the Bible, and an entire 

page dedicated to prayer with suggestions of who and what to pray 

for during the weeks and months ahead. Again, the question of 

whether Global Faith was actually doing "good worksu (according 

to my personal view of successful international development 

projects) or "Godfs work1I was still not resolved. In my mind, at 

that time, it had to be one or the other. 

1 carried the question of where the line is drawn between 

good works and God's work with me the first day that 1 went out 

to visit Global Faith along with a tangle of other questions 

related to the Christian orientation of Global Faith. The 

following excerpt £rom fieldnotes about this first visit reveals 



my concerns, fears, and biases: 

What does it mean to be a Christian organization? How does 
the religious orientation of the founders and staff affect 
the nature of the organization, the programs they are 
involved in, and the people in other countries that 
participate in the programs? I beiieve everyone has a 
religious orientation (including atheists), but what does it 
mean to put this orientation up-front as a descriptive term 
for the agency? Are the staff al1 Christians? Do they have 
to go to church or can they be passive/private Christians? 
If they are al1 Christians, are they al1 from the same 
church or the same denomination? 

The tenn IrChristianH embraces a wide variety of visions and 
practices - what would happen if the staff were £rom 
different denominations with conflicting views and 
approaches? Whose view would prevail? Who chooses the quotes 
frorn the Bible that are sprinkled throughout the 
newsletters? Do the people in other countries that receive 
program support have to be Christians? Do the programs carry 
a religious message, either directly or indirectly? For 
example, would the participants (i.e., Hindu farmers in 
India) planting trees in a reforestation program know that 
the program was funded through a "Christian organization?" 
Would the people at Global Faith want to know if 1 go to 
church regularly? Would they judge me as unfaithful, 
ungrateful, or somehow unsuitable? Would they want to I1save1l 
me? Would reason or an intellectual approach take a backseat 
to religious beliefs in their development work? 1 realize 
that these concerns come from sorne ridiculous stereotypes 1 
have been carrying around about publicly religious people - 
that they are judgemental, evangelical and unreasonable. 

A Tour: Therets no Place Like Home 

These questions contributed to my sense of nervousness on 

the long drive out to visit Global Faith. The first of several 

surprises came before 1 even went in the door ... 
After getting out of the car, 1 stood on the sidewalk 
scanning the buildings across the street to find the one 
that housed Global Faith. My eyes kept skipping over two 
homes in the middle of the block to search for the numbers 
on the commercial buildings on either side. Something was 
not right -1 couldnlt see any signs or numbers indicating 
Global Faithls office. I started over again looking at the 
bottom of the block ... THERE, that small dreary-looking house 
has the right number and there's the sign. 1 crossed the 



street and as I got closer 1 saw that the house next door 
also has a Global Faith sign. Both houses are two-storey and 
appear to be at least fifty years old .... The houses are 
about 15 feet from the sidewalk and about 20 feet apart. 
There are low evergreen shrubs in front of one house, giving 
it a homey feel. This building has a sign with "Head Officew 
on it. The other house, with a sign saying "Global Faith 
Development Education Centre,' has a scruffy lawn and looks 
slightly less cared for. 

I was not expecting Global Faith to have offices in two old 

homes." I suppose because their address indicates that this is 

their "Head Officeu 1 imagined space in an office building with 

big glass and elevator . 
Once inside the front door, I stood in a small entrance hall 

simply furnished with a receptionistfs desk and two plastic and 

metal chairs for visitors. The dull brown carpet exuded a musty 

srnell. The pale walls were practically bare. I noticed a few 

black and white framed photos on the wall showing agrarian scenes 

and people in straw hats. My first impression of the office/home 

was of a muted, slightly scruffy and even spartan environment - 

though it did look more I i k e  an office than a home. 1 s a w  

evidence of office type activities: a cornputer and a phone with 

multiple lights on the desk and the expectant face of a 

receptionist regarding me. 

1 introduced myself to the woman seated behind the desk and 

47 I learned the rationale for being in these two houses 
several weeks later from the Executive Director: I t i t  helps us to 
stay humble. We donrt forget who we are.!' Another staff member 
pointed out an additional advantage of not having their office in 
an elegant or expensive building: "1 like it. When I was out 
doing fundraising activities, this was a real plus because 1 
could tell people that our head office is a house and we own it. 
So it is a way of keeping overhead to a minimum." 



explained that 1 had an appointment with Richard, the Director of 

Overseas Programs. She smiled and picked up the phone to let him 

know that 1 was there. 1 sat dom on one of the two chairs to 

wait and while 1 waited I looked at her. She had short wavey 

brown hair and glasses and appeared to be in her late fifties. 

She was wearing a pullover sweater and looked tidy but not very 

sophisticated or professional. 1 wondered if this woman went to 

church every Sunday. 1 wondered if she was kind and 

compassionate. 1 wondered if my lack of regular church-going 

showed through to her somehow. 

1 heard energetic footsteps and then Richard appeared, 

smiling and extending his hand. We had talked on the phone 

several weeks earlier and together agreed that 1 would corne today 

to talk to him to learn more about Global Faith and to discuss 

the possibility of doing research there. We went into his office 

which was modestly furnished - desk, chairs, file cabinet, and no 

computer. 1 saw a world map and black and white photos of farmers 

and children in what looked like an Asian country on the walls. 

We sat dom and chatted about the weather, my studies, his 

educational background, and Our various travels overseas, and 

learned that we had both lived in Nepal during the same eight 

month period. We talked more about the structure of Global Faith 

and the staff. As Richard described the various departments in 

the organization, it occurred to hirn that a quick tour of the 

offices was the best way to explain who worked together. 

We started on the top floor of the "Head OfficeH building 



where Richard's office was located along with two other 

offices4', both belonging to staff who work in the Overseas 

Programs Departrnent (a Programs Officer and an Administrative 

Assistant). On the main floor, we poked Our heads in a large 

office with a fireplace, a large meeting table and an uncluttered 

desk with a black leather swivel chair which belongs to the 

Executive Director, Gerald. Next door to this, Richard indicated 

the closed door of the office belonging to the Director of Human 

Resources and Volunteers, Dan (the gentle voice that first talked 

to me about Global Faith on the phone). Across the hall, there is 

another office with a desk, a photocopier and some file cabinets 

for the Executive Director's Administrative ~ssistant, Joanna. We 

proceeded into an open area at the back of the house. 1 noticed a 

sink, cupboards, a coffee pot, a small refrigerator, a table with 

a fax machine and stacked in-baskets for various staff members on 

it, a bulletin board, and a closet with a glass door that housed 

a big antiquated-looking cornputer. There are no chairs in this 

cornmon area so it does not have the feel of a lounge or a place 

where staff would gather to relax. Coffee is made here and faxes 

are sent and the bulletin board is browsed for the latest news 

clipping, cartoons, minutes frorn a committee meeting, memo or 

postcard. We went down the stairs leading off this area into the 

basement. 

" Several months later, al1 three offices were moved to the 
other building next door after the basement renovation was 
completed and the top floor of the Head Office was rented out to 
another organization. 
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Richard referred to the basement as the "dungeonW and 1 

could see why. Books and documents are piled in the hallway. The 

damp, musty smell of the house is even stronger downstairs. Three 

more Directors who often work together have their offices d o m  

here - the Director of Marketing (Pam), the Director of Funds and 
Communication (Stan), and the Director of Systems and 

Administration (Charlie). They have elaborate titles but the 

surroundings are modest with minimal furnishings and only a few 

pieces of folk art and photos of rural Asian areas on the walls. 

The tour continued in the building next door - the 

"Education Centre." The inside of this building looks brighter 

and newer. There is a large open area with a receptionist's desk 

near the front door, a boardroom style oval table in the center 

and a fireplace in the side wall. At the far end, there is 

library-style magazine shelving and regular bookshelves. Along 

the left side of this main room, there are three offices with 

glass walls enabling the occupant to look out into the library 

area (or vice versa). Two of these offices have cornputers on the 

desks and they belong to the Director of Finance, Asafa, and his 

Assistant. 

At the time of my first visit to Global Faith, the basement 

of the Education Centre was being renovated so that area was not 

included in my initial tour with Richard. Nevertheless, 1 will 

continue the tour here in order to present a complete picture of 

the setting and the layout of the offices. 

Wide, freshly carpeted stairs at the back of the building 



lead downstairs to the basement. At the bottom of the stairs, 

there is an open area with a desk and a door leading to several 

steps going up outside towards the back lane. There is a long 

hall with two offices and a very small office/storage room dom 

one side and a large meeting room with two doors on the other 

side. A long rectangular table with 15 to 20 chairs fills the 

meeting room. The walls are empty except for a white board 

mounted on one of the end walls. There are two small high 

windows. The offices across the hall also have small high windows 

and practically empty walls. One office belongs to Richard, the 

Director of the Overseas Programs Department (it was originally 

on the top floor of the Head Office building). The other office 

is smaller and belongs to another member of the Overseas Programs 

Department, Kevin, and contains only a desk, chair, a srnall file 

cabinet, and two guest chairs. The walls in this office are 

empty. There is a new computer on the desk. Finally, the back 

room has several large file cabinets in it and a mal1 desk and 

lamp. There are no windows in this room. It is basically a 

storage area with an added desk for visitors or volunteers. 

Occasionally, the Director of International Relations, Elizabeth, 

w o u l d  use this office when she chose to work on the premises - 

otherwise, Elizabeth worked at home and only came in to Global 

Faith for meetings. 

Throughout the course of the fieldwork, 1 spent most of my 

time downstairs in this basement area. When 1 had writing (e.g., 

meeting minutes, fieldnotes) or reading (e.g., project files, 



CIDA reports, Strategic Plan) to do, 1 sat either at the desk in 

the open area at the bottom of the stairs or in the small back 

office filled with file cabinets. On several occasions, 1 also 

sat at the large table in the meeting room when the other two 

desks were occupied (by part-tirne volunteers or visiting overseas 

staff returning £rom a posting). The office doors were open and 

no matter where 1 sat in the basement, 1 could hear Kevin and 

Richard chatting back and forth, each still sitting at his own 

desk. Because my volunteer work related to Kevin's area within 

the Department, 1 was often in his office asking questions. 

Richard travelled a great deal while 1 was at Global Faith. 

Before a trip, he was often distracted and too busy to answer 

questions. When he returned £rom a trip, however, he seemed 

energized and more willing to sit and talk. During the early days 

of fieldwork, 1 learned about Global Faith mostly through my 

discussions with Kevin and Richard and through the documents that 

they passed on to me. Therefore, at this point, 1 learned mostly 

about the Overseas Programs Department. 

Meat and Potatoes 

The Overseas Programs Department is often refered to as the 

ltmeat and potatoesu of Global Faith by senior staff members - the 
basic nourishment that keeps the organization going. Gerald 

described the overseas program as "Our raison dtetre." Richard 

explained the importance of their overseas projects: 

Projects are necessary for our survival - for development 
education, and for public awareness. Their stories becorne 



our stories. We need that relationship [with overseas 
partnersl to maintain Our own excitment and to become part 
of Our corporate culture. 

Global Faith supports activities in 16 countries throughout 

Asia, Africa, and the Arnericas. The bulk of Global Faithts 

overseas projects are part of six different core programs 

receiving funding from CIDA and operating in Ethiopia, Honduras, 

Dominican Republic, India, Bangladesh, and Nepal, While the 

specific projects in each may differ, these core programs are al1 

intended to address "poverty at the village level through 

community development that emphasizes land use and management, 

food production, water resource development, incorne generation, 

and human resource developmentfl (CIDA multi-year program 

submission, January 1993). Richard stressed that the focus O£ the 

overseas programs is "to work at longterm solutions. Even in the 

midst of a natural disaster, wetre not looking at a charity or a 

relief mentality." Gerald, Executive Director, was very pleased 

that CIDA had decided to increase Global Faithrs funding level 

and yet he was hesitant to link their success with CIDA to "good 

planning:" 

A lot of stuff happens by the Grace of ~od.~' Things happen 
not because we're good or perfect. For example, with CIDA, 
everyone else is getting 10% cuts and they increased ours by 
12%. How do you explain that? 1 donlt think you could cal1 
that good planning. 1 don't think we're better than [other 
cornpeting NGOsl but they al1 got cut. 

4 9  During the process of respondent validation, Gerald 
cornmented on his use of the phrase "by the Grace of God." Gerald 
said that he was using the phrase in the sense of ffunmerited 
favor1I - which points to mystery or unexplainability surrounding 
CIDA1s actions - not in the sense that Global Faith was more 
spiritually deserving. 



In addition to the core programs, p lob al p ai th also supports 

merseas projects through their membership in an umbrella 

organization called the Canadian Council for International 

Cooperation (CCIC) and in various NO0 coalition groups (e.g., 

South Asia Partnership, Philippines Development Assistant 

Program, and Partnership Africa Canada}. Involvement with 

coalitions is not considered to be "a strategically critical 

piece of the puzzleu at Global Faith. Richard maintains that 

"core commitments corne first, and coalitions are additional." 

However, in most cases, coalition work complernents the core 

programs at Global Faith. Organizational membership within a 

coalition is also viewed as an opportunity for staff to travel to 

Ottawa to interact with other Canadian colleagues. 

ûverseas projects are mostly managed through a partnership 

mode5". Global Faith has established long-term relationships 

with organizations (local NGOs or churches) in the core program 

countries. Global Faith provides financial, managerial and 

technical support and the local organizations are responsible for 

the actual implernentation of the project. Relationships with the 

partner organizations are maintained through contact with Global 

Faith's two regional offices (in Ethiopia and ~ndia) and visits 

from head office staff in the Overseas Programs Department. 

The beneficiaries of Global Faith's overseas projects are 

50 There are exceptions to the partnership mode. Global 
Faith has also had direct responsibility for proj ect 
implementation as an executing agency for the Bilateral Branch of 
CIDA. In another case, Global Faith has worked with a larger NO0 
as a sub-contractor on a project. 



described as Ifthe neediest of the needyu or Ilthe neglected poorOt1 

Success stories written up in the newsletter or monthly project 

bulletins often focus on women and children from rural areas - 

usually widows struggling to support a family or young girls 

yearning for a better education. 

A new overseas program was also being plamed while 1 was 

doing research at Global Faith. This program is based on a 

sponsorship mode1 with monthly commitments from donors - except 

that instead of sponsoring a child, donors are linked with an 

entire family within targeted communities in India and in 

Ethiopia and there is no letter exchange (donors receive a 

profile of the family only and reports on the progress of the 

community). This linkage program is not eligible for funding from 

CIDA and is based completely on general public donations. It is 

assumed that the linkage program will cover its own 

administration costs. The expectation at Global Faith is that 

this program w o u l d  generate funding from general public donors 

who have not given recently, encourage existing donors t o  give 

consistently on a monthly basis, and also attract new donors. 

Elizabeth, Director of International Relations at Global Faith, 

explained the connection between fundraising needs and the 

rationale for the new linkage program: 

We seem to have a core of donors that will give under any 
circumstances but that core doesn't seem to be expanding at 
the rate of our needs in terms of w h a t  we want to do 
overseas and so on and so fo r th .  So we have to find a w a y  
that would bring other people to become involved in what we 
are doing overseas and maybe getting back some people who 
have fallen off or getting new people that we can't attract 
in a normal way. 



In addition to increasing fundraising capacity, this linkage 

program is also intended to help Global Faith's partner 

organizations plan cornmunity programs on a longer-term basis 

because the flow of funding would be constant and not dependent 

on the whims or requirements of CIDA. 

Beyond the Shell 

This chapter has provided a package of background 

information and first impressions of Global Faith based on an 

outsider's perspective. The reader, like an interested member  of 

the general public, has been given the opportunity to leaf 

through some of Global Faith's literature, to tour the offices, 

and to learn the basics about Global Faith's overseas programs. 

The next chapter takes the reader a step deeper and tracks 

some of the questions that might have surfaced as a result of 

this initial encounter. How did Global Faith evolve? What does it 

mean to be a Christian organization - both here and overseas? 
What drives the organization: commitment to praying, planning or 

both? How does Global Faith deal with the pressures to raise 

money? What is the nature of the relationships Global Faith has 

with the Board of Directors, with CIDA, and with their overseas 

partner organizations? 



CHAPTER FIVE: TEE CORRIDORS OF COMMITMENT 

Each NGO has a history, an impetus, an experience, and a 
structure, including a funding base, that reinforce the 
basic activity in which it is engaged. This is a strength; 
it is also a limitation. (Murphy, 1991, p. 184) 

Going Back in History 

The history of Global Faith can be traced back to 1975 when 

it existed under a different name and as a type of branch office 

for an American NGO. Elizabeth, the Director of International 

Relations, was one of the founders of the original organization. 

She remembers: Ilthe organization was started for some wrong 

reasons and for some right reasons. The right reasons have 

prevailed." According to Elizabeth, the right reasons for 

starting the organization included a concern that in the early 

1970s, overseas work focused on relief or sponsorship programs 

and not enough was happening to promote long-term development or 

to establish lasting relationships with groups overseas. 

Elizabeth explained that "if you are in a relief situation, 

something happens - once the donor organization or the donor 
country is finished doing its thing, the problems are still 

there. So a group of us got together and felt that it was 

important to fil1 that gap at this point in time because nobody 

was into longevity." The "wrong reasonsn for starting the 

organization included the American NGO's objective of 

establishing a branch office in Canada in order to access 

Canadian government money and donations from the general public 

and channel them back to the head office. The American NGO wanted 



to continue with relief activities, while the Canadian Board of 

the branch office wanted to focus on long-term development. 

The period between 1975 and 1980 is seen as particularly 

unsavory and therefore not referred to often or with ease by the 

staff of Global Faith. The official line about this time is that 

the organization here focused on building up partnerships and 

relationships with other organizations overseas through small 

projects. However, the "inside" story about thiç time in Global 

Faith's history, according to Elizabeth, is as follows: 

There were a couple of Board menbers and Our accountant at 
the time who were doing a few things that perhaps were not 
on the up and up and [Geraldl became Treasurer to change 
that . . . .  [the Arnerican NGOI definitely were interested in 
having a support entity that would raise money in Canada but 
would not have any Say in how that money was 
spent .... Revenue Canada started looking closely at 
organizations that were chameiling funds to U.S. 
organizations. And it just became impractical to do 
that . . . .  So it was coming from both sides. The Canadian 
entity here wanted more Say in how the money was 
spent ....An d it was just inevitable that there would be a 
separation because our goals were not the same anymore. 

When Gerald became Executive Director of the organization in 

1980, there were only three staff members. He said that when he 

became Executive Director, he "didn't know anything about 

anythingm and that he was "a do-gooder." Gerald was working as a 

minister of a Baptist church when he was invited to move from 

being Treasurer of the organization to Executive Director. 

Gerald inherited a very difficult situation. According to 

Ian, a senior staff mernber who first had contact with the 

organization in 1982, "in the early days of the organization - at 

about the tirne that [Gerald] came on stream - this organization 



had an absolutely terrible reputation with CIDA because of 

mismanagement and squandering of money." ïan stressed that they 

were not involved in anything illegal; they were just 

inefficient. CIDA threatened to cut them off £ r o m  funding but 

Elizabeth managed to prevent this by being persistant and asking 

CIDA repeatedly: llWhat steps exactly do we have to do to get back 

in your good graces?It Ian said: "and she kept hammering at 

whoever it was until they finally got the series of steps and the 

deadlines and so on." 

While the problems with CIDA were eventually overcome, the 

organization continued to have conflicts with the American NGO of 

the same name. Ian explained the developing rift as follows: 

We had a different approach to the matter of overhead and 
the percentage of money that would go directly into 
projects. There were conflicts and it kind of ended up that 
the money that we were raising here was going to fund 
projects that the Arnerican organization had - they spent al1 
the money and didnft have enough money to do their projects. 
We wanted to do ours. There were many conflicts. It j u s t  was 
not a good thing. So, obviously, separation had to occur - 
which it did. 

Global Faith changed its name and finally became totally 

independent from the original organization in 1985. 

Another difficult time in Global Faithts history occured in 

1987-1988 when Gerald was away on a sabbatical leave pursuing a 

Master's degree at an Arnerican university on the east coast. That 

year, there was a substantial drop-off in donations. Ian 

speculated that this might have been due to the scandals with 

T.V. evangelists that were then in the news. Gerald told me about 

his experience at the time: "1 drove across the country [coming 



home f rom his sabbatical] and was told [by the Treasurer] ' Youf re 

insolvent' .... What happened last time when 1 was away was we 
didn't do anything until we got to the bottom of the trough and 

then we went zonkers trying to pick up the pieces." 

As a result of the financial crisis, some staff salaries 

were cut on a volunteer basis (the staff were paid back later for 

the cuts) and payments to some of the operations overseas were 

delayed and rescheduled. Letters to overseas partners explained 

the need for the rescheduling of payments: Iffor the first time in 

our 15 year history, we have experienced economic strain in our 

organization." In the summer of 1988, Gerald decided to hold the 

first annual staff retreat as a motivational event to raise 

morale after the difficult year and to talk as a group about how 

to improve their financial ~ituation.'~ Global Faith then 

underwent an institutional evaluation in 1989 (conducted by 

independent consultants) which resulted in significant changes in 

the organization including: further cuts in administrative 

expenses, increased fundraising efforts (with two senior staff 

given full-time responsibility to raising funds), development of 

a new organizational structure (financial control made separate 

from project management), projections as to when commitments will 

be completely met, creation of the Program Steering Committee for 

project approval and monitoring, implementation of new fund flow 

Over the years, the annual staff retreat has gradually 
evolved to become more of a religious or spiritual gathering. 
Gerald wryly comrnented that the first retreat did not have a 
strong religious focus, though they were "religiously searching 
after money." 



reports for management information, and placement of regional 

directors in India and Ethiopia (Executive Summary, Strategic 

Plan, 1991). 

By 1989, the crisis had passed. Funds increased, 

communication systems with overseas partners improved and a five 

year Strategic Plan was developed and implemented. Ian thinks 

that the financial troubles of the sabbatical year will never 

return. "It was the one and only financial crisis that we have 

had and will ever have. Because they have got so many safeguards 

built into the structure of the organization now, it wonlt happen 

again. 

A Christian Ideology 

Throughout the turning points in Global Faith's history - 

becoming autonomous from the American organization, surviving the 

financial crisis of the sabbatical year, undergoing an 

institutional evaluation, and implementing a Strategic Plan - one 

aspect of the organization has remained constant: a strong 

Christian foundation. In 1975 and still today, promotional 

material describes Global Faith as an Ilindependent Canadian 

Christian development organization" that is "nat affliated with 

any specific denomination." 

What does it mean - both here and overseas - for Global 

Faith to be a Christian organization? In simple terms, it means 

that money cornes from, and goes to, ~hristians. Global  ait th's 

donors are "99 percent Christiantt and most of the overseas 



partners are church organizations or are run by a local Christian 

leaders2. It also means that the staff at Global Faith are al1 

Christian. During one of my first visits to Global Faith, Richard 

commented on this: "Being small, that's sort of part of our 

personality here.I1 Gerald explained the rationale behind hiring 

only Christians: 

And the reason we do that is how are they compatible with 
the rest of us? Right? Because if we make a lot of the 
decisions by consensus, 1 mean it becomes a real problem if 
that is not there. Or, if they are going to feel 
uncomfortable with it if Monday moming we read the Bible 
and stuff and you feel it offensive, well, werre really 
starting on different streets together .... And the other 
thing is this responsibility and accountability to donors. 
By and large Our donors are of that kind. Then what we do is 
decide to be offensive to them. Right? What if it offended 
Our donors that we had al1 Hindus working here? 

Global Faith staff belong to a variety of Christian 

denominations - Baptist, Mennonite, Charismatic, Pentecostal, 
Assembly of God, Evangelical Free - al1 with an evangelical 

orientation, Kevin, in the Overseas Programs Department, 

explained to me that 1 was "uniquen at Global Faith because 1 was 

from a llmainstrearn churchll (United Church) and the staff a l 1  

belonged to Mevangelical churches.I1 Gerald joked on several 

occasions that "United Church people aren't really religio~s.~~~ 

Ian also emphasized that "the subject of denominations never 

52 Not al1 of the participants in Global Faith's overseas 
programs are necessarily Christians themselves. 

53 During the process of respondent validation, Gerald 
commented on this joke. Gerald said that he was usins the ioke to 
comment on the ~vai~elical community in general and Co sho; that 
he disapproved of their "narrownessn and their judgemental - - 
attitude-toward non-Evangelical Christians - a view that he 
himself did not share. 



comes up in the organization except for a bit of good-natured 

kiddingS4 and if we canrt survive that, Our faith isntt very 

s t rong . 
While the evangelical ideology is a unifying theme across 

the different denominations represented at Global   ai th, there is 

still the possibility of variance across individual staff 

memberfs interpretations and expressions of their faith. 

Consequently, Global Faith adopted a Statement of Faith that lays 

out the collectively acceptable elements of evangelical Christian 

belief S. 

Statement of Faith 

[Global Faithl believes in: 

1. The Holy Scriptures as originally given by God, 
divinely inspired, infallible, and the only supreme 
authority in al1 matters of faith and conduct. 

2. One God, eternally existent in three Persons: ~ather, 
Son and Holy Spirit. 

3. Our Lord Jesus Christ, God manifest in the flesh, His 
Virgin birth, His sinless human li£e, His divine 
miracles, His bodily resurrection, His ascension, His 
mediatorial work, and His persona1 return in power and 
glory. 

4. The salvation of lost and sinful man through the shed 
blood of the Lord Jesus Christ by faith apart £rom 
works, and regeneration by the Holy Spirit. 

For example, Mennonites are called "Mennotsn and are 
teased for being conservative and private thinkers. Charismatics 
were singled out at a slide show put on during a staff party: a 
photo of staff playing volleyball leaping around awkwardly and 
waving their arms was referred to as "a meeting of Charismatics 
who had just seen the light." The staff in the photo were 
themselves not al1 Charismatics but everyone seemed to think the 
joke was very funny. 



5. The Holy Spirit by whose indwelling the believer is 
enabled to live a holy life and to work out a witness 
for the Lord Jesus Christ. 

6. The Unity in the Spirit of al1 true believers, the 
Church, and the Body of Christ. 

7. The resurrection of both the saved and the lost; they 
that are saved unto the resurrection of life, and they 
that are lost unto the resurrection of damnation. 

1 asked Ian during one of the Training Program sessions how this 

Statement of Faith was developed at Global Faith. He explained: 

1 think there are al1 kinds of different statements of faith 
around and 1 think this is just sort of a standard one that 
a lot of different churches have accepted and 1 suspect that 
our people looked at it and said "well, thatrs got the basic 
need and we are avoiding the controversies [about Communion 
and speaking in tongues, for examplel and that is great." 

The fact that divergent denominational viewpoints are not 

routinely debated is the result of Gerald's preference to 

minimize such discussions. 1 asked Gerald during Our first 

interview about the different denominations at Global Faith and 

whether the variety Irhelps to enrich thingsN and "Do people think 

of the differences much?' Gerald replied: 

Well, the Pentecostal people might want more pizazz in 
stuff. 1 try to limit the time spent discussing religious 
questions or issues because we have a job to do. These 
discussions are different Erom their job. 1 don't want them 
to think that Gad solves a l 1  their problems. 

While religious debates are discouraged, time is put aside every 

Monday morning for the staff to al1 meet to listen to readings 

from the Bible and to pray together. The purpose of the meetings, 

according Gerald is "to challenge 

first visit to Global Faith, 

morning staff meetingm and 1 

them to think . 
Richard mentioned this "Monday 

asked if 1 could observe the meeting 



on a return visit. Richard said "Well, you know we have a prayer 

session as part of the meeting, and if you are not a Christian, 

that may be a problem [for youl ...." 1 assured him that was not a 
problem - though latex 1 was almost dreading going back out to 

Global Faith to observe the meeting. What did he mean by a 

"prayer session?" Would 1 Say or do the wrong thing? 1 felt as 

though 1 had accidently uttered the secret password ("ChristianN) 

and now 1 was being admitted into a club where 1 didnft know the 

rules. The following excerpts from my fieldnotes describe the 

meeting that morning : 

My first impression as 1 stepped inside was of a sea of 
faces arranged in a circle around a big table al1 looking 
seriously in my direction. 1 stuttered an apology about 
being late and something about having to wait for the 
babysitter and 1 heard [Geraldl , the Executive Director, Say 
in a joking voice "Ph.D. students are always late." Everyone 
laughed ... 
Once 1 was seated [Gerald] introduced me to the group. There 
was a pause after the initial introductions and people 
around the table looked at [Geraldl expectantly . He pulled 
the big book in front of him in closer and opened it up to a 
marked page while he started to speak. He said "I'd like us 
to talk about forgiveness today. 1 hope you'll find this 
choice interesting - though 1 have more Say about it than 
you do. Laughter al1 around.. . 
1 was waiting for [Gerald] to explain why he had chosen the 
topic of forgiveness for discussion but he never did. 1 
thought maybe there had been a rift between some of the 
staff members and he was trying to help people make up and 
get on with their work. 1 expected the discussion of 
forgiveness to be a prearnble to the !Ireal" business of the 
staff meeting but it wasntt. [Gerald] continued speaking 
about forgiveness while thumbing through the pages of the 
book in front of him. 

By now 1 realized that the book was a ~ible. No one else had 
a copy in front of them. Only [Gerald]. He read a quote from 
the Bible and then summed up in his own words: "The real 
issue of forgiveness is that they wrong you, but the onus is 
on you to forgive." He stressed how important forgiveness 



was in a marriage and that forgiveness was not the same as 
forgetting. 

1 didn't know anything about these people - 1 was completely 
in the dark in terms of his motivation for choosing this 
topic and al1 the hidden meanings and innuendos behind his 
remarks. 1 was in their circle around the table, positioned 
as one of them and 1 had no idea what was going on. It was 
very nerve-racking . 
My own anxiety level climbed a notch when Gerald stopped his 
musings about marriage, forgiveness, and forgetting and 
asked: "What is forgiveness?" He looked around the table. 
Silence. A few people lowered their heads or studied the 
coffee cup in front of them. Finally, an older man spoke up: 
I t I t  means you stop making an issue of something. You stop 
being resentful or angry." [Geraldl nodded and said 
something approving back. It seemed that the meeting had 
moved into a different gear. [Geraldl had said his initial 
piece and now it was lesson time. 

[Geraldl directed the conversation for the next 30 minutes 
almost like a traffic cop - releasing and halting, 
encouraging and ignoring comments from the people around the 
table. A i l  remarks were channelled through him. The staff 
did not build on each other's comments - instead they waited 
for [Geraldl to respond .... The nlessonsn continued with 
another silence-provoking question from [Geraldl : I1How is 
this al1 related to Jesus on the cross?" 1 found myself 
avoiding his glance in case he decided to cal1 on me - 
because 1 had no idea how to answer. 

My discornfort level reached its peak when [Geraldl said: 
"O.K. non werll Say our prayers. We'll go around the table 
this way. If you donlt want to Say anything, we'll j u s t  go 
on to the next person.'' By the time the woman next to me 
said her prayer, my heart was pounding and my face was 
probably bright red. What should 1 do? No one else had 
skipped their turn - even though [Geraldl had said they 
could - there seemed to be pressure on people to Say 
something, anything. For example, one man said simply "1 
pray for peace in this world." 1 began my prayer rather 
abruptly: "Than. you for letting me come into the world of 
[Global Faith] and for letting me learn from these people. 1 
hope 1 can contribute something back." 1 stopped. 

There seemed to be a long pause and then the person next to 
me said his prayer. The spotlight moved on around the table. 
After everyone had their turn, people seemed to breath out 
and relax. Someone began gathering the coasters under the 
coffee cups and stacking them in a little box. Gerald closed 
the big Bible in front of him. 1 could see signals that the 



meeting w a s  ending. That was it? No discussion of agency 
business? Why did they cal1 it a staff meeting? ït was 
really a prayer meeting that started with a little sermon. 

The language of prayer is prevalent in other activities of 

the organization as well. Board meetings, fundraising banquets, 

staff parties, the annual staff retreat (the mornings and al1 the 

meals) are al1 "blessedn with prayers at the beginning by a 

selected llvolunteer.ll For example, at a Board meeting, the 

opening blessing included Bible verse and an expressed hope " tha t  

God will guide our thoughts today." At the Vision Retreat for the 

Directors, Gerald began the rnorning session by praying to God for 

Vlarity in thinkinglt and a t  the end of the day, Charlie offered 

the f ollowing prayer : t hank - you f o r  allowing plan. l1 

Planning and praying are viewed as compatible and equally 

necessary. Dan elaborated on this during an i n t e r v i e w :  

1 think it is true [that things happen by the grace of G o d ] .  
But God does give us a brain and we have to use that. 1 
certainly wouldn't minimize the God power in that but I 
think it is a combination of both. Relying on Him - we pray 
for our projects  every Monday morning. You know, we pray for 
people. It is extremely important. But then we have to go 
upstairs and use our brains and try and make sure we do 
things in the right way .... 1 donrt think w e  can get confused 
and say that "Gad is going to do everything." He did create 
us with intelligence and He did create us as people who can 
make decisions and we do that day by day. 

The staff are also expected to contribute persona1 Itprayer 

requestsl1 or "praise itemsn to the rnonthly Prayer Calendars 

(there is an entry for each day and for each week of that month). 

The Prayer Calendars are circulated to al1 staff, Board members, 

and volunteers. Some examples of entries in the Prayer Calendars 

are given below: 



Itrs a New Year. [Geraldl says 'Let us pray together that in 
1992, we will never lose sight of the fact that we exist for 
the poor and oppressed, that w e  are only stewards of what 
has been given to us and we are servants of God' (December 
31, 1991). 

Pray for  an] who was in the Dominican republic in August, 
that he is able to catch up on office work without too much 
difficulty (September 4, 1992) . 
[Global Faith's] prayer request for the fifth week in 
September is: India - Pray for Our newest staff member and 
her family as they encounter the daily challenges and 
blessings of working in the rural areas of India (September 
1992) . 
Please pray for a number of proposals for programming in the 
drought areas of Southern Africa and Bangladesh for which we 
are requesting institutional funding (March 13, 1993). 

Praise God for al1 Our faithful volunteers, those that corne 
both weekly and monthly and on special occasions (June 9, 
1993) . 
The Prayer Calendars, the Monday morning staff meetings, the 

Statement of Faith, and the homogeneous nature of the staff's 

individual church affliations are al1 manifestations of Global 

Faith's Christian foundation - as seen here in Canada. What about 

overseas? The question that immediately comes to mind is: 1s 

proselytization included in Global Faith's overseas projects? In 

our first interview, Richard gave his answer to this question: 

You know weyre an autonomous Christian Canadian 
organization. So, obviously, we have religious values which 
fire our compassion or service in the work we do. But, given 
that, we're not into proselytization. We'll work with al1 
kinds of people because thatfs the group of people we wanted 
to work with. 

During one of the training program sessions, Ian also emphasized 

that Global Faith is not involved in proselytizing overseas. 

Our mission - Our type of ministry to people is basically to 
keep them alive and give them a fighting chance to make it 
on their own and to show that God's love is real, it is not 



just a bunch of talk. We are out doing it. We're not out 
essentially to educate them theologically. Bible teachers 
can do that. 

Gerald commented as well on the lack of proselytizing in overseas 

projects: 

1 think [Global Faith] is unique within evangelical circles 
for sure in that there is no other organization within 
evangelical circles that is willing to Say "we do 
development work and that is sufficient." That is what we 
do. 

I asked Gerald whether CIDA's policy that government funding is 

not provided for proselytization has influenced Global Faith's 

decision to abstain £rom evangelizing in overseas projects. He 

answered : 

Even if we had al1 our own money, hopefully - at least from 
my perspective - we wouldnlt go out and be evangelists. You 
know 1 don't think that is how we are supposed to be 
helping .... I'm not sure who would or wouldnlt agree with me 
here. But 1 think we have a task to fulfill. It is very 
Christian and 1 think we need to do that. We should never 
get caught up in trying to be evangelists. It would be a 
mistake. If welre going to do that, we might as well be with 
Billy Graham or Campus Crusade or some other religious 
organization that just does that. 

From Praying to Planning 

Global Faith's Christian orientation is an integral part of 

the organization's Strategic Plan. In 1989, Global Faith staff 

participated in a strategic planning exercise which resulted in a 

Board approved Strategic Plan document for 1990-1994". The 

double purposes for the Strategic Plan - 
obeying Godfs  command - are given below: 

55 A new Strategic Plan was intended 
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measuring efficiency and 

for 1994-1999. 



As a Christian development organization, [Global Faith] 
recognizes the need for an effective strategic plan in order 
to measure the progress and efficiency of the organization. 
[Global Faithl also recognizes that its purpose is in 
obedience to Godfs command to reach out to the poor. 
Accordingly, compassion continues to play an active role in 
al1 [Global Faith' SI decision making processes. (Stratedc 
Plan 1990-94, Introduction, p.2) 

Pam, Director of Marketing, explained during an interview 

that Gerald initiated the strategic planning exercise after the 

financial crisis of 1987-1988 in order to "know ahead when you 

are getting into problems. Way, way, way before it would ever 

become a problem. So if you can track it, then you would be able 

to know: 'We are not getting enough in. Are we going to increase 

advertising? How are we going to do this before it gets into 

major, major problems?'~ According to Pam, another reason Gerald 

encouraged strategic planning that the bulk of the information 

about donors and fundraising was in Stanfs head and that made 

Gerald unervous.w Pam explained that the Strategic Plan "is just 

an element of control that was necessary and to document it on 

paper so that if [one of us1 is not here someday, somebody can 

fil1 their place or we have some kind of tracking in the past to 

know what works and what doesn't in the future." 

Before the Strategic Plan was developed, Global Faith staff 

relied on a Mission Statement - written in the early 1980s - as a 

reference point in decision-making. This Mission Statement is 

also related to the Christian orientation of the organization in 

that it fills a gap left by denominational differences. Kevin, 

from the Overseas Department, explained this to me over lunch one 

day . 
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Werre not proselytizing in the field, so we donlt need to 
pretend that we are identical in Our faiths. It is important 
that we subscribe to our mission staternent because the staff 
have to have a common belief in something. 

Global Faithts Miesion Statement is as follows: 

[Global Faithl exists to improve the supply of basic human 
necessities for the neediest of the needy in the Third World 
through self-help activities, and to challenge, educate and 
involve North Americans regarding development issues 
(Strategic Plan, 1990-94, p . ? )  . 

The Vision Statement, which was articulated in 1989 through 

a group process that involved al1 the staff and Board members, is 

more general and more of a motivating phrase than the Mission 

Statement . Global Faith' s Vision statementS6 is as follows: 

[Global Faith], a development agency extending Christ's 
compassion to the neglected poor. 

The motivational component of the Vision Statement is described 

as I1our love of God and our desire to be obedient to Himu 

(Strategic Plan 1990-94, p . 3 ) .  It is emphasized in the Strategic 

Plan that the Vision Statement is intended to act as "a 

motivator, a comrnon bond to encourage al1 [Global ~aith'sl staff 

and associates to work not only to the best of their ability but 

also to work unselfishly together as a team" (Strategic plan 

The Vision Statement contributes to the value-basis of 

decision-making at Global Faith. One staff member explained that 

decisions about overseas programs are made according to whether 

s6 The story of the developrnent of the Vision Statement is 
discussed in detail in Chapter Seven. 



they are an expression of the Vision Statement: 

We are not limited by getting results [in overseas 
programs] . If this is not going to bring results, do we 
still go and try to express Our love to these people? 1 feel 
our role is one which requires us to still continue to 
express love to these people whether that brings about 
tangible results or not .... Our action is not determined by 
expected outputs. Sol if the output is not going to be very. 
very positive, it is not necessarily the thing that is going 
to keep us from acting in some way because there is a 
humanitarian element in there. People are suffering. 

1 followed up on this comment at a later date with Gerald, the 

Executive Director. 1 asked Gerald: I1Would you still do an 

overseas program in order to express neighbourly love, if there 

weren't tangible results?'! Gerald replied: llWould we? Oh yeah. 1 

donlt think there would be a problem with that. In fact, we would 

probably create tangible results for the benefit of our funders." 

1 asked Gerald to clarify: "Do you mean create as in fabricate? 

Or actually get them to happen?" Gerald explained: 

NO, get something on paper. ~ o t  lie, but find something that 
is a result just to appease the funders so that we can 
continue with the things that arenlt as measurable. And 
because the non-measurable things are often more important 
to us....~o we are result-oriented but not in the sense of 
wanting to Say we planted 13 trees. We're result-oriented in 
thinking that we have got to know that we are having a 
positive impact in helping those people. 

In addition to the Mission Statement and the Vision 

Statement, the Strategic Plan 1990-1994 also lays out a lengthy 

declaration of Global Faith's philosophy. Portions of this 

section in the Strategic Plan 1990-1994 are used often in the 

organization's promotional materials. Excerpts £rom the 

Philosophy of Global Faith are given below: 

[Global Faithl believes that al1 people, regardless of their 
geographical setting, have basic rights and should be given 



the opportunity to achieve their God-given potential. Basic 
needs such as clean water, food, shelter, health, work, 
recreation, socio-economic independence and basic education 
are seen by [Global Faith] as being fundamental human rights 
upon which growth can occur. [Global Faithl is dedicated to 
working alongside the poor, helping set up programs which 
enable the poor to cultivate their skills and knowledge, 
taking advantage of existing resources (when available) to 
develop self-reliant communities .... Following Christ's 
example, [Global Faithl extends its assistance to the 
poorest of the poor without discrimination as to the 
religious beliefs of the beneficiaries. [Global Faithfsl 
developrnent programs represent a tangible expression of the 
organization's religious values (Strategic Plan 1990-94, 
pp.7-8). 

The first point - about universal rights regardless of 

geographical location - is vague enough for flexible 

interpretation. Global Faith's overseas programs are spread 

throughout Africa (mostly eastern ~frica), Asia and ~atin 

America. This statement in the Philosophy section is another way 

of explaining the wide scattering of their overseas efforts. The 

second point emphasizes the importance of basic human needs and 

provides justification for projects that focus on water, 

agriculture, and income generation as opposed to evangelizing. 

The third point highlights a partnership mode and the goal of 

self-reliance in development work. Finally, the last two points 

clear the way for the participants in Global Faith's projects to 

be non-Christian. The rationale for this is given in an interna1 

memo related to the Strategic Plan titled Evangelism: 

Adhering to the view that God commands us to reach out to 
the needy without regard to religious affliation, [Global 
Faith] sees no problem reaching out to groups outside the 
Christian realm. (Due to anticipated objection frorn 
supporters, [Global Faithl tends to steer away £rom 
publicizing target groups of varying beliefs, i.e., Moslem, 
Athiest.) It is important that we see our image £rom the 
perspective of the needy non-Christians. When asked by 



supporters why [Global Faith] would help [thern], we should 
simply be stating, I1If not us, then who? w....Furthemore, 
most Christian relief and development organizations seek out 
the needy who are similarly Christian in their beliefs. 
Consequently, most relief and development agencies give aid 
to the same geographical areas. Recognizing this, [Global 
Faith] sees great value in focusing on people who may not 
share in [Global Faith's] Christian beliefs, and on areas 
which are neglected by the bulk of Christian relief and 
development agencies. 

The bulk of the Strategic Plan 1990-1994 document is 

dedicated to a presentation and elaboration of seven specific 

0bjectivesS7 which "are deemed to be attainable through hard 

work, strategic planning and efficient use of resourcesfl 

(Strategic Plan 1990-94, p l ) .  Each Departmental Director is 

responsible for setting the objectives for their own areas of 

responsibility. The Objectives given for 1992-1994 are as 

f ollows : 

1. Increase income from $11.8 Million to $16 Million. 

2. Increase the number of overseas prograrns by 61%. 

3 .  Increase the percentage of water and agriculture programs to 
80% of overall costs. 

4 .  Encourage Christian values through the use of 12 Pro-Tech 
volunteers. 

5. Increase the number of persons informed about Third World 
needs by 14,000. 

6. Improve and increase the financial control of the 
organization. 

7. Increase the efficiency of the organization (Strategic Plan 
Update 1992-1994, p. 6) . 

Each objective is clarified with the following sections: 

57 Objectives 1, 2, and 5 were revised in 1991. The 
objectives given here are from the Strategic Plan Update 1992- 
1994. 
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numerical breakdown, basis for objective, major activities 

enabling achievement of objective, assignment of responsibility, 

and income and expenses. For example, the numerical breakdown of 

Objective 3 shows that 74 water and agriculture projects are 

planned for 1994 in order to total 80% of overall program costs. 

The basis for this objective stresses the past success of these 

types of programs and ~commits the organization to expend the 

majority of its energies to the area of its expertisem (Strategic 

Plan 1990-1994, p.28). The major activities enabling the 

achievement of this objective are presented in point form on a 

yearly basis and mention specific overseas programs that are 

being planned, initiated or continued. The assignment of 

responsibility section features the Director of Overseas Programs 

(Richard), the Director of International Relations (Elizabeth), 

the Director of Finance (Asafa), and the Director of 

Communications and Funding (Stan) . The final section related to 
this objective presents yearly projections for income and 

expenses for water and agriculture programs. 

The Strategic Plan was revised at the end of 1991 and the 

Strategic Plan Update 1992-1994 was produced. Quarterly Strategic 

Plan updates are prepared by Pam, the Director of Marketing, for 

the Board. Each departmental Director gets a weekly financial 

report for their own department and Gerald, the Executive 

Director, receives copies of al1 of these. The reports compare 

actual income with projected income as outlined in the ~trategic 

Plan and help each Director to monitor their department's 



progress. Pam explained that when the Directors see that an area 

of incorne is lower than expected. "it forces us to make the extra 

effort to meet Our goals." 

Al1 the departmental Directors and the Executive Director 

are rnembers of the Strategic Planning Committee (also known as 

"the Group of Eightfl) which mets every Friday afternoon for Ilthe 

weekly coming together of everything.ll Each Director presents a 

report giving an ovemiew of what has happened during the past 

week and points out any issues or decisions that need the group's 

attention. Topics and issues discussed during the Group of ~ight 

meetings include delegating jobs while staff are travelling. 

analyzing projections and explaining shortfalls, revising 

budgets. planning for fundraising events, reporting on projects. 

organizing CIDA proposal writing, and coordinating volunteers. 

Personnel issues involving confidential personal problems or 

personality conflicts are not brought before the Group of ~ight 

meetings. However, Dan acknowledged that the Group of Eight 

meetings are also a forum for Gerald to communicate delicate 

issues (e-g., coming to work on time) to the group without 

singling out an individual. The weekly meetings are usually held 

in the Executive Director's office around a large table. On 

occasion - when the Executive Director decides that a more 

relaxed setting would be beneficial - the Group of ~ight rneets in 
the lounge of a nearby restaurant. 



hndraiaing: An Industry and a Ministry 

"The one essential thing in order to exist at al1 is 

obvious: money. Without it, we cannot exist - however noble the 
cause." This observation was made by Pam, the Director of 

Marketing during a Group of Eight meeting dedicated to revising 

the Strategic Plan. Pam put the Mission Statement and the Vision 

Statement on the overhead projector and then asked the group: "If 

we, as directors, believe this is why w e  exist, what is the best 

way to achieve this goal?" Pam then outlined the main ways that 

Global Faith makes money: grants from NGO consortia (2.6%), 

donated commodities (46.4%)' funds raised for travel and living 

expenses for overseas volunteers (0.6%) , CIDA grants (18.5%) , 

provincial government grants (1.2%), and donations in cash from 

the general public (21%) ). The last three categories are 

linked in that government grants are based on, and cannot exceed, 

the amount raised from the general public. Pam made a distinction 

between government as donors and the general public as donors. 

Whereas government grants can help the organization meet the 

mission statement, the rules associated with government funding 

(e.g., concerning proselytization overseas) inhibit realization 

of the vision statement. General public donors, on the other 

hand, are the only efficient way of achieving the vision 

statement. Pam emphasized the importance of increasing general 

The percentages are from the 1991 Annual Report, page 
When the fund balance at the beginning of the year is added 
(9.7%), the percentages total 100%. Total income in 1991 was 
almost $12 million. 



public incorne and pointed out the relationship between Global 

 ait th's image and how much donors are willing to give. Çhe 

elaborated on this using another overhead with the following 

well-known statement: "They may forget what you said, but they 

will never forget how you made them feel." 

The need for fundraising and the circular connection between 

people's perceptions of the organization and fundraising 

strategies together put pressure on Global Faith. Ian commented 

on the pressure of fundraising during one of the training program 

sessions : 

Once again, it becomes a matter of survival . . . .  Werve corne 
to the state of mind that we realize that fundraising is an 
industry. Because if we don't raise the money, there aren't 
any projects. So it is a vital part of us. And it is 
ministry because people here have to learn to give. Most of 
them don't know how. 

Viewing fundraising as an industw is not uncornmon in the 

voluntary sector. Considering fundraising as a ministnr - where 
an organization claims responsibility for disciplining the sou1 

of the giver - is an attitude uniquely related to the evangelical 

foundation of Global Faith. This section explores both dimensions 

fundraising at Global Faith. 

Global Faith has a donor base of 4000-6000 people with a 

Irphenomenal rate of consistent monthly giving." Global Faith's 

success at fundraising is attributed to a strategy of "being 

personable." This means that donors are acquired through persona1 

contact and direct mail carnpaigns only go to people who are 

farniliar with Global Faith. Pam refers to this strategy as 

"friendship marketingt1 and describes it as "taking a prospective 



donor and being personable enough to have them commit to the 

vision of [Global Faith]." Gerald also equates donations with 

allegiance. During an interview, he made the following 

observations: 

We don't make our philosophic statements out of what the 
donors Say. Right? The donors buy into our philosophic 
statements. Right? 1 mean to some degree - in theory that is 
what is true. You may bend and so on. But when a donor comes 
to give money to this organization, they - to one degree or 
another - will agree with what w e  are philosophically. 

Approximately 3000 appeal letters - written in Geraldïs name 

and with his picture in the letterhead - are sent out to donors 

each month. The appeal letters include a form and a return 

envelope for sending back donations. The forms contain words 

encouragement such as: 

Your gifts to these people will be multiplied 4 times by 
Canadian Government grants, an opportunity to change the 
lives of at least 12 families! Your investment of: 
- $36 becomes $144 
(skills training for 12 family bread-winners) 

- $ï~/month plus grants transforms 48 families/year ... 
Enclosed with the letters are monthly reports written by overseas 

staff or volunteers who  are posted overseas. The reports focus on 

a particular project or, in rare cases, on an emergency need like 

the Somalian famine. They are written in an intimate voice mixing 

project statistics in with emotion and urgency. This intimacy is 

achieved through direct and frequent contact between Global Faith 

staff and overseas partners. Richard explained how the close 

relationships with their partners influence fundraising: 

Direct involvement is very important for Canadian NGOs 
because we need stories of what is going on in the field for 
us to both educate Canadians and raise more money. And if 
youfve got a bunch of intermediaries, how do you fundraise 



£rom a bureaucratic report that you have received that has 
been sort of sanitized three tirnes? It doesn't work. 

The reports also contain an appeal to the religious 

motivation of most of the donors. Some closing remarks from the 

rnonthly reports are included below: 

Your prayers and gifts are a great encouragement to [Global 
Faith'sl field-workers, and to me personally. You are the 
reason [Global Faithl can touch the lives of so many in such 
a Christ-like way. 

May God richly reward you for doing whatever you can do. 

Our many Christian brothers and sisters here send their 
greetings and their thanks for al1 that has been done 
through [Global Faithl . 

In addition to an intimate tone with educational and 

religious elernents, the reports also contain a sense of urgency. 

Stan, Director of Communications and Fund Developrnent, expressed 

his amazement that letters and reports can move people to donate 

and called it a "wonderous, phenomenal act of compas~ion.~ He 

provided the following explanation of how this happens: 

It is pretty phenomenal that somebody would give money in 
response to a letter to begin with. They just get something 
in the mail. They didntt see anybody but they are actually 
moved to write out a cheque and give of themselves in 
response to this written information. There is nothing that 
is going to corne back to them in return. It is quite a 
phenomenon. But it doesn't happen easily so there has to be 
certain elements. There has to be a sense to the person that 
they canrt wait. If they can wait and you make it too easy 
to wait, people will wait and when they do that, they forget 
that the need is there. And the longer they forget about it, 
the less thay are motivated because they forget what was in 
the letter. And the moment is gone and they wonft give. 

If donors request 

f rom Global Faith four 

it, they will 

tirnes a year. 

also receive a newsletter 

The newsletter is also 



available for distribution at various fundraising events. Global 

Faithts newsletter is an eight page tabloid style paper 

containing black and white photographs, a section titled 

I1Thoughts £rom the Executive DirectortW letters £rom overseas 

volunteers, reports on special circumstances in various areas 

(e.g., the drought in Namibia), one page titled IfPray for the 

WorldIf (with suggestions for prayer corresponding to specific 

events or projects), and requests for donations. Quotes £ r o m  the 

Bible are interspersed throughout the newsletter, such as: 

He who is kind to the poor lends to the Lord, and He will 
reward him for what has done (Proverbs 19 : 17) . 
. . .  be generous and willing to share. In this way ... they may 
take hold of the life that is truly Life! (1 Timothy 6: 1 7 -  
19 

If anyone has material possessions and sees his brother in 
need but has no pity on him, how can the love of God be in 
him? Dear children, let us not love with words or tongue, 
but with actions and in truth (1 John 3 :17, 18) . 
In addition to appeal letters, monthly reports, and the 

quarterly newsletter, donors are also sent an annual "Christmas 

Catalogue." Donations are presented in the catalogue as gifts 

that can be given "in honour of a friend who shares your 

compassion for the pooru (e.g., one gift is "Clean Safe Water - 

Ethiopia $8.50"). The I1friendu receives a letter advising them of 

the gift and the name of the giver. 

Global Faith staff also conduct telephoning and visiting 

campaigns. Gerald visits certain donors - selected on the basis 

of duration and arnount of giving - and has rnixed feelings about 

asking for money. He addressed this at the Group of Eightfs 



IWision R e t r e a t .  Gerald sa id  to the group: I1Where is rny 

integrity in asking for rnoney from old folks with none? .... Some 
of us are called to be beggars. My comfort zone is handled by 

saying I1m begging for someone else.I1 Gerald also recognizes that 

his visits are a way of giving back to the donors - giving his 

tirne, his attention, and his willingness to listen - and that 

donors' reasons for giving money go beyond supporting projects in 

the Third World. In Geraldls words: 

They are often simple people giving a lot. 1 feel guilty and 
1 wonder if they can afford it. 1 think of my own mother who 
gives $250 a month to the church. They al1 want to talk 
about being lonely, getting older, their kids growing up. It 
is very hard to talk about the issues [i.e., Third World 
issues]. People may not give money to help the Third World. 
The money they give does help the Third World, but there are 
other things going on. 

Global Faith also relies on a series of banquets organized 

by dinner coordinators (they are paid $1000 for organizing a 

dinner) across the country fo r  fundraising. The main banquet is 

held in April in the ballroom of a large downtown hotel. People 

are  pexsonally invited by table hosts (staff, associates, 

established donors) to attend. The invitation reads: "This w i l l  

be an evening of inspiration and information regarding the 

ministry of [Global Faithl. Your involvement at this event can 

make a difference in the lives of hurting people in the world. 

Please join us!" 1 attended the main Banquet in April 1992 and 

again in April 1993. White linen table cloths covered 

approximately 50 large round tables adorned with flowers and 

candles. At each place setting, a pile of literature on the 

evening's agenda and on the background of Global Faith was neatly 
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arranged. The people attending were mostly elegantly dressed and 

appeared mainstream. There was no wet bar - no alcohol served at 

al1 - and this was a clue to the evangelical orientation of many 

of the guests (Global Faith avoided sewing alcohol for fear of 

offending many donors). The evening was a series of speeches (by 

the Executive Director, by the Chair of the Board, by the head of 

an overseas partner organization, by a local politician), with a 

devotional led by a Minister, hymn singing and an audio-visual 

presentation on one of Global Faith's programs in India. There 

was also time for writing cheques and filling out donation forms 

which were placed in silver bowls in the center of the tables. 

The main Banquet raises approximately $40,000. Additional 

fundraising events at Global Faith include the annual Walkathon 

(the $6000 raised was applied to the costs of shipping milk 

powder to Somalia in 1992) and the Christmas tree display at a 

local shopping mal1 (50 - 60 trees on display raised 

approximately $7000 in 1992). 

Global Faith also carries out a development education 

program which involves presentations in churches (al1 

denominations), schools, and service clubs. The purpose of Global 

Faith's development education is "to provide Canadians with the 

resources to better understand the issues surrounding poverty and 

development in developing countriesM (1991 Annual Report, p . 4 ) .  

Another aim of developrnent education is to promote Global Faith's 

overseas programs and to raise rnoney. Stan, the Director of 

Communications and Fund Development, describes the close fit 



between development education and fund raising: 

Fundraising is letting people know what the program is so 
they can decide whether to give to it or not. And 
development education is letting people know what the 
program is so they can decide whether to give to it or not 
[chucklesl . It is the same thing. 
Fundraising is the production of money and inevitably there 

are costs involved. Approximately 2.9% of total expendituresSg 

at Global Faith are from administration and fundraising (Annual 

Report 1992, p . 4 ) .  Due to the recession, Global Faith has been 

spending more at fundraising in order to raise the same amount. 

Gerald commented on the contradictions inherent in fundraising: 

Money is a big issue for us - a mammoth issue. We're always 
caught on the horns of a dilemma and the dilemma is money. 
We're spending more on Somalia than we are raising. And at 
the same time that we are talking about raising money, we 
are talking about cutting costs. Everything we do 
contradicts everything. 

Richard also sees money as a "mammoth issuen and one that is at 

odds with a people-centred approach: "[Global Faithl cannot 

afford to lose sight of people [in the Strategic Plan], but money 

is the bottom line in order for the organization to exist. 1 will 

always struggle with the interplay between the two.I1 Another 

difficult aspect of fundraising is that "you need disaster in the 

world if you want to raise money." Gerald rnentioned this 

paradoxical relationship at a Group of Eight meeting while they 

were reviewing the budget. 

We're short about $200,000 in government funds. It is a 
yucky way to look at it, but the situation in Somalia could 
turn it around in no time. People have to die by the zillion 

5 9  Other expenditures were in and for development (94.1%) 
and "development education" (3%) (Annual Report, 1991, p . 4 ) .  



to get people to donate money - which is a rather strange 
paradox . 

Suffering in the world not only motivates the general public to 

donate money but also provides a focal point for the staff while 

they are caught up in fundraising efforts. Gerald stresses the 

importance of including a focus on suffering along with the 

concern for raising money and compares this deliberate attitude 

to a type of method acting: 

Certainly 1 know it is true here and 1 know it is true for 
some other organizations, the biggest issue is one of money, 
right? 1 mean you do nothing without money so you're trying 
to address that al1 the tirne. The problem with addressing it 
al1 the time is you forget why you're doing it . . . .  So sornehow 
you can never think of the problems overseas without 
thinking about the money. But because you always have to 
think about the money, you have to continually remind 
yourself to think about the thing overseas, right? And 
perhaps it is a bit like method acting. You know, when 
youtre fighting for money, you've got to also be able to 
remember that instant when you saw the child die lof 
starvation in Ethiopia]. Because if you can't bring that to 
your mind, you might end up laughing and saying it is al1 a 
farce . . . .  Every night when you go to bed and every morning 
when you get up, you've got to be able to Say to yourself: 
"this is why 1 do it." 

External Relationships 

In order to understand the organizational behaviour of 

Global Faith, it is necessary to include a description of how 

Global Faith relates to other actors or organizations in its 

environment (Pfeffer & Salancik, 1978/1990). In addition to the 

many relationships established with indivdual donors, Global 

Faith is also involved in, and influenced by, relationships with 

Board members, with CIDA, and with overseas partners. 1 consider 

these al1 to be external relationships because they span 



organizat ional boundaries . 60 

The Board of Directors 

The Board of Directors at Global Faith is made up of nine 

men and one woman, al1 of whom share an evangelical Christian 

background. The denominations of Board members are Baptist, 

Vineyard Church, and United Brethren in Christ. Gerald commented 

that in general, the Board members are "more conservativem in 

their theological perspectives than most of the staff at Global 

Faith. The professions of the Board members include a Member of 

Parliament, Executive Vice President of a large land development 

Company, former Chief Executive Officer of a hydro-electric 

corporation, lawyer, chartered accountant, pastor, ~irector of an 

aviation institute, pilot, and retail entrepreneur. Asafa, 

Director Finance, commented that the Board is made of up of "a 

high number of business people. We need technocrats, Third World 

people, and there is another woman 1 guess they have been 

thinking about." The Chair of the Board is a Minister (United 

Brethren of Christ Church), and a business woman. She also used 

to be a provincial director for Global Faith in the early 1980s. 

The Chair is elected by the Board every year for a term of one 

year. The term for serving on the Board is two 3 year sessions 

60 1 am using Pfeffer and Salancik's (1978/1990) 
interpretation of organizational boundary which "...cari be 
defined by the organization's control over the actions of 
participants relative to the control of other social entities 
over these same activities. Control is the ability to initiate or 
terminate actions at one's discretion" (p.147) . 



(maximum 6 years) which means there is a turnover every two or 

three years. Board members are elected by the Society and they 

are not salaried. Gerald, as Executive Director, is not a member 

of the Board, though he reports directly to them. Gerald 

explained this by pointing out that "my responsibility is to 

support the people here [the staf£Il1 and that Ilthe Board doesnft 

want everybody accountable to them. They want a hierarchy of 

While most of the Board members are well-established in 

their fields and a few are extremely wealthy, they are not 

considered to be generous donors. According to Gerald, "the Board 

is there because of control, not because of money. They are 

capable of giving a lot but they are not giving it." The Board is 

functional; they are not in place for fundraising. The 

administration of Global Faith answers to the Board, though Board 

members are not involved in the day-to-day operations of the 

organization. At one Board meeting, a Board member stressed that 

"it is important that Board members are compatible and that they 

are on the same wavelength. For example, that they al1 agree to 

stay am's length away from administration. It is easier for 

[Geraldl that way." The Board's llarmfs lengthu approach is viewed 

differently by some of the staff. One staff member commented on 

the Board's low profile at Global Faith: 

The Board of Directors are a bit disappointing to me. 1 
donft know who the Board of Directors are. 1 have met some 
of them and 1 know some of them but 1 donft see them around 
here. Maybe that is not their role but 1 would like to see 
them around here talking to staff and finding out exactly 
how programs are going. You know, taking a more ground view 



of what is happening at [Global Faithl .... 1 donlt really 
know how they feel about what we are doing. 

Gerald recognizes that his relationship with the Board is 

complex and at times, even problematic. The Board's involvement 

in the day-to-day operations of Global Faith is as much of a 

problem for Gerald as their lack of involvement. Gerald describes 

these dynamics below: 

It is a struggle not to be defensive when the Board has 
their own ideas about how things should be going. It is a 
struggle for me when the Board wants to get too involved 
here. And it is a struggle for me when the Board is not 
involved enough here. And so in that way the Board has said 
in prior times that Ifm supposed to be the link between them 
and the organization and I f m  not sure every Board member 
would buy into that. I ' m  the only one here who has nine 
bosses. Right? And that is its own struggle. Sometimes that 
means that nobody really cornes forward as the boss. 
Sometimes it means that everybody is. But these guys being 
mainly business people will therefore be a Board of that 
for-profit kind. They don't want to be in here everyday. 
They just want to know what the results are at the end of 
each month. If the results are O.K., they're not worried. 

The Board meets quarterly and the Executive Committee meets 

once a rnonth. Richard explained to me that "the Board meetings 

are to educate them and give them an update." 1 asked Richard if 

they were also for decision-making. Richard said: I1No, they are 

for ratifying decisions already made." Board members receive a 

report every Board meeting on what expenditures the Department 

Directors have approved. Every month they get a financial report 

on monthly and year-to-date income levels, and on projections and 

future commitments. The Board also receives a yearly report from 

the Audit Committee. 

Board approval is required for overseas projects $200,000 

and over or for projects involving $25,000 or more of General 



Public Income. Board approval is conditional on funds being there 

(i.e., CIDA approval) . The Board is also responsible for 
approving the Strategic Plan, departmental budgets and any 

capital expenditures. 

Gerald distinguishes between the Board and the staff at 

Global Faith by who holds the guiding vision for the 

organization. 

1 don't think our Board has a vision. The textbooks Say the 
Board should develop a vision and hire people to carry it 
out. The vision for our organization cornes out of 
administrators - it is not coming out of the Board. Planning 
is approved by the Board but done by the staff. Because of 
who they are, the Board sees things £rom a for-profit type 
of perspective. They approve plans, they don't design thern. 

g 
CIDA support to Global Faith began in 1975 on a project-by- 

project basis. One Year Program grants have been received since 

1986 £ r o m  the NGO ~ivision of CIDA. These grants are based on an 

indicative planning figure (IPF) which is a yearly funding 

ceiling related to an analysis of institutional management 

capabilities. Proposals for the One Year Program specify 

countries, sectors, and overseas partners and cover al1 the 

individual projects that are to be supported by the CIDA grant 

and the general public donations. Reporting to CIDA is required 

twice a year and includes al1 of the activities of the One Year 

Program. Proposals, interirn reports and final reports are & 

required for every single project. The One Year Program is also 

called Responsive Programming, because the funds £rom the NGO 



Division at CIDA match the NGû's inititative and their publicly 

raised finances. Global Faith has also implemented three country 

focus programs as an executing agency for the Bilateral Branch of 

CIDA. 

In January 1993, Global Faith submitted an application for a 

multi-year program (1993-1996) for funding from CIDA with an 

additional amount from Global Faith to support core programs 

overseas and to expand Global Faith's development education 

activities in Canada. Global Faith also receives CIDA funding for 

emergency relief programs, through involvement in various NGO 

consortia (e.g., South Asia Partnership). 

Funding from CIDA for Global Faith is provided through the 

following windows: 

- Responsive Programming (NGO Division) 
- Decentralized Funds 
- Coalitions 
- Country Focus Programs (Bilateral Branch) 
- International Humanitarian Assistance 
- Reconstruction and Rehabilitation 
- Food Aid 
While the various funding outlets at CIDA have allowed 

Global Faith to keep expanding and accessing more money, they 

have also contributed to a sense of confusion or a murkiness in 

NGO dealings with CIDA. Kevin, in the Overseas Program Department 

at Global Faith, describes CIDA as ".  ..such an octopus. You know, 

it is slippery. There are so many arms that it is hard to get a 

handle on it." 

CIDA may be an elusive bureacracy, but Global Faith staff 

also recognize that CIDA is not a faceless institution. As Gerald 



says, "CIDA isnlt only niles, it is also peopleu and "when you 

deal with CIDA, you deal with individuals - CIDA doesn't have a 

sou1 but the individuals do." Personnel changes at CIDA have an 

impact on Global Faith's strategy in their dealings with CIDA. 

Richard emphasizes the importance of flexibility and maintaining 

strong relationships with a variety of people at CIDA: 

Our ability has to be to change and to access funding where 
we can in CIDA and to keep up the relationships with people 
because it is not this institution with no personality. It 
is a thousand individuals. 

Global Faith's relationship with CIDA is actually a 

combination of many individual relationships. However, in the 

context of funding, CIDA is considered as one entity, one force. 

Gerald describes CIDA as Global Faith's "biggest donor." Like a 

donor, CIDA holds Global Faith accountable for how the money is 

spent. While CIDA funding has the advantage of matching general 

public donations (with ratios as high as nine to one), there is 

also the disadvantage of government restrictions placed on how 

the funding is spent. Ian discussed the tension inherent in 

receiving CIDA funding during one of the Training Program 

sessions : 

CIDA is not involved in every project. And this is by choice 
for a number of reasons. 1 suppose number one is that the 
person who puts up the money can tell you how to spend it. 
We donlt necessarily want to have Our total policy of what 
we do overseas to be dictated by Canada's current foreign 
policy which can be subject to change. And we rnake a 
commitment to an area and Our commitment is to the people, 
not to the politics. If we became involved in any kind of a 
situation where evangelism becomes very prominent, there is 
no way we can use any CIDA money for anything like 
that . . . .  We donft want them funding everything. What if they 
suddenly decide to cut Our allotment in half? What if they 
do it before we have finished a project and we have made a 



commitment on the basis of the money that they are going to 
PaY? 

CIDAts presence in the corporate consciousness at Global 

Faith is shaped mainly by uncertainty. Kevin, who deals with CIDA 

on a daily basis, said: 

There are huge changes at CIDA and no one knows what they 
are. There are rumours .... CIDA people are nervous. Part of 
it is political. There has been a bringing together of the 
aid and trade issues. 

The facts that CIDA is a government instrument and that decision- 

making is related to political imperatives is only part of the 

uncertainty. Another contributing factor has been the infamous 

I1Secor Report," a management review of CIDA carried out in 1991. 

The Report was in lirnbo for several years leaving everyone 

unclear as to how the recommendations would be applied. 

Cornmenting on this, Richard said: 

It has been a year and a half and they haven't decided what 
they are going to do and that affects the whole structure of 
CIDA .... We cantt wait around for a year and a half to see 
what the changes are. We have to just keep hustling. 

The climate of instability has led Global Faith staff to 

conclude that CIDA funding itself is precarious or uncertain. 

When asked how the uncertainty surrounding CIDA affects Global 

Faithls work, the Director of Overseas Programs insisted that 

Global Faith's survival is not conditional upon CIDA funding: 

The uncertainty only affects the amount of programming we 
could do with Our partners, Our core partners, and that is 
about it. Because at the core, what we raise from the 
public, we program with that. If that is al1 we had, we'd be 
much smaller and much more limited but [Global Faithl would 
still be around. 

Another aspect of Global Faith's relationship with CIDA is 



the lack of reciprocity in urgent requests for information. 

Richard was expressing his frustration that Global Faith was 

required to submit a proposa1 to CIDA by a certain deadline but 

I1there is no way we could Say: 'We have to have a response from 

you in two weeks.'" 

It is an interesting relationship. Because, on the one hand, 
CIDA can demand of us things and we have to do it - but we 
really canït demand anything of them .... though w e  can 
influence over time what they demand from us .... Now, we get 
money from them to do what w e  want to do, so, in a way, 
welll bite our lips and apologize and walk away. 

The one - way direction report ing and accountability is a 

consequence of the donor-recipient relationship between CIDA and 

Global Faith. Global Faith is on the other side of that dynamic 

with their overseas partners. In that context, Global Faith is 

the funding agency. However, the relationship between Global 

Faith and their overseas partners bears little resemblance to the 

CIDA - Global Faith relationship. 

Overseas Partners 

Virtually by definition as an NGû, Global Faith does not 

consider its relationship with CIDA to be that of partnership. 

Instead, Global Faith feels the need for "an arms length 

relationship £rom CIDA." On the other hand, Global Faith 

considers its llThird World relationshipsI1 as partnerships. This 

is evident in the very name used to categorize these 

organizations: "overseas partners." Richard describes Global 

Faithts approach to their work with overseas partners: 

We do have a relationship focus in the work we do rather 



than a program focus in the sense that we really do want to 
work together and in concert with local organizations. So, 
in India we want to find Indians in an Indian-run 
organization who have developed a strategy for working with 
the poor in their place and we want to work together with 
them. And we want - as an organization - to build a 
relationship with them over time out of which grows the work 
that they're doing and welre supporting. Sol I'm not going 
to - uhh, we donyt want to tell people what to do which is 
very easy to do when you're signing the cheques. 

Another characteristic of Global Faithrs relationships with 

their overseas partners is trust. These relationships are "based 

more on the trust established through a history of working 

together than on rigorous formal working agreementsm (Evaluation 

Report, p.11). Richard also commented on the role of trust in 

spite of the donor-recipient relationship : 

What 1 find encouraging is the degree of trust building with 
the people that we work with. We have access to tremendous 
resources and with that cornes tremendous power. Yet we have 
a whole number of quality relationships. 

Kevin also brought up the issue of trust in a donor-recepient 

relationship during an interview: 

If you have a donor-recipient relationship, the issue is 
getting beyond the point of the relationship hinging on 
finances. Right? Now, you can't totally get away £ r o m  it 
because you have resources that your partner wants. Right? 
You can't Say that is not an important part of the 
relationship because it is. So the issue is to get to the 
point of trust where what they want to do is based on their 
needs and not your prioritieç . . . .  1 think as an organization, 
our goal is to get to the point where we have built up a 
trust relationship with a partner strong enough to do joint 
long-term planning. 

Another aspect of Global Faithys power as a funding agency 

is their desire to I1shieldH instead of control their partners. 

Richard reflected on Global  ait th's role as Eollows: 

We're a facilitator or bridge [between technical or 
financial resources and overseas partners]. And also a 



shield. Because 1 think donors - people who give money, 
people who have resources - do try to exert control often 
times. 1 mean therefs responsibility that goes with 
financing which is legitimate. But there can also be control 
- especially western organizations - we donft separate 
responsibility of resources and control very well. So, in a 
way, we try to be a shield on behalf of both the NGOs 
implementing overseas and the people they work with so that 
al1 the reporting requirements on al1 levels don't hinder 
them in their work .... Our role is to translate what is 
happening in the program in a way that addresses - that fits 
into - the categories that are defined over here .... 
My own philosophy and the philosophy of our organization and 
in our department is that our job here is to generate the 
reports in the format required for us and our variety of 
donors so that we allow the local organization with limited 
time and resources to primarily do the implementation of the 
fieldwork - not to primarily keep their donors happy. And 
that is a significant problem for a lot of national 
organizations because they're usually not working in their 
first language. They have different administrative styles or 
accounting styles or reporting formats that they use in 
their own environment. And when they are forced externally 
to do sornething different to keep the donor happy, generally 
it takes up a huge amount of their time. 

In contrast with the Board of Directors or CIDA, overseas 

partners contribute to and also implement Global Faith's vision. 

A memo to the Group of Eight that was circulated after a retreat 

for the departmental Directors said: "Regarding [Global  ait th's] 

partners, it must be emphasized that the partners are the hands 

and feet of [Global Faith'sl vision statement. The partners are 

the critical link between [Global ~aithl ,    lob al  ait th' SI 

vision, and the poor." Overseas partners are granted this 

instrumental status because of who they are and how they are 

chosen. During one of the training program sessions, Ian 

explained that Global Faith applies a priority framework for 

choosing partners for ovexseas work. The list is as follows with 

the most preferred choice at the top: 



1. Indigenous Christian NGO 
2. Indigenous Evangelical Church 
3. Mission group 
4 .  NGO with Christian leadership 
5. NGO (non Christian) 

Choosing to work with Christian groups over non-Christian groups 

is based on Global Faith's emphasis on the importance of inner 

motivation - as opposed to a professional interest in the field 

of international development. Richard provided his view of who 

Global Faith's overseas partners should be: 

We do work with people who somehow in their heart care about 
the poor and the marginalized and the vulnerable in their 
countries and work together with them. And on that level, we 
obviously share something bath in a philosophical and one 
may cal1 it a spiritual sense because 1 think you do have to 
have some kind of inner motivation to continue to work at it 
because there continues to be more that needs to be done. 

Gerald compared the selection of an overseas partner to a search 

for a soul mate and stressed the importance of feeling kindxed 

with the head of the organization: 

You have to be able to look Cthe Director of the overseas 
partner organizationl in the eye and Say "1s there some 
match? Can we be soul mates?" If not, why would we even move 
an inch toward them? 

1 asked Richard to explain why Global  ait th would prefer to work 

with a Christian NGO before an Evangelical church overseas. 

Welre non-denominational so we will not work very often with 
churches overseas. We would prefer to work with 
organizations like us that are registered as sort of service 
development organizations. In fact, my own personal 
experience is that if you work specifically with church 
organizations, even if they have development arms, you get 
caught up in church politics and it is very hard actually to 
serve and work with the poor because you get caught right up 
in church politics. 

Most of Global Faith's overseas partners are in 

relationships with other funding agencies as well - they do not 



depend solely on Global Faith for resources and support.61 

Richard explained the advantages of a partner organization having 

a diversified funding base: "1 would think that implementing 

organizations - voluntary organizations in Third World 

countries - are better off having a diversified support or 

funding base because i t  allows them to maintain their own 

institutional integrity and independence .... Even as a small 
supporter, you can find a strategic way to be involved 

significantly in the Cpartnerl organization without necessarily 

signing the biggest c h e q ~ e s . ~  

What Makes Them Tick? 

This chapter has delved deeper with a more intimate look at 

the workings of Global Faith. 1 have included both the official 

stories and also the unofficial descriptions of how things happen 

at Global Faith and why. While 1 was learning about the people of 

Global Faith, they were also trying to learn about me. Gerald 

told me: Welre examining you to see what makes you tick. There 

is a process of indoctrination whether it is conscious or not. It 

is the c u l t i s h  nature of an agency like this. We can't get away 

£rom it." It is time now to take another step - into the "inner 

sanctumn - to examine the people themselves, their backgrounds, 

For example, one of Global Faith's partner organizations 
in India has a staff of approximately 600 people and receives 
funding from the Canadian Hunger Foundation, Foster Parents Plan, 
the Swedish government, and the British government, among others. 
Global Faith has a special role with this organization by 
providing programs for institutional strengthening and training 
of staff. 



roles, motivations, and interactions. The next chapter looks at 

what makes them tick. 



CHAPTER SIX:  TffE INNER SANCTIJM 

Each one of us has a unique contribution to make. The name 
of the game is to take the unique contributions and put them 
together and realize that the organization has a unique 
cause. It comes together like a collage. There are parallels 
to a family. We couldnft raise money if we were al1 the 
same. We are like a peg board. The scary part is when you 
pull one of the pegs out or put another peg in, you change 
the picture forever. (Gerald, Executive Director of Global 
Faith) 

A Collage of People 

There are 19 people working in the Head Office of Global 

Faith and additional representatives are based in other provinces 

across Canada and overseas. This section presents brief profiles 

of twelve of the people in the Head Office - the Group of Eight 

and four other senior staff rnember~.~' 

Gerald, Executive Director 

Gerald joined Global Faithfs Board of Directors in 1977 and 

became Executive Director in 1980. Before coming to Global Faith, 

Gerald worked as a university chaplain and a youth minister at a 

Baptist church. In addition to pastoral experience, Gerald also 

has a business administration background with a Master's in 

Applied Behavioural Science (Human Resources Development) . During 
1988, Gerald took a sabbatical leave and completed a second 

Master's degree - this one in International Public Policy. 

62 Interviews were conducted with each one of the people 
described in this section. Please see the Data Collection and 
Analysis section in Chapter Three for more information on how 
this sample was selected. 



Gerald has a kindly face with crow's feet around his eyes, a 

double chin, and tousled grey hair. He speaks in a soft "library 

voicew which sinks almost to a whisper at times. People focus and 

strain to hear him. As he sits back comfortably in his chair, 

they lean forward, alert and attentive. When Gerald speaks, he 

often plays with an elegant fountain pen and his folded reading 

glasses lying upside d o m  on the table. Gerald chuckles 

frequently and teases his colleagues constantly. As a leader, he 

seemed to me to be domineering in a "father knows bestH kind of 

way and definitely a central figure at Global Faith. Gerald 

pondered his pivota1 role during one of our interviews: 

The question intrigues me about being the centre of this 
thing. Why am 1 the centre? And 1 noticed when 1 was away - 
after coming back from being away in 1987-88, 1 would prefer 
to see it (and maybe I am saying this with a little more 
humility than I really feel) at least like a puzzle where if 
you took a piece of the puzzle out and the picture didn't 
look very good. I was the piece of the puzzle that was 
removed. So, in that sense, maybe I am the centre. But it 
wasn't - or isn't - because I do it al1 or make al1 the 
decisions. 

Gerald seems to be highly regarded and admired by the staff. 

They told me they feel loyal to hirn and they sense his loyalty 

being returned to them. One staff member described Gerald as a 

leader whose "committment is stronger to people than to the 

institution - which can be both good and bad for the 
organization. Even if 15 people at [Global Faith] Say that a 

person should be fired, [Gerald] would never do it. He would 

stick with him.. . .With [Geraldl, it al1 cornes d o m  to 
relationships. Everything he does is influenced by that." Other 



staff members also cornmented on Geraldfs committment to people 

and his focus on relationships. The remarks below are al1 

excerpts £rom separate one-on-one interviews with different staff 

members, yet they are al1 similar: 

[Gerald] is the best motivator 1 have ever seen because he 
is fairly even-keeled .... His door is always open. He is the 
type of guy that you want to work for because herll do 
anything for anybody .... It is not just the people overseas 
that he cares about. It is the people here that he cares 
about. 

1 know that to a large degree his own personality is such 
that he gets involved in people's persona1 lives. So if 1 
come to work depressed, hefll ask me what the problem is. So 
it is almost like a very good HRD pexson who is into 
counselling. 1 think his abilities in leadership, to me, are 
based on his orientation to people. He is very much a 
people-oriented person. Very, very much . . . .  So I go and 1 sit 
d o m  and 1 talk to him and 1 come out of there feeling that 
he is on my side. And somebody else feels that he is on 
their side. And if two conflicting people go in there at the 
same time, they still feel like winners when they leave even 
if they are there at the same time. 

He is very much a people person. And he is incredibly 
sensitive to everybody in the organization as well as to the 
people overseas. He carries a terrible load. So, he is 
friendly but firm. Very loving. He is emotional. 
Compassionate. Tries very hard to hide it with his humour 
and jokes but it comes through every now and again. 
Sometimes it comes through very, very strong. He is a 
special person. Very special. 

Gerald's compassion, as perceived by the staff, is partly related 

to a tragic story £rom Gerald's past. Gerald refered to this 

story during Our first interview and mentions it on occasion at 

fundraising events. Below is a quote from another staff rnember 

who decided to tell me more details about the tragedy during an 

interview: 

1 have seen him come through some pretty tough times. Even 



he will see how to turn  this so that it becomes a plus for 
the ministry, for the organization: a very, very tragic 
thing quite a few years ago. 1 guess it was before he was 
with [Global Faithl. But he had a little son that was born - 
their second one 1 guess it was - with a very severe birth 
defect and he only lived about two months. And it came 
pretty close to tearing [Gerald] completely to pieces. He - 
it was one thing that he just about couldnft handle. It was 
very very hard but he came through it. And when he was in 
Ethiopia at the time of the big famine - he has talked about 
this even at dinners on occasion. He saw a mother holding 
her child and her child died in her arms of starvation. The 
anguish. And he said he could look at that and he could 
understand maybe why God had this happen to his own family 
because he knows the pain of that. Just to keep him from 
ever forgetting why this organization exists. And he has 
never really gotten over that. So that is there. That is 
part of the driving force of the organization. 

Gerald refers to himself as a vschizon with his interest in 

working with people and his concern for business always in 

conflict. He also recognizes his own emphasis on relationships as 

a characteristic of his leadership. According to Gerald, 

"management is not something that you read about in a book. For 

me, it is always about relationships. 1 put a weight on myself 

that doesn't need to be there." Gexaldrs analysis of his own 

motivation for working at Global Faith is: "1 have a strong 

belief that my goal in life is to help people .... working here 
gives me an avenue for doing that . " 

Dan, Director of Human Resources and Volunteers 

Dan started at Global Faith in 1982. He had contact with the 

organization through correspondence and several meetings with 

Gerald. Then, his current job (in the public sector) ended on the 

same day that Gerald - not knowing that Dan's job had just come 

to an end - contacted him about a job at Global Faith. Dan 



recalls his decision to accept Geraldfs offer: IlIn my mind, it 

was an act of God that happened and an opportunity that 1 

couldnf t refuse. If Dan was hired to develop a procedure for 

handling volunteers, complete with a process for recruitment and 

raising funds and preparing them to go overseas. In 1984, Dan 

became more involved in the administrative aspects of Global 

Faith. Then, in 1989, he was stationed in Ethiopia as the Africa 

Program Coordinator for Global Faith. Dan is currently involved 

in hiring new staff, recruiting and placing long-term overseas 

professional-technical volunteers, managing the comprehensive 

benefits plan, sorting out inter-persona1 problems, and 

coordinating the overseas summer t e a m  of youth volunteers, Dan 

also issues memos on Geraldfs behalf and more recently has begun 

producing a newsletter issued to al1 staff and volunteers. Dan 

holds a weekly staff meeting (modelled on the Group of Eight 

weekly meeting) with the people that are responsible to him 

(long-term office volunteers and support staff). 

Dan is a gentle, accommodating, and unpretentious man. He 

was kind and helpful throughout my fieldwork at Global Faith 

(making me a set of keys, inviting me to a staff party, etc.). He 

has a slight build, glasses, and thick greying hair. His office, 

which is next door to Gerald's office, is simply furnished with 

only a desk and a spare chair for guests. He is "the last on the 

listu for a computer at Global Faith, but he said he doesn't 

really miss one because he can use other people's computers when 

they are free. 



Gerald respects Dan. He told me that he "would listen to 

[Dan's] advice, on a private and informal level, more than anyone 

else at [Global Faithl . [Dan] anticipates what is going on 
without saying anything. It is a gift he has." Geraldfs trust in 

Dan is evident in his unwritten role as "Assistant to the 

Executive Director." For example, Dan cornes up with the list of 

guests for Geraldfs Christmas party, he has persona1 power of 

attorney on Geraldfs bank account, and he automatically takes 

care of Gerald's mail. Gerald describes Dan as "the most 

determined person at [Global Faithl. He is very, very strong and 

yet he would appear to be very passive. He is also the most 

altruistic at [Global Faithl. He wants to help people and he 

doesnft ask for much in return." 

During an interview, Dan commented on his job at Global 

Faith: "1 love the type of work 1 am doing so I think it is easy 

for me to make my persona1 goals line up with the agency goals." 

Dan described his motivation for coming to Global Faith and for 

staying many years: "1 believe very strongly in the principle of 

being rny brotherfs keeper or brotherrs brother - that is a better 

way of putting it. That is originally why 1 came to [Global 

Faith]. From my visits overseas, 1 can see that the poor truly 

are poor. 1 am striving to live a Christ-like life . . . .  [Global 
Faith] is a channel for me to use whatever abilities 1 have to 

help the poor and to raise them above the poverty level.If 



Asafa, Director of Finance 

Asafa, born and raised in Ethiopia, started out as a 

volunteer at Global Faith doing painting and research work. 

Asafafs father, a high ranking official in an African based 

church, first met Gerald and introduced Asafa to the 

organization. Asafa has a Business Administration degree from a 

religious college and is a registered CMA. Asafa was hired in 

1986 as Assistant Director of Personnel and Administration. His 

current job as Director of Finance includes safeguarding Global 

Faith's assets, adhering to interna1 and external policies, 

implementing a formalized mechanism for approval of expenditures 

and being accountable to the Board and funding bodies. Much of 

Asafa's time is spent preparing regulatory reports (for Revenue 

Canada, Consumer and Corporate Affairs, Canadian Council of 

Christian Charities), financial statements (for the Board), and 

weekly income reports and monthly expense reports (for 

Departmental Directors). 

Asafa is in his mid thirties. He has a beard, a friendly 

srnile, and elegant clothes (tie, blue blazer and loafers). Asafa 

jokes a lot about his African heritage. On one occasion, he 

slipped a note under Geraldrs closed office door during a meeting 

and labelled it "African fax.ff  

Asafa seems to feel really cornfortable with Gerald and 

speaks of him as a friend and a colleague in addition to a 

supervisor. Dan described Asafa and Geraldrs relationship: "1 

think they are very close. When you talk about right-hand people, 



I would think that [Asafa] would be his right-hand person.l1 

Together, Asafa and Gerald set the tone of Group of Eight 

meetings with their banter and teasing of others. Asafa explained 

this dynamic and their use of humour in groups : "1 use [Gerald] 

as sort of a - if 1 make fun of somebody, 1 tell [Gerald], right? 

So 1 am saying it out loud to him but attacking somebody else or 

making fun and he does the same thing with me." 

While Asafa was always polite to me during the fieldwork, he 

seemed to be the most guarded of al1 the people at Global Faith. 

This is partly due to his role as a "security officervl for Global 

Faith (making sure the financial crisis of the la te  1980s doesnft 

happen again) and also due to his cautious nature. Asafa seemed 

to take delight in the cases when it was obvious that 1 didn't 

understand something during a meeting - either an inside joke or 

an unfamiliar acronym. During one Group of Eight meeting, Asafa, 

with a very serious expression, said "CHDTN to the group. He then 

explained, to everyone s amusement, that this meant Vathie is 

Here, Don't T e l 1 . I r  1 found it easier to be with Asafa one-on-one. 

He w a s  more relaxed and refrained from the constant jokes and 

teasing remarks. 

Gerald described Asafa as "the most politically astute in 

the organizationn and he continued to Say IfIf I was leaving 

today, if the Board was wise, they would choose [Asafa] to 

replace me. Another staff member commented on Asaf a : w [Asaf al is 

imposing. You know, he speaks with authority. But he is a bit of 

a cornedian too . . . . [  Asafa] is the custodian of the organization." 



Gerald thinks that Asafars motivation for working at Global Faith 

comes through "a responsibility laid on from his father. He gets 

to be an accountant and also he wants to help.Ii 

Asafa does not see his own job as being restricted to just 

financial matters. "My interests are not limited to finance. My 

abilities 1 hope are not limited to finance either .... 1 have a 
lot of input, Or 1 find myself trying to give input anyway in 

areas outside of finance." Asafa describes his own motivation for 

working at Global Faith as follows: "My commitment to [Global 

Faith] begins with the commandment of Jesus Christ of loving thy 

brother and neighbour. [Global Faithl enables me to do that. 

[Global Faith] is a vehicle. [Global Faith] is unique for me 

because it provides me with the opportunity to share a vision 

with other people. 1 would leave [Global Faith] when that vision 

is lost .... My focal point is service tu God. We're here because 

welre committed to a commandment made by Jesus Christ." 

Richard, Director of Overseas Programs 

Richard joined Global Faith in 1985, with previous 

experience working in international development for the Mennonite 

Central Committee. Richard has a Bachelorls degree in Development 

Studies from a religious University in the United States, and a 

diploma £rom a local Bible college. In his current job, Richard 

travels a great deal - both overseas and to Ottawa - and is 

responsible for the administration of overseas programs which 

involves report and proposa1 writing and frequent contact with 



CIDA and Global Faith staff posted overseas. 

Richard is a ta11 serious man in his late thirties. He has 

pale blue eyes, a square jaw, thick blond hair, and a mustache. 

He often wears a tie and a blazer around the office even when he 

does not have to dress formally for a meeting with sorneone from 

outside the organization. Richard seems proud of his extensive 

experience living overseas and of his ability to speak Nepali and 

~angladeshi. His knowledge of languages was apparent in many of 

our conversations when he would roll a few exotic phrases off his 

tongue with gxeat pleasure. The following excerpt from my 

fieldnotes is one example: 

1 told [Richard] my research proposa1 had been approved and 
that it was "al1 official noww He said "Good! So, you're a 
thesis-walla now!" 1 laughed because 1 thought he said 
something about "wallowing in my thesisw but it didnlt quite 
fit so 1 asked hirn to repeat what he had just said. He said 
uthesis-wallalt again. 1 didn't understand and looked stupid. 
He said something quickly about being a "thesis-expertw and 
that in India they use the term Irwalla" that way. 

During my time at Global Faith, admired Richard for his 

understanding of other cultures and his dedication to his work. 

Because of his grueling travel schedule and the consequent pile 

up of work between trips, Richard often seemed preoccupied and 

distant. His colleagues attributed this type of behaviour to the 

pressure Richard seemed to be feeling in his job: 

[Richard] is an interesting guy. It is not that he doesn't 
have a sense of humour but 1 think he has a hard time 
laughing at things sometimes. But he works under this 
enormous pressure. 1 donrt know how he gets it al1 done when 
he has to do so much travelling and everything. 1 don't know 
how he gets al1 his work done here. So he cornes back every 
tirne to ten times the work to do. So that puts pressure on 
people. Still, he is very much a part of the group and we 
enjoy having him around. 



The staff also seem to respect Richard. One staff member 

said: "One thing about [Richard] is that he is a paper-pusher 

deluxe. So he really keeps on top of projects. . . . [Richard] is 
very tied up with what he is doing. Very dedicated to the task. 

And loyal." Gerald appreciates Richard's loyalty and dedication. 

He told the Board Directors: desert [Richard] and 

wonft desert me. We will stick with each other." Gerald also 

said: "When 1 sit dom with Richard, 1 don't have to make sure 

that he has dotted the ifs and crossed the t's." Geraldls 

analysis of Richard's motivation for working at Global Faith is: 

is quite committed to walking and talking with the poor. His 

sense of worth is tied to helping the poor." 

Richard describes his own commitment to Global Faith as 

follows: "As an anarchist, 1 canlt commit myself to an 

organization but 1 can commit to a cause and to sharing deeply 

with other people . . . .  At the Banquet during the audio-visual 
presentation, 1 started to cry during one of the village meetings 

scenes. 1 wasnlt in Canada, 1 was in the video. That typifies my 

own struggle with the issues." 1 asked Richard during an 

interview about how he feels about his work during his trips to 

their overseas project sites. He replied: 

1 think it is incumbent on me to find a way to somehow make 
people feel comfortable that just because Irm from the 
outside with resources, they donlt have to treat me special. 
They dontt have to garland me forever and feed me forever 
and do that. Somehow in spite of the resources that we have, 
we are trying to support them, we are trying to work 
together with them .... 1 have a Santa Claus tie just to in 
humour remind myself that when 1 go overseas I f m  the Santa 
Claus carrying the bag of presents. If you take that 
seriously, you're in trouble. You have to be able to laugh 
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about it and Say 'No, thatrs not right.' 

Elizabeth, Director of International Relations 

Elizabeth has been at Global Faith the longest - since the 

begiming of the original organization. Richard is currently 

doing Elizabeth' s "old j obI1 (administering overseas programs) and 

Elizabeth is now responsible for finding institutional funds for 

overseas programs, acting as a liaison with government agencies, 

coordinating inter-agency collaboration, developing NGO 

consortiums, and planning and evaluating overseas projects. 

Elizabeth has a certificate in Business Administration. 

Elizabeth is in her late forties. She speaks carefully and 

eloquently in a high voice with a restrained British accent. 

Elizabeth's success at raising government funds almost has 

folklore status at Global Faith. One staff member described 

Elizabeth as: 

A very special person. Tremendous abilities and over the 
years has built a network of important people in high places 
in the governments of many countries. Very highly regarded. 
She has personally raised millions of dollars for this 
organization. 1 mean millions. 

Another characterized Elizabeth as follows: 

Very formal in her approach to things. She is intelligent. 
Independent in some ways. Very confident. A caring 
person .... She is able to Say things to [Gerald] that 
probably a lot of us couldn't do. 

Elizabeth's success is attributed to her skills as a 'vpolitical 

operator." One staff member told me: " [Elizabeth] is a master of 

cultivating relationships. Al1 the stuff coming dom the pipe 

[from CIDA] is because of her . . . .  The good news about [Elizabeth] 



is that while she has an unorthodox style, she can squeeze money 

from a rock.ll Gerald described Elizabeth's strategy with people 

as being Ifcornpliant and willing to please1I or acting "giving, 

submissive, and passive and that gets her whatever she wants with 

CIDA.gt During an interview 1 asked Elizabeth: IgWhere did you 

learn this ski11 - of moving things forward, of getting people to 

agree, of building consensus? Where does that come from?" 

Elizabeth answered: 

It is very' very difficult for me to talk about myself. 1 
can talk about a number of other people but it is difficult 
to talk about myself. 1 think you should ask [Gerald] that 
question. 1 am not a negative person. 1 tend to look at 
things from the perspective of what we can do, not what we 
can't do. 1 tend to Say to people: 'Oh, 1'11 think things 
through.' 1 mean 1 don't react quickly to anything. 1 tend 
to think about things a lot and I tend to be very quiet 
about things until 1 have an answer. 1 would work at 
something for a long time until I got a positive 
response .... Somebody once said to me that 1 was tender and 
tenacious....And somebody just recently said my style was an 
iron hammer in a velvet glove. But 1 wouldn't Say that and 1 
don't know where it comes from except that with working with 
the government, 1 will not take no for an answer. ~here has 
to be a way. But that is not just with the government, it is 
with everything. 

Geraldts analysis of Elizabeth's motivation for working at 

Global Faith is as follows : III don' t think [Elizabeth] goes to 

church. This is her Christianity." 1 asked Elizabeth about her 

own motivation and she replied: 

It might sound idealistic but 1 don't believe that 1 have 
any option to do any other than what 1 am doing .... 1 don't 
see how we can not try and do something to help. 

At the Directors' Vision Retreat, Elizabeth also commented on her 

motivation : 

It is important for me to know that 1 am where God wants me 
to be. We should ask: What steps can we take to be in a 



better position to benefit the poor? Christ will always be 
there and the neglected poor will always be there. We are 
the link between the two. 

Stan, Director of Communications and Fund Develo~ment 

Stan started with Global Faith in 1981. He has a business 

background mainly in sales and has always been active in 

churches. While Elizabeth is responsible for raising money £rom 

the government, Stan is responsible for £und raising with the 

general public. This involves "looking afterw donors through 

telephone calls and letters (appeal letters, thank-you letters, 

pledge reminders, and receipts), mailing out project reports and 

updates to interested donors, and acting as liaison with Global 

Faithrs Provincial Directors. The appeal letters that go out 

every month are signed by Gerald and drafted by Stan. More 

recently, Stan has been spending less time on writing letters and 

more time on raising money through presentations and banquets 

across the country for a new program at Global Faith that 

involves linking families in Canada with communities in India 

(this program is not eligible for CIDA funding because it is 

basically sponsorship) . 
Stan is in his early forties and exudes energy and 

intensity. He walks quickly, with detemination, rattling the 

spare change in h i s  pocket. He is called a llcharacterH by his 

colleagues. One staff member said that Stan is "probably the 

busiest man in the whole organization. He works absolutely 

incredible hours. He is totally, obsessively dedicated to the 



mission of [Global Faithl . 
Stan is often interrupted and teased good-naturedly during 

presentations at the staff retreat or at weekly Group of E i g h t  

meetings. One staff mernber explained the concentration of teasing 

on Stan as follows: 

(Stan] is intense .... He doesn't have the same sense of 
humour because he is so intense. 1 think he is focusing not 
necessarily on what we happen to be talking about at the 
moment, but he is focusing on what he thinks is important at 
that particular point. 

Stan spends more time in meetings with Gerald than the other 

Directors (three to four hours each week) because his fundraising 

work is so public and things going out in Gerald's name need to 

be scrutinized and carefully checked. Gerald is impressed by the 

strength of Stan's "cornmitment to the causeIV and his ability to 

buy into an organizational strategy or a new program idea even 

though he disagrees with it. Gerald described this as "...a 

phenomenal trait. 1 have never met the equivalent of that: being 

able to hate something and yet realize the consequences of hating 

it and therefore, be able to buy in and go with it. He can do 

that. 1 don't know anybody else who can do that." 

Gerald also described Stan as "a big person who loves the 

world." According to Gerald, Stan's motivation for working at 

Global Faith is: "He likes his job because he helps the poor and 

he can be a 'suffering servant.'" 

Stan cornmented on his own motivation at the Directors' 

Retreat : 

Loving my neighbour - that was my vision when 1 came to 
[Global Faith]. 1 was sponsoring World Vision kids and 1 had 
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a concern to do something significant with my time. I wanted 
to spend my working hours doing something significant. 1 
tried prison ministry and hospital visitation but 1 didnrt 
have a gift for that. In my job at [Global Faith] , 1 am 
helping people here and overseas. 1 have a ministry in both 
places. 

Parn, Director of Marketinq 

Pam started at Global Faith in 1989 as a summer volunteer. 

She then worked part-time on graphics for fundraising rnaterials. 

Parn was hired full-time in 1990 to write up a Strategic Plan and 

put it into action. At that tirne, Pam's title was Assistant to 

the Executive Director. Parn was subsequently promoted to Director 

of Marketing. Pam has a Bachelorrs degree in Psychology and 

Religious Studies and also a Diploma in Graphics and Visual 

Design. Pam went to a local Bible college as well. It was through 

a friendship that started at the Bible college that Pam first 

heard about Global Faith and their need for someone with graphics 

skills. Charlie, described in the next section, was Pam's 

classmate and her contact at Global Faith. Pamts parents are 

missionaries (Mennonite) with experience working in Africa. As 

Director of Marketing, Pam is responsible for producing Global 

Faith's newsletter, designing the Christmas gift catalogue, 

writing public service announcements, advertisements, inserts, 

and mail in magazines. Pam described this work as "development 

educationN and "being in charge of the organization's image." Parn 

is also still involved in graphics design and writing a Marketing 

Plan as a companion to the Strategic Plan. 

Pam is in her early thirties and is poised and well groomed. 



She is quiet during meetings and is rarely the target or source 

of teasing. Pam is the most recent addition to the Group of 

Eight . 
Gerald is irnpressed with Pamfs ability to always meet 

deadlines. Other staff appreciated her organizational skills in 

putting together the Strategic Plan: 

[Parn] coordinated the whole thing on the Strategic Plan and 
did al1 of the rnany. many, many revisions and contacting 
people and back and forth. [Pam] was the brains to get it 
al1 d o m  to something that we could work with and live with. 
Because if al1 the people in the organization had their way, 
it probably could have ended up being a yard thick. 

Gerald described Pamfs motivation for working at Global  ait th as 

follows: IfShe is more and more feeling good because she has 

helped people. She used to view it as just a job." 

Parn said 1 believe that God led me to [Global 

Faith] ..,.What is my own contribution to the big picture? 1 want 

to use my God-given talents to make the Strategic Plan user- 

friendly and something that can be updated and monitored. I ' m  

motivated by the people that we work for and also by my personal 

vision. If [Global Faithl changed its vision, it would becorne 

closer to a nine to five job for me and 1 would end up putting my 

extra energies in elsewhere." 

Charlie. Director of Svstems and Administration 

Charlie has a background in cornputer programming, systems 

design and business communication. He has a Diploma in Computer 

Science and also a Diploma from a local Bible college. charlie 

çtarted part-time at Global Faith in 1987. His current 



responsibilities include administration of the ~ e a d  Office 

buildings (renovations and repair), helping to make systems more 

automated, personalizing automated letters, tying the accounting 

system to the donor tracking system, and phasing out the old 

computer system, 

Charlie is in his late thirties. He has a full, friendly 

face with dark brown straight hair which is short on top and 

longer in the back. Charlie moves quickly and purposefully 

through the offices but he does not have an air of nervous energy 

like his colleague, Stan. Charlie is a casual dresser - mostly 

khakis, cotton shirts and rarely a tie or coat. Charlie is 

cornfortable with the banter produced by Gerald and Asafa (and 

usually aimed at Stan or Dan) and he often joins in in a cheerful 

way Ihe is never malicious in his teasing) .63 Charlie decided to 

cal1 me "CathI1 early on in my the at Global Faith - which felt 

welcorning and relaxed to me. 

One staff member described Charlie as Ilthe computer genius 

that locates or designs programs for us for al1 the specialized 

stuff that we need and he is into al1 that and administration and 

running the office. An incredible handyman." Gerald told me that 

Charlie ltis closest to [Dan] in terms of being altruistic. He has 

a lot of compas~ion.~ 

Charlie characterized his own motivation for working at 

Global Faith as follows: "1 grew up in a church. 1 wanted to work 

63 For example, Charlie once joked about putting bar codes 
on return envelopes by hand so that they would look personalized 
instead of automated. 



for a Christian organization in order to use my talents for the 

Lord. " 

Ian, Advisor 

Ian was invited to the Directorsr Vision Retreat even though 

he is not a member of the Group of Eight because he has the 

status of an "elderIf at Global Faith. Ian is retired now but he 

is still involved in developing an orientation program, and for 

training new people coming into the organization (including me). 

He is developing a course for the Provincial Directors to use 

when training representatives and banquet organizers. Ian first 

had contact with Global Faith by being a donor in 1982. In 1983, 

Ian was hired fulltirne at Global Faith as Director of Church 

Relations. Ian remembers: "It was a scary time. The job 

description was not complete. [Geraldl gave me a pat on the head 

and said 'therefs [the province] - go tell them. "' Ian's 

background is in sales, advertising, and Bible teaching. He was 

also a music teacher (accordion) . 
Ian is an earnest man in his mid-sixties with glasses, and 

neatly combed hair. His clothes are tidy and casual with a mid- 

western flair (string ties). Ian talks slowly and deliberately in 

a calm, alrnost wistful, voice. He seemed to me like a wise man in 

a small tom. Ian is not a target of teasing. He is confident in 

his knowledge of the Bible and he seems to be respected by the 

others. He does not have enough authority to be like a father 

figure - he is more like a well-regarded "uncle figure." 



Gerald describes Ian as nvery sensitive. His feelings are 

hurt easily. Being sensitive also means that he can pick up on 

nuances in meetings which is very valuable. He is an 'elder.' He 

has a lot of experience." 

Ian calls himself "a fanatic. 1 get heavily involved in 

anything 1 do ... 1 go al1 out. That's my nature.. .. CGeraldl knows 
that 1 can preach and he knows 1 can se l l .  He knows that 1 love 

to teach. So he gets me doing that kind of stuff." 

Kevin, Overseas Prosrams Manaser 

Kevin has a Diploma in Building Technology from a technical 

institute as well as a Diploma from the local ~ible college. 

Kevin first had contact with Global Faith through his wife's 

Baptist church - Gerald was the Youth Minister there and 

suggested in 1980 that Kevin contribute some time as a volunteer. 

Kevin became a full-tirne staff member in the Overseas Prograrns 

Department in 1985. He had no prior experience in international 

development or working overseas. Kevin has since been posted 

overseas with his family twice: in 1986-1987 and again in 1990- 

1992. While both postings were in ~thiopia, the goals and 

challenges of the job were different in each term: 

In 1986, structures were in place to make sure 1 had the 
support 1 needed. The program that 1 went into there was 
well-managed. There were technical people in the field. The 
program was functioning and my job was basically to manage 
the program administratively. And that is my strength. 
Administration. When we went back in 1990, the situation was 
different. We had new staff. We had a less stable 
environment. There was a dual job function: in addition to 
managing the Ethiopia program, we were starting a regional 
office. So, it was a growing step for the organization and 



we sort of fe l t  our way .... 1 am very task-oriented so 1 was 
fairly methodical in my approach. 

Kevin had just returned from his position as the Africa Regional 

Representative when 1 began my research at Global Fai th .  

Kevin is in his early 4 0 % .  He speaks slowly and 

deliberately, weighing each word and wearing a thoughtful 

expression. Kevin - in addition to Richard, Pam, and Charlie - 

was born a Mennonite. Kevin once told me: "1 am very proud of my 

heritage and 1 suppose the fact that there are a number of 

Mennonites in this organization makes me feel happy. We're taking 

overvV [laughing] . Kevin's role in t h e  Overseas Prograrns 

Department meant he was fairly self-contained but when he had 

dealings with other staff, he seemed to prefer the Company of the 

other iiMenno'sii (their term). Because of my volunteer work with 

his department and because of Kevin's fresh perspective on the 

people and work of Global Faith (due to his recent return), I 

developed a type of key informant relationship with Kevin. 1 made 

a point of checking in with him every t h e  1 visited Global Faith 

- either to discuss how 1 could help with work or to simply chat 

and learn his views on various issues. 

Kevin was valuable as a key informant partly due to the fact 

that he seemed to always keep a part of himself separate £rom his 

umembershipli in the Global Faith family. Gerald described this as 

being ii...compartmentalized. There is only so much room in his 

l i f  e for [Global Faith] . If IlHe has got a pie and everything has a 

piece of it. A piece of it is his family.  A piece of that pie is 

work. A piece is his religion. A piece is his church. A piece of 
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it is his friends: Gerald explained that this is why he has not 

asked Kevin to join the Group of Eight: "He could never be part 

of that group unless those things somehow were stew. You canft 

have separate pie ce^.'^ Gerald's view of Kevinfs motivation for 

working at Global Faith is: "He wants to help the poor £rom 9:00 

to 5:00, but he canrt do it past 5:OO. He likes his job because 

he gets to travel and deal with [secretariat] people." 

Ben, Africa Resional Re~resentative 

Ben was born and raised in Ethiopia. He worked for a 

Christian voluntary agency in Addis helping street children learn 

income-generating skills before coming to the United States to 

complete a degree in Development Studies at a religious college. 

Ben's initial contact with Global Faith came through one of the 

Board members who knew him while he was still in Ethiopia and 

recommended him for a position in the Overseas Programs 

Department. Ben came to work for Global Faith in 1981. From 1982 

to 1984, Ben was the Central Africa Coordinator (based in 

Canada). He traveled frequently to Africa to monitor and evaluate 

projects, to research development needs in the region, and to 

identify organizations that "we could trust and that we could 

develop a relationship with." In 1985, Ben was stationed in Addis 

to set up a well-digging program and returned in 1986 when Kevin 

was sent over to manage the program. In the summer of 1992, Ben 

was on his way back to Ethiopia (to take over from ~evin's second 

t e m  overseas) as the Africa Regional ~epresentative. ~evin 



commented on the difference between his own style and Ben's style 

in their postings overseas: 

The people who filled that role [in Ethiopia] have very 
different approaches. If you compare [Ben] and myself, for 
example, wefre night and day. I'm very task-oriented and he 
is people-oriented. And each has, obviously, its strengths 
and weaknesses. Sot in that sense, the organization is very 
dependent on the people that are there. And particularly 
because the organization is that person for those people 
over there. 

Ben considers his role as a representative of Global Faith 

overseas as "a dream come true .... There is something so magnetic 
about being there [in Ethiopia] that is so attractive. It is 

satisfying to you. It is healthy. It is real .... Every little 
thing you can do for people there - whether it is a project or 

whatever - is very rewarding .... You give a person some hope and 
try to help him go £rom there." 

Lisa. India Proaram Coordinator 

Lisa, originally from Hong Kong, grew up in the United 

States. Lisa has a Bachelorts Degree in Linguistics and a Diplorna 

in Christian studies from a local college. Before being posted 

overseas, Lisa helped organize the educational resource materials 

at Global Faith and designed curriculum materials for schools and 

churches focusing on international development issues. From 1989 

to 1992, Lisa was stationed in India as Program Coordinator of 

Global Faith's CIDA-sponsored agro-forestry project there. Lisa 

was responsible for overseeing the work of 25 local voluntary 

groups that were involved in the project. This entailed setting 

up accounting systems, disbursing fwids, reporting to Global 
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Faith's Head Office and to CIDA, designing and delivering 

training programs, and encouraging networking and information 

exchange among the 25 local NGOs.  1 met Lisa in July 1992 at the 

staff retreat right after she returned £rom India and 1 

interviewed her in September. Lisa left Global Faith a few months 

later. Gerald refered to tensions between Lisa and many of the 

staff and explained that he and Lisa had finally had a "warU 

which resulted in her leaving the organization. During our 

interview, Lisa only alluded briefly to this tension in a comment 

about feeling isolated during her posting in India: "1 received 

very little feedback and there was very little going back and 

forth from the field to the Head Offi~e.~ Gerald attributed the 

tension surrounding Lisa in the Head Office to the fact that her 

mot ivation for working at Global Faith was different £rom the 

other staff: lf[Lisal did a superb job in India - they love her 

there. . . . [Lisa] sees [Global Faithl as a stepping stone in her 
career path. Which isntt bad in itself but it means that she 

doesn't fit in." 

1 asked Lisa during our interview: "mat led you to do this 

kind of work? Especially the overseas work?I1 Lisa replied: 

A real mixture. Partly because 1 think we feel, as a 
[nuclearl family, that God has said something about helping 
the poor. So, this is one way that we can do that and we 
have felt it a little bit more directly there than here. 
Part of it is an interest in other people and other cultures 
so going to live overseas is a very exciting thing so it 
isn't just motivated by Christian issues. So, we didntt go 
because we felt God is calling us and al1 the usual sort of 
jargon that you hear, but it is an area of work that we are 
interested in. 



The Workings of the Peg Board 

The profiles presented above help provide a snapshot of the 

"collage of peoplev at Global Faith. But, as Gerald said, the 

people also corne together like a peg board with moving pieces. 

This section examines the structure of Global Faith, the 

resulting roles and interactions, and the nature of decision- 

making. 

The organizational structure of Global Faith is essentially 

flat with seven departments directly under the Executive 

Director, Gerald64. The seven departmental Directors and Gerald 

together make up the elite Group of Eight. Gerald describes the 

Group of Eight as one layer in the organization and the rest of 

the staff as another layer. "We have two layers in the 

organization. And the one layer has eight people and most every 

decision involves just about every one of those eight people." 

There is a close relationship between al1 the departments and 

each department also has direct dealings with the Executive 

Director. Richard explained: 'II relate on a level to al1 the 

other people dealing with the various departments in the 

organization . . . .  and then 1 basically deal directly with the 
Executive Director." The weekly meetings of the Group of Eight 

provide a forum for al1 the Directors to interact. Beyond these 

meetings, there are clusterings of roles or ncoupletsll [Gerald's 

terrn] among the Directors related to overlap in their areas of 

64 Global Faith's organizational chart can be found in 
Chapter Three in the "Data Collection and Analysisu section. 



responsibility. ~ccording to Gerald, these couplets are: Pam and 

Stan, Elizabeth and Stan, Elizabeth and Richard, Dan and Richard, 

Asafa and Richard, and Asafa and Charlie. An example of one of 

these couplets is Elizabeth and Richard where Elizabeth is 

responsible for raising funds from government and Richard is 

responsible for reporting back to government. These parallel 

responsibilities within an overlapping area can lead to tension 

or "panicN as Gerald describes below: 

[Richard] is really responsible for the administration of 
programs. EElizabethl is responsible for finding funds for 
programs. Obviously, it leaves a gap. You have 
administration over here and finding funds there. Who 
decides on the programs? That is where the wheels grind 
together. That is where the panic cornes in. 

In cases where there is tension from overlapping roles, Gerald 

sees himself as a "negotiatorIt between the two people in the 

couplet. Asafa explained that Gerald's participation as a 

negotiator can have a motivating effect on the people involved: 

He is also able to use positive tensions very well in the 
organization as motivators. So if there is tension between 
you and 1, he is able to harness that tension for a positive 
end .... for example, if you and 1 have job descriptions which 
con£ lict - no, 1 should say which overlap - then in that 
overlapping area, if we are having a lot of difficulties, he 
is able to divide that up by getting us to realize what 1 am 
stronger at and what you are stronger at. So there is sort 
of a level of mutual respect that is gained out of that and 
also sort of a win-win type of situation. And therefore, 
because you are stronger at that area of the overlapping 
area, you tend to try and work harder and continue to prove 
that . 
Three of the departments (Marketing, International 

Relations, and Systems and Administration) contain only the 

Director of that department and yet there does not seem to be an 

ethos of isolation or segregation. Even the staff posted overseas 



feel a strong connection to the organi~ation.~' Kevin described 

this feeling as mcornforting:m 

Organizationally, it is interesting that even though roles 
are defined here, what we do is always seen as part of the 
whole of what we are organizationally .... The whole is always 
placed before the individual .... In terrns of being overseas 
for the organization, that is of some consequence because 
you realize that even though you're over there and at times 
can feel disconnected, there is an underlying knowledge and 
comfort in the fact that you are connected and that every 
diverse part of the organization is part of the whole. 

Ian compared Global Faith to "the body of Christ with al1 

different parts and no one part has al1 the truth. Everything is 

working together . beaut if ul to see action. 

one "ha$ al1 the truth," many staff commented that Gerald was the 

only one "who sees the whole picturew or "who is on top of 

everything." Gerald accomplishes this through mechanisms such as 

the following order issued in a memo to a l 1  the staff (dated June 

26, 1990): 'IPlease note, for the 60th tirne, that a copy of al1 

correspondence both external and interna1 must corne to me. Don't 

forget. " 

Gerald's awareness of the whole picture does not necessarily 

mean that he is involved in every decision dom to the last 

detail. Pam described Geraldrs role in decision-making as 

f ollows : 

Certainly as far as stuff affecting [Global Faith], [Gerald] 
would definitely have a grip on whatever is going on. But 1 
mean the smaller things that the Directors are responsible 
for, he usually knows al1 about them but he probably 
wouldnlt need to be involved. He usually tries to get to see 
it once . . . .  So with some of the stuff, he says: '1 trust you. 

65 Lisa's description of her posting in India as isolated is 
an exception to this feeling of connection. 



You decide. You make a decision.' But other than that, he 
does have a very good grip on what is going on. 

Gerald expects the Directors to know what their own 

responsibility is without having to tell them. He told me: "1 

donrt enjoy babysitting. 1 have tried to foster inter- 

dependencies, but not dependencies." However, he does get 

involved in decision-making to a greater or lesser extent 

depending on the department and on the Director. Gerald 

explained : 

In overseas programming, 1 make no decisions .... 1 wouldn't 
allow myself to make those decisions that 1 donft have to. 
We have incredibly competent leadership in that department 
and that is what we're about so wetd better have that. [In 
other cases], 1 would certainly ask a way more questions .... 
Just my own guts questioning why .... So 1 would follow the 
Strategic Plan quite closely and ask the questions. 

Richard, Director of the Overseas Programs Department, confirmed 

Gerald's lack of involvement in his department: "On the 

administrative side of things in the Overseas Programs 

Department, 1 basically have a blank cheque ta operate." Stan, 

Director of ~ommunications and Fund Development, commented on his 

interactions with Gerald describing a situation of greater 

involvement: llSometirnes, [Geraldl won't give you enough rope. 

He'll be asking you every second day to come to a meeting to 

account for what you are doing and you don't have any time to do 

anything because you're busy in meetings explaining what you are 

doing. " 

The role of Executive Director gives Gerald greater 

responsibility and hence, more authority. However, Gerald also 

insisted that everyone is "equal:" 



A textbook would Say donft ever get caught saying everyone 
is equal, because they're not. 1 have no doubt that we are 
equal. 1 also have no doubt that we have roles in this 
organization. My role indicates that 1 am responsible. I 
don't think that 1 am more important than [the secretaryl, 
but 1 sure as heck have a different role. 1 can't pretend 
that 1 don't have more authority. 

Gerald uses his authority in group decision-making 

situations, which occur often at Global Faith. In addition to the 

Group of Eight (the Strategic Planning Committee), there are four 

other committees that meet regularly: the Program Steering 

Committee, the Finance Committee, the Publications Committee, and 

the Marketing Committee. Gerald chose the Chair and the mernbers 

of each cornmittee himself. 

The Program Steering Committee is chaired by Richard and 

consists of Gerald, Asafa, Dan, and Elizabeth. This committee 

meets fortnightly to review current and completed overseas 

projects and to recommend new projects for approval. 66 New 

projects are written up in report format and are circulated for 

approval to al1 the members of the committee. Asafa explained 

that llusually everyone [on the Program Steering Cornmitteel does 

approve it because by then, it has already been worked through. 

When it cornes to the paper-flow situation, it is usually a 

formality because there is consensus and there is agreement that 

people are going to approve the program." 

Asafa chairs the Finance Cornmittee and Gerald, Dan, and 

Recommendations go to the Executive ~irector, Gerald, who 
has the authority to approve projects that are under $200,000 (or 
use less than $25,000 of general public funds). Otherwise, Board 
approval is required. 



Richard are the members. This committee looks at the amount of 

money expected to be coming in (e.g., from CIDA for programs) and 

the amount that will be spent on overseas programs before year 

end. According to Gerald, calculating future bank balances is 

important because the Board wants to see a healthy bank balance 

even though it is committed money. 

The ~ublications Cornmittee is chaired by Elizabeth who also 

acts as Gerald's designate on the committee. Other members are 

Dan, Pam, Richard, Stan, and two other people who are not part of 

the Group of Eight (one is a secretary who has been given more 

responsibility in writing the monthly appeal letters and the 

other is the local Provincial Director). Richard was asked to be 

on this committee to confirm that the contents of the newsletter 

and the monthly reports are factual (with respect to overseas 

programs). Pam is responsible for graphics and design. The 

Provincial Director is in close contact with the churches of the 

region and Stan gives the fundraising perspective. Dan sits on 

this committee as another designate of Gerald or an alternate 

Chair. Drafts of the material to be considered by the Committee 

are circulated before the meeting and comments are returned to 

the Chair, Elizabeth. One of the criteria for approval that is 

considered by committee members is whether there is enough 

"Christian contentN in the material. Meetings are scheduled to 

coincide with various publications or mailouts during the year. 

The Marketing Committee is chaired by Pam, Director of 

Marketing. Gerald, Stan, and Ian are also members of the 



committee. This committee looks at projections for what the 

Provincial Directors are expected to raise £rom the general 

public. They also discuss various options for advertisements in 

magaz ines and newspapers (e . g . , F a i  th Today) weighing that 

against a concern that donors might think they were spending too 

much on publications. 

Gerald views his role in the Group of Eight and on the 

various committees as the person with the authority to determine 

whether there is enough agreement to proceed with a decision. The 

content of the decision is worked out by the group as a whole and 

then Gerald ltratifiesv the decision or "makes sure that we donft 

make a decision" if there is not enough consensus. 

When a group of people sit around, one of the decisions that 
1 have to make is the decision regarding whether there is 
consensus in the room or not. 1 know that when there is 
consensus, it usually isnft based just on money. Money might 
kill it. No money might kill it right up front. But once you 
get into discussions about everything and sundry and in the 
end, there will be a decision based on whether they think it 
will be a good idea. You know or something. 1 donft know how 
you word that. But it is there. 

is important to Gerald to proceed only if there is consensus 

arnong the group because without it, "you end up destroying each 

other and you destroy the program." Gerald defines consensus as 

"pretty darn close to unanimous .... Each and every one has to own 
the whole copy . . . .  So it is not just one piece of a plot of land 
that each of you are going to buy. Each of you are buying the 

whole plot of land." Asafa also explained to me the importance of 

consensus in decision-making at Global Faith: "In a team 

situation, when you want minimal disruption and you want maximum 



support for the decision that has been made, you have to go by 

consensus. ... We can't afford to have disruption here. When you 
cultivate a relationship with people, you cultivate a team. And 

once you have cultivated the team, you want the team to be happy 

and stay together." Asafa pointed out the relationship between 

the framing of issues that corne before a group and success at 

achieving consensus: 

There are areas which are not within reach of the Group of 
Eight [e.g., sensitive personnel issues]. However, with 
whatever is within reach and 1 guess that maybe that is the 
key: if you define it properly, then you would have no 
problem getting consensus decisions because those with which 
you have conflict, you have separated them. Maybe that is 
the key to Our success. Maybe that is our uniqueness. 1 
dont t know. 

Gerald attributed the high level of consensus decision- 

making at Global Faith to the cohesive nature of the group and to 

their similar visions. "The wind blowing is always in the same 

direction. There is î non-orchestrated energy. If we had no 

Strategic Plan and no organized plan of attack, we would still be 

going the same way." This "non-orchestrated energy1I cornes from a 

commitment to the same cause: 

We're a group of people here who seem to have a strong 
enough commitment to a cause and 1 hate to make it corny and 
use 'compassion' and al1 those terms, but there is something 
- 1 can't compare it to others, but 1 know that it is here. 
And 1 know that the people, by the grace of God both to me 
as well as out there, would do right .... If you lose your 
sense of compassion, you then are up the creek and you are 
just doing it for the money so you have a nine to five 
job .... In many of the organizations, you'd be there nine to 
five. That is your job. Youfre in a union and you go home. 
And that is your career path. You know, you quit this one 
and you go to that one and then you go to that one. 1 don't 
think that is the way to operate. 1 think there has to be 
enough of a commitment to the poor that you see this as a 
vehicle to have that fulfilled. And therefore, you are 



[Global Faith] and [Global Faith] is you. 

Elizabeth echoed Geraldfs view: I1We always have our raison dfetre 

in mind. We have a commitment to something other than just having 

a job.I1 An entry in the Marketing Plan puts it in even stronger 

As Christians we believe God has a hand in what we do. Our 
motivation is God's compassion. If you donyt think this is 
where you should be, you shouldnît be here. 

During one of the training sessions, Ian explained to me: 

VGlobal Faithl does not pay good wages. We want people with 

compassion. Not people who are after the money. Salaries here are 

below market value." 

Gerald is w a r y  of staff viewing their work at Global Faith 

as just a nine to five job or a stepping stone on their career 

path because he wants to avoid high turnover of staff. When 

people leave the organization, Ifyou lose the synergy every tirne. 

It doesnft mean you shouldn't expand or allow new thought in, but 

you lose the sense of common task and morale and being able to 

deal with each other honestly." 

With the exception of Pam, the mernbers of the Group of Eight 

have al1 been at Global Faith for ten or more years. Asafa 

pondered why most of the staff have stayed so long at Global 

Faith: III think people stay because at least there is one common 

denominator. It may not be t he  sole motivator of everybody but 

that common motivator is as Christians coming together and 

saying : y Look, let ' s help these people. ' 



A View from the Ineide 

This chapter and the two preceding ones have traced the 

journey that 1 took at Global Faith - learning from the outside 

in. Now, with a view £rom the inside, it is possible to imagine 

the organization, its people, their concerns and interactions. 

Descriptions of the history, ideology and operations of Global 

Faith have provided dues about the complex interplay between the 

identities of the staff as Christians, the congruence between 

their persona1 and organizational goals, the central role of the 

Executive Director, and the organizationfs affliations with a 

variety of stakeholders with potentially conflicting interests. 1 

have addressed the first research question concerning the 

essential characteristics of Global Faith as a context for 

planning nonformal adult education programs in overseas 

development projects. 1 have also dealt with the second research 

question by providing a general description of the planning and 

decision-making processes and the nature of the interactions of 

the people involved in planning. While the third research 

question concerning the intentions, interpretations, and 

strategies of the people involved in planning has been 

foreshadowed in the preceeding three chapters, it is tirne to push 

the investigation further by focusing on specific examples or 

episodes of planning and by examining variations across these 

episodes . 
The next chapter draws on the conceptual framework laid out 

in Chapter Two in order to make sense of the descriptive accounts 



given in Chapters Four, Five and Six. In addition to drawing 

together the fundamental attributes of the a lob al a ai th context 

through the use of Martin's (19921 I'cultural puzzlei1 matrix. 

specific episodes of planning ilustrating the negotiation of 

meaning are presented and analyzed. The fourth research question 

concerning the relationship between the NO0 organizational 

context, the process of planning, and plannersr perspectives is 

also examined. 



CHAPTER SWIEN: GLOBAL FAITH CULTURES AND 
THE NZWTIATION OF 

It is perhaps well to remember that NGOs also have 
institutional interests to protect, conflicting interrial 
views to reconcile, and a difficult task of striving for 
organizational coherence while remaining responsive to a 
multitude of needs and pressures. (Brodhead & Herbert- 
Copley, 1988, p.70) 

This chapter is divided into three main sections. The first 

section integrates the  descriptions woven throughout the three 

previous chapters and summarizes the data through the use of 

Martin's (1992) matrix frarnew~rk.~' The completed matrices, 

which are organized around content themes corresponding to the 

five tenets of NGO behaviour, provide a basis for thinking about 

'lcontextll in a variety of ways. The context of Global Faith is 

analyzed as f~culturesn and is exarnined through three different 

lenses: 1) the integration perspective focusing on consistency, 

clarity, and organization-wide consensus; 2) the differentiation 

perspective highlighting contradictions and conflict; and 3) the 

fragmentation perspective revealing confusion, ambiguity and 

paradox . 
The second section of this chapter focuses on planning at 

Global Faith whereby planning is viewed as the  negotiation of 

67 Martin' s (1992) matrix f ramework for analyzing 
organizational cultures is presented in the Conceptual Framework 
section of Chapter Two. 



meaning. Specific planning episodes" illustrating the 

negotiation of meaning at Global Faith are presented using the 

organizing framework developed in Chapter Two. These episodes 

involve negotiations with CIDA, general public donors, the Board 

of Directors, overseas partner organizations, and the staff of 

Global Faith, Each episode occurs within and enacts a cultural 

context that corresponds to one of the three subjectively 

perceived 'ideal types1' of organizational cultures (Martin, 

1992) . 

Finally, the third section of this chapter uses the 

organizing framework again for a comparison and analysis of the 

negotiation of meaning episodes. 

A Cultural Puzzle 

To this point 1 have described Global Faith in tems of its 

public documents, physical layout, overseas programs, history, 

Christian foundation, formal and informa1 decision-making 

practices, fundraising strategies, and external relationships. 1 

have also presented profiles of Global Faith people involved in 

organizational decision-making and discussed the nature of their 

interactions. So far, the data have been organized along a path 

travelled £rom the outside to the inside, from the official to 

the unofficial, and from the simple to the cornplex. The 

structuring of the data chapters around a journey travelled £rom 

1 am using the t e m  I1episodel1 to refer to Ivan incident or 
series of related events in the course of a continuous 
experienceu (The Oxford English Dictionary, 1989, p . 3 3 7 ) .  



the outside in paralleled the evolution in my own thinking about 

context and the process of planning. Through my increased 

awareness of the dynamics of planning at Global Faith, 1 carne to 

see ucontextn as ggculturesw and the Igprocess of planninggg as 

including the Ignegotiation of meaning.gg 

In this section, I assemble al1 the data pieces into a 

glcultural puzzlen (Martin, 1992, p.37)  according to a different 

organizing scheme: one that focuses on the content themes 

revolving around the five tenets of NGO behavior discussed in 

Chapter One. The tenets of autonomy, altruism, cooperation, 

participation, and efficiency are commonly held and deliberately 

espoused by NGOs. Global Faith content themes relating to these 

tenets and the corresponding cultural practices and forms are 

presented using Martin's (1992) matrix framework in the f ive 

tables below. These matrices are not meant as a complete set of 

manifestations of Global Faith cultures. There are more themes 

than the £ive that have been included and more details concerning 

forms and practices could have been added to the themes that were 

included. It is also important to note that application of the 

three perspectives - integration, differentiation, and 

fragmentation - yields subjective interpretations of   lob al   ai th 

cultures. These interpretations are based on what 1 saw and heard 

and did at Global Faith and on what the people of Global Faith 

showed me and told me and assigned to me. The various cultural 

contexts are .realM in the sense of being perceived as such by me 

and by the people of Global Faith. Furthermore, our perceptions 



may not necessarily completely coincide. I rnay interpret 

manifestations of Global Faith cultures in ways that they were 

not aware of or in ways that they would not al1 agree with. 

The £ive matrices are presented below. Then, the cultural 

contexts of Global Faith are described three times: according to 

the integratiori perspective. the differentiation perspective, and 

the fragmentation perspective. Each view of   lob al  ait th cultures 

interprets the patterns of cultural manifestations within each of 

the five matrices. In other words, each of the five matrices is 

discussed £rom within each of the three perspectives (resulting 

in 15 sub-sections) . 

Global Faith: An Integration View 

The defining characteristics of an integration perspective 

of organizational cultures are as follows: .al1 cultural 

manifestations mentioned are interpreted as consistently 

reinforcing the same themes, al1 members of the organization are 

said to share in an organization-wide consensus, and the culture 

is described as a realm where all is clear. Ambiguity is 

excludedm (Martin, 1992. p. 12 ) . Patterns of consensus. 
consistency, and clarity can be found both within and across the 

matrices. Each matrix revolves around one of the £ive tenets of 

NO0 behaviour: autonomy, altrusim, cooperation, participation. 

and efficiency. These are discussed in turn below. 



Aut onomv 

Themes related to Global Faithrs relationship with CIDA and 

declarations of autonomy £rom government (Table 7.1) are echoed 

in Global Faith's practices such as initiating a new sponsorship 

program without relying on government funds. The internally 

espoused theme of " w e  get money from them to do what we want to 

don is consistent with the practice of continuing with core 

programming with the long-term partners overseas regardless of 

how much CIDA funding is available. Symbolic consistency is ais0 

evident in Table 7.1: the uncertainty of CIDA funding is 

reflected and reinforced through stories and rumours about "huge 

changes1# at CIDA. 

Altruism 

The content themes grouped around the tenet of altruism 

(Table 7.2) are al1 linked to the cohesive Christian ideology6' 

of Global Faith. This ideology serves as a type of social cernent; 

ensuring organization-wide consensus on values and basic 

assumptions. The set of basic assumptions underlying the 

evangelical Christian beliefs help define for the people of 

Global Faith "what to pay attention to, what things mean, how to 

react emotionally to what is going on, and what actions to take 

in various kinds of situationsu (Schein, 1992, p.22). The 

Statement of Faith - and the discouragement of religious 

69 Ideology here refers to a system of thought or belief 
rendering "an emotionally charged orientation that provides a 
basis for taking a positionIl (Weiss, 1995, p.575). 
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TABLE 7.2: MANIFESTATIONS OF GLOBAL FAITH CULTURES - ALTRUISM TEEMES 

II CONTENT THEMES External (Internai) 

OF "seeks to be of 
service through its 
Ministry to the 
people of the 
developing worldn 

ncompassion fuels 
overseas projectsw 

"We are not into 
proselytizationH 

"We show that Godts 
love is reall1 

(disagreement about 
whether GF should 
"go out and be 
evangelists in 
overseas pro jects" ) 

(confusion about 
meaning of " the  
neglected poorv) 

(fundraising is a 
"ministryM - to 
teach people how to 
give) 

PRACTICES 
Formal ( Informa1 ) 

Statement of Faith, 
Vision Statement, 
Prayer Calendars 

Executive Director 
a former Minister 

Board/staff al1 
evangelical 
Christian 

(overseas projects 
for llneedy non- 
Christiansn) 

(fundraising 
focused on 
Christian 
communities) 

(steer away from 
publicizing that 
target groups have 
"varying belief sfl) 

(religous debates 
are discouraged) 

(Itnot limited by 
resultsu) 

FORMS 
Stories/Ritual/~argon/Physical Arrangements 

I1A lot of stuff happens by the Grace of 
Godu (story re increase in CIDA allocation) 

IILord, thank-you for allowing us to plan" 

yearly Retreat with strong religous focus 

Monday morning staff meeting: prayer 
session for "our projects and people," 
reading from the Bible, mini-sermon 

regularly scheduled events (Banquets, Board 
meetings, etc. ) al1 ltblessedlf with prayers 

three senior staff: "the Holy Trinity" 

"1 don't want them to think God solves al1 
their problems 

"Whoever is kind to the needy, honours God" 

I1my goal in life is to help people - 
working here gives me an avenue for doing 
thatn 

III am striving to live a Christ-like lifeM 

"1 donft see how we can not try and do 
something to belpl1 



TABLE 7.3: MANIFESTATXONS OF GLOBAL FAfTH CULTURES - COOPERATION TKEMES 

CONTENT THEM&S 
External (Internal) 

overseas projecte 
are mpeople-centredtl 

(overseas proj ects 
are necessary for 
suxvival of the 
organization: "meat 
and potatoesql) 

(overaeas projects : 
"raison d*etreM) 

- - 

PRACTICES 
Forma1 (Informal) 

partnership mode 

staff visits abroad 

Regional Offices: 
support/liaison 

projects are 
initiated by 
requests from local 
representatives 

(relationship with 
partners based on 
trust) 

(relationship with 
partners "to 
maintain excitmentfl 
and to access 
stories to help 
with fundraising) 

("shieldU instead 
of control 
partners) 

(priority to 
~hristian groups) 

FORblS 
~tories/~itual/~argon/Physical Arrangements 

" t h e i r  stories are our storiesl~ 

I1partners are hands and feet of VisionIr 

beneficiariea are "the neglected poorlf 

"we exist for the poor and oppressedu 

"dedicated to working alongside the pooru 

to partners: "cari we be sou1 mates?' 



TABLE 7.4: MANIFESTATIONS OF GLOBAL FAITH CULTURES - PARTICIPATION THEMES 

CONTENT THEMES 
Externa1 ( Internal) 

"challenge, educate 
and involve North 
Americans regarding 
development ieeueen 

GF's development 
education is Iito 
provide Canadians 
with the resources 
to better understand 
the issues 
surrounding poverty 
and development in 
developing 
c~untries~~ 

( If donors are the 
only efficient way 
of achieving the 
Vision Statement Il) 

(fundraising is an 
industry and a 
ministry) 

(fundraising and 
development 
education are Ilthe 
same thingI1) 

PRACTICES 
Formal (Informal) 

country profiles 
and pro j ect reports 
are included with 
appeal letters 

f1 encourage 
Christian values 
through Pro-Tech 
volunteers l1 

"increase the 
number of persons 
informed about 
Third World needsf' 

( f riendship 
marketing strategy 
in fundraising) 

(V?onors buy into 
philosophic 
statementsl1) 

FORMS 
~tories/~itual/Jargon/Physical Arrangements 

"Canadian compassion and resources fuel 
projectsw 

Vhey may forget what you said, but they 
will never forget how you made them feelN 

to donors: (lyou are the reason OF can touch 
the lives of so many in such a Christ-like 
way" 

banquet an I1evening of inspiration and 
information regarding the ministry of GF" 

'Iyou need disaster in the world if you want 
to raise money1I 



TABLE 7.5: MANIFESTATIONS OF GLOBAL FAITH CULTURES - EFFICIENCY THEMES 

CONTENT THEMES 
External (Internai) 

(aMoney is the 
bottom linen) 

("Without money, we 
cannot exist - 
however noble the 
cause ) 

("paradox: we need 
disaster in the 
world to raise 
money ) 

( I 1 W e  talk about 
raising money and 
cutting costs at the 
same time - 
everything we do 
contradicts 
everythingtt ) 

("when there is 
consensus, it 
usually isntt based 
just on moneyu) 

PRACTICES 
Forma1 (Inf ormal) 

changed structure 
to separate 
financial control 
f rom project 
management 

initiated Strategic 
Plan (to be able to 
anticipate 
financial problems) 

cut back salaries 
and delayed 
payments to 
partners during 
crisis 

("method actingN to 
remember why 
I1yout re f ight ing 
for moneyfl) 

FORMS 
~tories/Ritual/Jargon/Physical Arrangements 

story about sabbatical year financial 
crisis 

story about first Retreat which was 
organized to talk about how to improve the 
financial situation 

spartan, scruffy office environment 

offices in two old houses "to keep overhead 
low" and "to stay humble" 



debates - helps people at al1 levels of Global Faith to agree (or 

avoid disagreements) about potentially divisive denominational 

issues. Group identity is also strengthened through the 

recruitment of an al1 Christian staff and Board. This selective 

recruitment means that socialization for roles within Global 

Faith has already been accomplished outside the organization 

through membership in evangelical churches. The "preparatory 

socialization~ reduces the amount of socialization that Global 

Faith itself must address and increases the likelihood that 

Global Faith staff will stay morally committed to the 

organization (Etzioni, 1961) . 
The distinction between persona1 vision and organizational 

vision is diminished by the overarching Christian ideology. As 

Elizabeth said: "1 have a hard time separating a vision of 

[Global Faithl frorn my persona1 vision. I'm not saying this 

lightly or facetiously. If [Global Faithls] vision wasnft my 

vision, then why would 1 be here?" Global Faith's Vision 

Staternent is carried out through informa1 practices such as 

deciding to implement an overseas program in order to I1express 

love to these peopleH even if there were no expected "tangible 

results." Gerald explained how the Christian foundation of Global 

Faith focuses their work and holds them together: 

It al1 comes down to: stick to your knitting and that 
knitting we stick to is what we believe we're called to do. 
And secondly, we stick together. 

The cohesive nature of the group is fostered through the language 

of prayer (symbolic consistency) and cornmitment to a common 



religious cause of "extending Christ's ~ompassion.~ Gerald 

commented on this cohesiveness: "there is something bred in us as 

a group. We understand each other. We are not ~nknowns.'~ 

Cooweration 

Patterns of clarity and consistency are also found in Table 

7.3 which focuses on themes relating to the tenet of cooperation. 

The espoused theme of 'lpeople-centsed projectstl is consistent 

with the practice of a partnership mode overseas and with the 

expectation that projects are initiated by requests from local 

representatives. Visits and postings abroad further reinforce 

this theme through face-to-face interactions among Global Faith 

staff members, overseas partner organizations staff members, and 

representatives of beneficiary populations. Jargon such as 'we 

exist for the poor and oppressedu and "we are dedicated to 

working alongside the pooru show a concern for people and a 

grass-roots approach to development. Relationships with partners 

are based on trust and a feeling of affinity: partners are 

considered to be "sou1 mates.l1 

Particbation 

The tenet of participation refers to the involvement of 

Canadians in NGO activities as volunteers, donors, or as 

participants in development education programs. Table 7.4 shows 

action consistency for this theme; appeal letters include 

educational material such as country profiles or excerpts from 



project reports. Professional-technical ("pro-tech") volunteers 

are placed overseas and opportunities are available for Canadian 

youth to participate in and contribute to overseas projects 

through summer trips abroad led by Global Faith staff. Jargon 

such as Tanadian compassion and resources fuel projectsv also 

reinforces the theme of involving Canadians. 

Efficiencv 

Finally, Table 7.5 on the tenet of efficiency also contains 

patterns of action and symbolic consistency. The recognition that 

"money is the bottom linel' is reflected through the 

organizational structure of Global Faith (financial control and 

project management are separate) and the implementation of a 

Strategic Plan. The financial crisis story, the first Retreat 

story, and the spartan and low cost surroundings, show symbolic 

consistency with the theme of efficiency. 

Global Faith: A Differentiation View 

The differentiation perspective takes apart 

I1apparently seamless unitiesll of the integration 

the mask of 

perspective to 

uncover a "series of overlapping, nested organizational 

subcultures. These subcultures CO-exist, sometimes in hamony, 

sometimes in conflict, and sometimes in indifference to each 

otheru (Martin, 1992, p . 8 3 ) .  The workings of power, 

inconsistencies, and differences of opinion can be acknowledged 

from within this perspective as essential elements of Global 



Faith culture. Returning once again to the five tables with the 

lens of the differentiation perspective. different patterns come 

into focus. Each matrix is discussed in turn below. 

Autonomv 

In Table 7.1. CIDAts role as Global  ait th's llbiggest donorIl 

leads to a power imbalance in its dealings with Global Faith. As 

Richard said, llCIDA can demand of us things and we have to do 

it - but we really cantt demand anything of them .... though we can 
influence over time what they demand £rom us.ll There is 

ideological inconsistency between the theme of autonomy from 

government and the reliance on CIDA as the biggest donor. 

Altrusim 

Ideological inconsistencies are also visible in Table 7.2 on 

altruism: there is disagreement about whether Global Faithts role 

overseas - as a "Ministry1I - should include proselytization or 
not. The fact that religious debates are discouraged and the 

reference to three senior staff members as "the Holy Trinityll 

reveals a potential I1underbelly of conflict" (Martin. 1992. p.87)  

beyond the rhetoric of cohesiveness. 

While the integration perspective focused on the cohesive 

nature of Global Faith's Christian foundation, the 

differentiation perspective points to the exclusionary, 

protective nature of Global Faith as a Christian organization. In 

addition to the policy of recruiting only Christian staff. there 



is an implicit attitude of intolerance toward anyone who chooses 

to hover at the circumference. A clear illustration of this was 

Geraldfs evident displeasure when one of the summer staff members 

chose net to attend a Monday morning pxayer meeting even though 

he was on the premises. Gerald commented critically on his 

absence and said to the rest of the staff seated around the 

table: "Either yourre in or you' r e  not . Furthemore, the 

principle of pluralism espoused through statements about the  non- 

denominational status of Global Faith can be seen as an 

essentially utilitarian construct benefitting the powerful. 

Murphy (1991) explains this aspect of pluralism: 

It promotes a nom of tolerance and mutual existence among a 
self-defined majority. Its purpose is to maintain the 
strength and survival of the defined group by tempering 
interna1 conflicts. It does not reflect a commitment to the 
participation of those who do not share membership in, and 
the values of, the majority group. Pluralism sustains and 
defends an implicit common denominator, such as economic 
interests, ideology, ethnicity, birthplace, or gender, it 
rarely promotes an openness to other experiences, 
backgrounds or beliefs. The limits to pluralism are defined 
by the most powerful, and the commitment to pluralism rarely 
survives divergence among, or a challenge to, the self- 
interests of those who espouse it. (p.198) 

According to the differentiation perspective, the Group of 

Eight could be seen as a type of "enhancing subculturell within 

Global Faith made up of a hand-picked team of "truc believers" 

(Martin, 1992, p.891, while the  staff excluded from this dite 

group, such as Kevin or Lisa, would belong to a counterculture of 

resistance. Consensus is encouraged as a decision-making n o m  at 



Global Faith, but not consistently across the organizatlon. 

Consensus and cooperation are expected mainly within the Group of 

Eight and in interactions with partner organizations. 

Partici~ation 

The espoused theme of providing Canadians with "the 

resources to better understand the issues surrounding poverty and 

developmentu could be seen as inconsistent with the practice of 

llencouraging Christian valuesI1 in the volunteer prograrns. 

Development education and fundraising are viewed as "the same 

thing" and fundraising is considered to be a "ministry." This 

means that development education programs are also considered to 

be a uministry.N Disciplining the sou1 of the giver is a 

different emphasis than increasing understanding of the issues 

surrounding poverty. 

Efficiencv 

Contradictions are also apparent in Table 7.5 on the theme 

of efficiency. Whereas llmoney is the bottom line," consensus 

decisions within the Group of Eight about which overseas programs 

to implement are "not based just on money.' The goal of cutting 

costs can contradict the goal of raising money. Effort put into 

raising money can also contradict the altruistic mindset. As 

Gerald said: I1You can do nothing without money so youfre trying 

to address that al1 the time. The problem with addressing it al1 

the time is you forget why you're doing it." 



Global Faith: A Fragmentation V i e w  

The shortcomings of the oppositional mode of thinking 

inherent in the differentiation perspective are uncovered through 

the fragmentation perspective. Interests are not always clearly 

conflicting in a polarized fashion, and interactions are not 

necessarily based on uneqyal power distributions. With the 

fragmentation perspective, the manifestations of Global Faith 

cultures can be seen as multifaceted, complex, and ambiguous with 

Ittheir meanings hard to decipher and necessarily open to multiple 

interpretationstt (Martin, 1992, p. 132) . 

Autonomv 

In Table 7.1 on autonomy, a paradox is apparent within the 

content themes. On the one hand, "government funding inhibits 

realization of Global Faithrs Vision Statementtt and yet, on the 

other hand, government money enables Global Faith I1to do what we 

want to do. In addition to this ambiguity, there is confusion 

and urnurkinessu in Global Faithls dealings with CIDA. The label 

of uoctopustl further reinforces the sense of slipperiness 

surrounding the interpretations of CIDA regulations and 

relationships. 

Altrusim 

Table 7.2 on altruism contains examples of symbolic 

ambiguity within Global Faith. The story refering to the increase 



in CIDA funding due to "the Grace of Godn can have multiple 

meanings depending on who is telling the story. One person could 

tell the story implying that Global Faith received an increase in 

funding - and other NGOs did not - because they were more 

"deservingW in the spiritual or religous sense. Another 

interpretation could be that they were l1deserving1I in the eyes of 

CIDA because of good planning - planning that was "allowedu to 

happen through the "Grace of God.I1 

Coo~eration 

Another example of ideological ambiguity can be found in 

Table 7.3 on cooperation. It is not clear whether overseas 

projects are in place to perpetuate and nourish the organization 

(llmeat and potatoesn 1 or whether the organization is in place 

because of the overseas projects ("our raison d'etreu) . 
Relationships with partners are needed for the implementation of 

overseas programs. Relationships with partners are also seen as 

necessary for producing material to be used in fundraising. While 

not contradictory, there is confusion about which role is more 

important. There is also confusion underlying the practice of 

trying to "shieldN partner organizations from funding agency 

requirements by helping them with report and proposa1 writing 

together with the practice of encouraging partners to initiate 

projects. If Global Faith is doing the paper work and the paper 

work is a vehicle for initiating projects, how are projects being 

"initiated by requests £rom local repre~entatives?~~ 



Partici~ation 

Table 7.4 on participation also contains elements of 

confusion. The story about donors and how "they may forget what 

you said, but they will never forget how you made them feel" puts 

an emphasis on the emotional impact of fundraising and 

development education. It is not clear how a heightened level of 

emotional awareness contributes to the goal of "providing 

Canadians with the resources to better understand the issues 

surrounding poverty and devel~prnent.~~ 1s emotional engagement a 

necessary component of "understanding?" 

Efficiencv 

Another paradox appears in Table 7.5 on efficiency. Money is 

necessary to address the cause of Ifthe poor and oppressedu and 

yet, the poor and oppressed and disaster are necessary in order 

to raise the money. What is "the bottom lineN at Global Faith: 

money or compassion? Roth? Neither? The fragmentation perspective 

acknowledges that questions such as these may not have clear and 

simple answers. One staff member surnmed up this paradox: "[Global 

Faithl cannot afford to lose sight of people but money is the 

bottom line in order for the organization to exist. 1 will always 

struggle with the interplay between the two." 

This section presented views of Global Faith cultures from 

within the three perspectives and has shown that "the idea that 

any organization has a single culture, understood in the same way 

by al1 its members, seems o~ersirnplified~~ (Martin, 1992, p.5). A 



deeper understanding of organizational cultures can be obtained 

by crossing and going beyond each perspective's boundaries. The 

people of Global Faith themselves spoke and acted in ways that 

can be seen as congruent with any or al1 three perspectives. For 

example, in the group settings that I observed, Gerald frequently 

focused on what is agreed upon within Global Faith. On other 

occasions. Gerald would point to a perceived paradox and pose 

questions that had no clear answers to the group. 1 also heard 

Gerald acknowledge inconsistencies across Global Faith practices 

and refer to personality and role conflicts. While Geraldls 

perceptions, interpretations, and actions - and indeed those of 

al1 the people of Global Faith - varied to the extent that they 

can not be completely ucapturedli by looking through the lens of a 

single perspective, it is still possible to associate the 

characteristics of a primary perspective with specific 

interactions and episodes of planning at Global   ai th. Any given 

episode may be interpreted from within al1 three perspectives. 

However. if the actors involved in the episode themselves 

highlight or focus upon consensus or consistency, their own 

interpretations of the cultural context would be congruent with 

the integration perspective. The perceptions of the people 

involved and the ways that they interpret and act upon these 

interpretations together constitute the cultural context for that 

particular episode. The section below describes different 

planning episodes at Global Faith - each occuring within and 

acting upon a different cultural context. 



The Negotiation of Meaning at Global Faith 

The brief look at Global Faith cultures through the lenses 

of the three perspectives in the previous section sets the stage 

for a closer examination of the relationship between the cultural 

contexts and the process of planning at Global Faith. A deep 

understanding of this relationship can be achieved by viewing the 

process of planning as the negotiation of meaning. Five episodes 

of the negotiation of meaning at Global Faith are presented 

illustrating the links between the characteristics of the 

cultural contexts and the relationship between the negotiating 

parties, the two dimensions of meaning (as text and sub-text), 

and the negotiation process and outcornes. Four of these episodes 

include Global Faithrs interactions with forces outside 

organizational boundaries - each with their own set of demands - 

that control resources necessary to Global Faithfs survival: 

1. CIDA (provider of financial resources - matching funds and 
grants ) ; 

2. general public donors (providers of financial resources - 
donations ) ; 

3. the Board of Directors (provider of human capital 
resources - approval of policy, budgets, and project plans); 

4. overseas partner organizatione (provider of human capital 
resources - implementation of projects, and link between 
donors and benef iciaries) . 

Gerald often talked about the variouç pressures from these four 

groups and used phrases like "putting up with al1 the crap and 

manipulationstt which points to his perception of the difficult 

nature of NGO work. Gerald also commented on the 

interdependencies within the relationships between Global Faith 



and each group." While each group provides resources that 

Global Faith needs, Global Faith also provides resources or 

services needed by the groups themselves. For example. CIDA needs 

Global Faith as a capable NGO that has the capacity to manage and 

implement overseas programs with the funds provided by CIDA. The 

general public donors need Global Faith as an organization that 

can execute their desires and make their feelings of compassion 

concrete. The Board of Directors needs Global Faith as an 

organization that cari implement their policy. Overseas partner 

organizations need Global Faith as an organization that can 

provide financial and technical resources. This interdependence 

and the potential for reciprocity means that power is shared 

between Global Faith and each of the groups and that the 

interactions described below can be properly characterized as 

negotiations. 

The fifth episode focuses on Geraldfs style of leadership 

and how it affects negotiations both within and outside the 

organization. Gerald also sees the relationships among staff 

within Global Faith as being interdependent. For example, Gerald 

talks about ~couplets~ and overlapping roles and the fact that he 

has "tried to foster interdependencies" among the staff. 

The episodes presented in this chapter are organized 

according to the framework for understanding negotiation of 

meaning episodes discussed in Chapter Two. The categories in the 

'O Gerald provided these comments on the interdependent 
nature of these relationships during the process of respondent 
validation. 



framework provide the sub-section headings for each episode and 

are as follows: 

- Planning Activity 
- Decision-Needing Issue 
- Characteristics of the Cultural Context 
- Negotiating Parties 
- Characteristics of the Relationship 
- Negotiation of Meaning Episode (the Story) 
- Meaning as Text 
- Meaning as Sub-Text 
- Characteristics of the Negotiation Process 
- Negotiation Outcome 

Bpisode Number One: Negotiating with the Canadian International 
Development Agency 

Plannins Activitv 

The planning activity related to this episode is the process 

of securing and maintaining government funding through the 

submission of a proposa1 and cornpletion of final reports. 

Decision-Needins Issue 

In the process of carrying out the planning activity, the 

decision-needing issue became: How should Global Faith deal with 

the confusing process of submitting lladequatetl reports and 

proposals to CIDA so that CIDA funding for Global Faith's core 

overseas programs would be released as soon as possible? 

Characteristics of the Cultural Context 

The cultural context for this negotiation episode is mainly 

characterized by arnbiguity, confusion and paradox (fragmentation) 

but there is also an undercurrent of inconsistency and potential 
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conflict (differentiation) . 
The ambiguity prevalent in Global Faith's interactions with 

CIDA stems from policy and personnel changes at CIDA and also 

from the elusive, slippery nature of the CIDA bureaucracy. As 

Gerald pointed out during a meeting with two visiting CIDA 

officials: "CIDA is not an inanimate object. It is people and 

personalities. Each individual rat CIDA] has a different view and 

deals with us differently. We're not sure what the meter stick is 

youtre measuring us by." 

In addition to variations across individual officers at 

CIDA, there are also different approaches taken by sub-units 

within CIDA. Richard described the contrast between their 

dealings with CIDA people in the Bilateral Branch (regarding 

their agro-forestry pwoject in India) and the people in the NGO 

Division (regarding the responsive One Year Program): 

The Bilateral Branch people leave us alone .... They've got 
hundreds of millions of dollars in other programs [in 
India]. So, if ours is going well, they just leave us alone. 
And also, because the relationship is one that at the 
beginning of the five year program, you have a fairly 
detailed agreement and the negotiations al1 have to do with 
that. And once the agreement is signed, then you just do the 
program and CIDA will evaluate it at the end of £ive years. 
In the interim, there is not much looking at you. In the NGO 
Division - which is supposed to be responsive to NGOs - 
there is a sort of constant analysis and looking at you. 

The "constant analysisn comes through in CIDA officers' reactions 

to Global Faith reports and proposals for new programs and is 

another source of confusion in the eyes of Global Faith staff. 

Lisa stressed that "CIDA has never been very clear as to what 

they are looking for in reporting." Dan linked the lack of 



clarity surrounding CIDA interactions with the episode discussed 

in this section: 

I mean 1 think there are some things we donft understand in 
dealing with CIDA. I guess probably the Three Year Program 
proposal is a great example. You know, you think you prepare 
a good document and then you find that there are sixty 
things that werenft done the right way or exactly the way 
they wanted. And you have to make al1 kinds of changes. And 
t is a frustration. 

Confusion over CIDA's reporting and proposal submission 

requirements matters because reports trigger payments (usually 

with a three to five week time lag) and so their acceptance is 

crucial. Proposals for one year or multi-year agreements lay dom 

the geographic and sectoral parameters of the projects to be 

carried out with Global Faithrs core overseas partners. Their 

acceptance is also critical. They provide a basis f o r  long-term 

planning and a continued source of income for Global Faith and 

their overseas partner organizations. A Three Year Program is 

considered to be preferable to a One Year Program because it is a 

longer guarantee of support and once it is signed, it cannot be 

endangered by personnel changes within CIDA. Elizabeth explained: 

T t  would be good for us to get a three year deal in CIDA's 

system because 1 donrt see [the current Project Manager] being 

around for three years. For us, going into a new relationship 

would be much better if we had a blanket of the Three Year 

Program in the system for protection." 

CIDA'S "constant analysisH of NGO's like Global Faith is 

also related to accountability. CIDA officers - as %tewards of 

the people's rnoneym - are answerable t o  their constituents, and 



as such, are more demanding and are less likely to compromise in 

negotiations (Thompson, Peterson, & Kray, 1995). Gerald described 

this dynamic as follows: 

There is confusion because CIDA doesntt know it but they 
don't have any money of their own. They only have money from 
the general public. They donrt have a cent. Theyfve never 
come to realize that they are no different from us. Right? 
They get all their money from the general public too.. .. 
However, CIDA is also nervous so they demand a lot and so we 
are accountable to them in that regard. And they are 
stewards of the people's money. 

Nesotiatincs Parties 

The parties involved in this negotiation episode are as 

follows: Richard, Elizabeth, and Gerald £rom Global Faith; and 

Janet, William, and Edward from CIDA. William is the Program 

Manager at CIDA dealing with Global Faith. Williamfs supervisor, 

Edward, was recently replaced by Janet. 

Characteristics of the Relationshiw 

The interests shared by both groups of negotiating parties 

are that CIDA provide final payments for completed programs and 

new funding for the proposed Three Year Program to Global Faith. 

Dan described the interdependent nature of the institutional 

relationship between Global Faith and CIDA as follows: "CIDA is 

always looking for organizations that do good programs. It is not 

easy to come by. So we satisfy that for them. l1 

Divergent interests between the negotiating parties include: 

while Global Faith wants time to sit down and plan and to control 

the purpose, significance, and content of the proposed Three Year 
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Program, CIDA wants the reports and proposa1 completed as soon as 

possible. CIDA also wants to decide the worthiness of the Global 

Faith and its overseas programs. 

Global Faith's relationship with Janet's predecessor, 

Edward, was positive and comfortable. Dan explained how Gerald's 

focus on relationships affects Global Faith's interactions with 

CIDA as well. ffYou know, with [Gerald'sl way of dealing with 

people, we build up friendships with people in CIDA and we get to 

know them really well. And that pays off too because they 

obviously feel comfortable with us, in part because of that." The 

cultivation of friendly relationships with CIDA officers helps 

Global Faith staff to feel more cornfortable with CIDA as well. As 

Dan explained: 

1 used to think that CIDA people were quite impersonal - the 
bureaucrats, you know. But there are good people at CIDA 
too. When you sit dom and meet some of them face-to-face, 
you find that they do have interests that are very similar 
to what [Global Faith' SI interests are. And the same 
concerns for people. 

However, when Edward was flshiftedlf (transferred to another 

section), Global Faith had to start al1 over again with a new 

relationship with another CIDA officer, Janet. Due to lack of 

familiarity, neither party had corne to the point of trusting the 

other. Elizabeth described the frequent personnel changes at CIDA 

as a "big problem - because you work with a number of people at 

CIDA and then they end up moving." 

The S t o ~ :  "Three Backflipsff 

The story begins in December of 1992 at Global Faith's 
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Christmas staff luncheon. 1 averheard comments about tension 

around the office and making it through a wcrisisw with CIDA. I 

decided to ask Richard what had happened with CfDA during an 

interview with him after the holidays in January 1993. Richard 

explained the crisis: 

A11 hell broke loose. What happened was that our final 
report to CIDA on the 1991-92 One Year Program was overdue. 
We had submitted an interim report on the 1992-93 One Year 
Program. Based on the acceptance of that report, $150,000 
£rom CIDA was due to corne to us to continue to support the 
program. And 1 had left the country and was on a trip. 

At CIDA, [William] is Our Program Manager. His boss, 
supervisor or the director of that section was [Edward]. 
[Edwardl was shifted. [Janet] was put in that position. She 
had just corne from an overseas posting in Africa with CIDA. 
She basically took a more - she got more involved with the 
work of her program managers. Whereas CEdward] sort of let 
his program managers be. So [William] knew us and had been 
dealing with us. [Janet] looked at what [William] was doing. 
She didnrt know [Global Faithl or a lot of the other 
organizations so she started looking through [Global 
Faith's] files [in Ottawa] . She saw that our 1991-92 program 
report was overdue. She didn't like the quality of the 
interim report. She was confused about the 1992-93 Program. 
She thought it was a Three Year Program, not a One Year 
Program. So, she basically said: "No money is going to 
[Global Faithl until they get these reports in. They've got 
lousy reports. What are they doing? They obviously don't 
know anything about what they are doing. l1 So when 1 was in 
Bombay and Calcutta, 1 got these voice messages saying al1 
hell had broken loose. 

So, when 1 came back, what we had to do - and that was 
started on even before 1 got back - was we had to generate 
final reports for al1 the projects we did in 1991 and 1992. 
We had to totally redo the 1992-93 interim report. The style 
of report that 1 sent to [William] was a style that would 
have been accepted by him and accepted by [Edwardl in the 
past. [Janet] , however, didn't like it. But what she liked, 
nobody knew . 
And because be an et] was confused about the One ~ear/~hree 
Year thinq - because [William] had said we wanted to  ut 
together a Three Year program-and it was supposed to happen 
in November or December but he hadn't done anything on it. - 
So, in the course of this discussion with  et], [Geraldl 



had promised [Janet] that we would have a Three Year Program 
submission to her before she came here. So that means 
concurrently, we did a final report on fiscal year 1991-92. 
We did an interim report on 1992-93. We did a Three Year 
Program submission for 1993-94 to 1996-97. So we al1  went 
nuts. . . . 

Three draft versions of the Three Year Program proposal were 

eventually sent to CIDA according to mutually agreed upon 

deadlines. According to Richard, the changes made in each draft 

included: I1some fomatting, structure, some information - not a 

lot - and a little more detail on the budget. So that is fine. If 

they want us to do three b a c k f l i p s  instead of two and a half, 

that is what wefll do. I donrt care." 

Meanina as Text 

The subject matter of the discussion between Global Faith 

and CIDA was the meaning or content of the reporting requirements 

and the meaning or purpose of the Proposal. After hearing from 

Janet that their reports were not adequate, Global Faith had to 

detemine the meaning of I1adequatelf - according to Janet - as it 

applied to their own store of information related to the project. 

Richard described this part of the negotiations: The big thing 

is to find out - O.K., there is a new person. What does this new 

person need to approve something? What does [Janet] need to see 

so that things are acceptable to her because we have tons of 

information. What do they need to know? It is very difficult to 

get from them because there are no hard and fast rules.I1 

In the meantirne, Global Faith also had to explain to Janet 

the meaning or purpose of their first proposal e . ,  that it was 
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applying for another One Year Program, not a Three Year Program 

as Janet had initially assumed). According to Gerald, Janet 

thought Global Faith was already on a Three Year Program so "she 

was talking about something different than what we were working 

on, " 

Meanins as Sub-Text 

While negotiating the meaning of the reporting requirements 

and the Three Year Program Proposal with CIDA, Global C ai th was 

also working through other meanings underlying the negotiations. 

Global Faith staff were asking thernselves, and each other, the 

following questions concerning meaning as sub-text. 

1. What is the significance or meaning of the procees of 
negotiating with CIDA in order to receive funding? 

The negotiation process with CIDA was meaningful or significant 

due to the tension between adjusting to CIDA demands and 

maintaining the integrity and autonomy of Global Faith. Gerald 

said "no matter what 1 tell you about being independent from 

government, inside 1 can never deny the fact that we get money 

from government. Right? So that has to be in my thinking. What do 

they require of me?" One staff member described the situation of 

trying to satisfy CIDA expectations - without giving up Global 
Faithts mandate - in order to get funding as follows: 

1 think the issue for an NGO is for their mandate not to be 
clouded by what CIDA will give money to. You see some groups 
that bend over backwards and do things just to get CIDA 
money and that really destroys what the organization was 
intended to be. Now, who is to say where [Global Faithl is 
in that continuum. We go through the hoops just like anyone 
else to get money. 



2. What do the reporta and proposals mean to us? What is their 
functional value? 

Gerald made the following distinction between the means and their 

goal in negotiating with CIDA: IlOur goal doesn't change. That is 

our programs with Our partners. Means to the goal changes 

depending on what these [CIDA officersl want. They're like a 

donor. They're like my mother [a demanding and whimsical donor]." 

By negotiating the meaning of writing acceptable reports and 

proposals to be a mean, not a goal in itself, Global Faith staff 

were willing to commit to CIDArs requirements. They could do the 

"three backflipsl1 for CIDA and still maintain that they were not 

giving anything up. Dan's comments on the frustrating process of 

revising the drafts of the Three Year Program proposa1 also 

illustrate this means/end distinction in Global Faith thinking: 

And 1 suppose you could throw your hands up and say "Forget 
it! Werre not going to bother with it." But, again, if you 
believe that the program is worthwhile funding, then you do 
what you are asked to do - if you don't compromise yourself. 

3. What do the reports and proposals mean to CIDA? What is 
their functional value? 

Richard posed this question out loud to himself and provided the 

following answer: 

1 think realistically speaking, CIDA is wanting to push 
organizations who have the capacity into three year programs 
because they [CIDA officersl don't have the capacity 
administratively to deal with al1 the organizations on 
project funding and one year program funding. It is so rnuch 
work and they [CIDA] don't have the people and the 
government is trying to downsize. 

4. What are Janet's intentions? 1s she well-meaning with 
respect to Global Faith? 



Richard interpreted Janet's intentions as follows: tt[Janetl did 

show that she is in charge and maybe that is what she was trying 

to do too." Geraldls interpretation of what happened with CIDA 

and in particular, with Janet, is: "she doesn' t trust her 

predecessors. They said we're good, so she thinks we're bad." 

Characteristics of the Neqotiation Process 

Stance. Because of a lack of familiarity between Janet and Global 

Faith, Janet was inclined toward a competitive orientation during 

the negotiations with Global Faith about their reports and 

proposals. Global Faith, on the other hand, chose a non- 

confrontational stance. Richard said: "Once she came here, we 

apologized and bent over backwards and said we'll do whatever she 

wants and then she was happy." Both Richard and Gerald agree t h a t  

a non-confrontational attitude is the most productive in 

negotiations with CIDA. Richard said: "We have never felt that it 

is that useful to be shouting and screarning a t  CIDA Clike other 

NGOs]. They phone up Ministers. They phone up MPs. They phone up 

people and get pressure to bear on these people. That j u s t  

antagonizes people." Gerald commented on t h e i r  stance: [Global 

Faith] is more passive and we sti l l  do what we want - as opposed 

to other NGOs that deal with CIDA in an attack mode." 

Goala. Initially, the goal positions of the Global Faith and CIDA 

negotiating parties appeared to be divergent, but the area of 

disagreement - the substance and style of CIDA reports and 



proposals 

While there 

actually had different 

appeared 

meanings the 

to be a disagreement, was 

two parties. 

based in 

misconceptions and confusion, not in a fundamental opposition in 

goals. Janet appeared to be target-oriented in her goal. She 

disliked the status quo of incomplete reports and inadequate or 

confusing proposals. While it may have been clear in her own mind 

how the reports and proposals could be improved, it was not 

immediately apparent to the staff of Global Faith what was 

required. In one sense, the nature of Global Faith's goal in this 

situation was also target-oriented: to receive CIDA funding. In 

another sense, however, Global Faith's goal may be seen as 

departure-oriented. They wanted to get away from the present 

crisis situation but because of the uncertainty inherent in a new 

relationship, they had to wait for Janet to tell them what was 

required before they could accomplish this. Because of 

asymetrical information, Janet was in an advantageous position as 

the target-oriented actor compared to Global Faithfs departure- 

oriented approach. While Global Faith was also trying to reduce 

the risk of depending on CIDA funding by diversifying their 

support baseB71 their target was still to maximize CIDA rnoney in 

order to continue with core programming with their partners. 

We wouldnBt purposefully try and have programs that don't 
have CIDA money. The reason being that we donft want to 
minimize the money we have. We want to maximize it. So, we 
wouldnft Say: 'Well, wefll take less money so we can prove 

'l For example, the new community linkage program discussed 
in Chapter Four, and also below in Episode Nurnber Four, is not 
eligible for CIDA funding. Financial support for this program is 
based completely on general public donations. 
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that werre independent.' 1 think we've got to just Say: 
'Wetll take what there is and do what we want to do.' 

Strategiee. To accomplish the goal of maximizing CIDA funding, 

Gerald advises Richard and Elizabeth to put CIDA proposals in 

draft form, "so we have room to manoeuvre and so they canrt 

refuse us.I1 Gerald admitted that "our drafts of the Three Year 

Program Document are basically just rearrangements and 

embellishments. There are no changes really." 

Elizabeth emphasized that when negotiating with CIDA, 

strategies can change depending on the preferences of the 

individual at CIDA. 

There is no set strateqy because you are dealing with 
people. What works with one person doesnft work with another 
person in government .... It shouldn't be personalities but in 
many respects, it is personalities. But when you are working 
with personalities, you have to work with what will work. 
And maybe what is a hang-up for you is not a hang-up for 
somebody else. And you find the common ground that you can 
work with .... It is as much intuition as anything else. 
You're adapting - but with a goal. Because you always have 
your own goal in mind, right? 

Richard stressed the importance of acquiring information about 

individual CIDA officerts preferences and priorities and 

mentioned Elizabeth's relative ski11 in this area: 

They rnay have a policy but if 1 know the person who is 
sitting on the Bangladesh desk and we get along well and we 
talk and there is an area of programming needs they have and 
we can meet that, we may be able to do something regardless 
of al1 the big policy differences that set that up. So that 
is where [Elizabeth] cornes in. That is [Elizabeth]. 1 mean 
[Elizabeth] is on the phone - she has her ear to the 
ground - What the heck is going on in CIDA? Where? With 
whom?It And you just find your way through the maze. 

Elizabeth has a reputation for successful negotiations with 

CIDA. Elizabeth told me: I1There is rarely something that we have 



gone after with CIDA that we have not got." One of Elizabeth's 

strategies is to mirror CIDArs vagueness and avoid commitment to 

a position until she knows fully what CIDA wants. Gerald 

describes how she operates below: 

[Richard] is very much a straight line person. Sol [Richard] 
gives CIDA al1 the facts. And [Elizabeth] doesntt give 
anybody facts. So, when that is happening, [Elizabeth] is 
better at dealing with CIDA because CIDA doesnrt give us any 
facts. That is the best way because then you don't make any 
commitments .... [Elizabeth] would go around the horn fifty 
times and get to know what you think and give you that as an 
answer . . . .  She ignores what you're saying and goes on with 
her squiggly line - not a straight line - and first thing 
you know, she is back for another angle. And she has got 
great determination in that regard. 

Richard's strategy in negotiating with CIDA is also based on a 

flexible approach: 

1 think if we believe that we are going to change CIDA, we 
are deluded .... That doesnlt make me negative about CIDA, it 
just says we have to be really entrepreneurial in a way. We 
have to be willing to completely change. WeJll put together 
a project proposa1 in whatever way, in whatever format, with 
whatever it takes, that CIDA wants. 

Another strategy articulated by Elizabeth is related to a 

willingness to be flexible on the means, but not on the goal 

itself. "You search out where the best opportunities are to get 

funding from the government but you don't compromise what you 

want to do as an organization overseas because you still have 

your own objectives in mind." Pruitt (1983) describes this 

strategy f lexibility: l1 

One must be firm with respect to one's ends (i.e., one's 
interests) , giving them up only if they are clearly 
unobtainable. Otherwise, the solution will be one-sided in 
favor of the other party rather than represent a true 
integration of the two parties' needs. Yet one must also be 
flexible with respect to the means to these ends, 
continually seeking new alternatives until a rnutually 



acceptable one can be found. (p.43) 

Global Faith was flexible in meeting CIDA requirements with 

respect to the means (drafts and reports) of their goal, but they 

were firm with respect to the ends or the goal itself (to 

maintain core programming) . 

Necrotiation Outcome 

As a result of negotiating meaning with CIDA and dealing 

with meaning in their negotiations with CIDA, Global Faith was 

commited to a course of action whereby they completed the reports 

and submitted an acceptable proposa1 for a Three Year Program. 

Richard described the outcome of the negotiation process as 

1 mean it was a pain, but very helpful for us. Very good for 
us to do it. Great excercise. Very important. It is 
something that we would have had to do somewhere along the 
line. It forced us to do it. It forced us to think about 
"What do we want to do for three years?" Let's put this 
together in a format that we can live with that meets CIDA's 
needs. It was done on time so that tells them that we are 
competent and professional. We can get the job done that 
they wanted. 

Additional outcornes of this negotiation episode included Global 

Faith's lack of compromise on organizational goals and increased 

understanding of their new relationship with Janet. Richard said: 

"What this last two months' relationship with CIDA has shown us 

is that again, they are changing and the individuals that we 

happen to be dealing with at CIDA at this point in time have a 

few specific things that they are really concerned about." 



Epieode Nirmker Two: Negotiating with General Public Donors 

Plannins Activitv 

The planning activity related to this episode is the process 

of securing and maintaining general public donations through 

fundraising. 

Decision-Needina Issue 

In the process of carrying out the planning activity, the 

decision-needing issue became: How should Global Faith deal with 

conflicting expectations and dernands £ r o m  CIDA and from the 

general public donors regarding proselytization overseas? How can 

Global Faith satisfy both groups and still do what they want to 

do themselves? 

Characteristics of the Cultural Context 

The cultural context of this negotiation episode is mainly 

characterized by conflict and inconsistency (differentiation) , 

and to a lesser extent, by ambiguity and confusion 

(fragmentation) . Gerald compared negotiating with CIDA to 
negotiating with a donor. There are indeed some similarities 

between CIDA and general public donors. Global Faith is dependent 

on funding £ r o m  each "as a matter of survivalll and funding is 

conditional upon satisfying demands and meeting expectations. The 

more substantial donors, especially, will give money to Global 

Faith with certain conditions. The result, according to Gerald, 

is similar to the tension between integrity and dependency that 



Global Faith experiences with CIDA: llYou are caught trying to be 

yoursel£ and trying to get the money.I1 The difficulty Eacing 

organizations who must attempt to satisfy competing demands is 

laid out clearly by Pfeffer and Salancik (1978/1990): 

The fact of competing demands, even if correctly perceived, 
makes the management of organizations difficult. Tt is 
clearly easier to satisfy a single criterion, or a mutually 
compatible set of criteria, than to attempt to meet the 
conflicting demands of a variety of participants. Compliance 
to demands is not a satisfactory answer, since cornpliance 
with some demands must mean noncompliance with others. 
(p.150) 

Necrotiatincs Parties 

The parties involved in this negotiation episode are as 

£0110~~: Stan, Richard, and Gerald from Global Faith; and many 

individuals from the general public, mostly from the Evangelical 

Christian community. 

Characteristics of the Relationshi~ 

The interests shared by both groups of negotiating parties 

are that Global Faith continue to "extend Christ's compassion to 

the neglected poor.ll As Gerald said: l1When a donor cornes to give 

money to this organization - to one degree or another - they will 

agree with what we are philo~ophically.~ 

Divergent interests between the negotiating parties are 

related to Global Faith's adherence to CIDA regulations 

restricting proselytization overseas in government funded 

programs. 

Many of the donors feel they have a persona1 relationship 
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with Gerald and they trust him. Gerald once read aloud to me a 

letter from an elderly donor in the Maritimes who sent along with 

the letter a present of some handmade cross-shaped book marks for 

Gerald, his wife and children. Gerald commented: "1 donrt doubt 

that she thinks that werre persona1 buddies so there is a profile 

issue....And so in that way, 1 am an integral part of the link 

with the donors.. Gerald's former career as a Minister may also 

help to shape donor expectations of evangelizing overseas. 

The Storv: "A Struqqle for Inteqritvv 

While the pressure from donors and CIDA is similar - both 

provide funding necessary to the sumival of Global s ai th - the 

actual content of the demands made by each are different and even 

conflicting. The Christian orientation of Global Faith is an 

issue at the centre of clashing expectations held by CIDA and 

general public don or^.'^ Gerald recognizes the difficulty of 

dealing with different audiences and describes the situation as 

"a struggle for integrity." 

Global Faithfs donors are mostly evangelical Christians. 

Gerald believes that the donors' Christian orientation increases 

their expectations as to what will happen as a result of donating 

to Global Faith: 'IMy experience with Christians is that they rnay 

need more of an exchange than other people perhaps." Many donors 

'2 The pressure from donors is not necessarily al1 directed 
towards proselytizing overseas. For example, one person donated 
several drilling rigs to Global   ai th. As a result, they "were 
forced into implementingn a well-drilling program in ~thiopia. 



considex international development as a means to the end of 

religious conversion or religious education and they are 

expecting that Global Faith's projects are for Christians only or 

for converted Christians. Gerald explained to me: I I I  am not 

ashamed of our motivation. Our goal is not proselytization." 

mile Gerald does not want to hide their Christian orientation, 

he also does not agree with money being used to give children 

overseas a "Christian education." When faced with the donors who 

are expecting that their donations would go toward a Christian 

education, Gerald described his dilernma as follows: "You are 

trying to deal with al1 of that and at the same tirne, trying to 

do what you believe. 

1 asked Stan, Director of Communications and Fund 

Development, about expectations regarding proselytizing 

overseas during an interview: 

Some might think that Cwe are proselytizing] although we 
have not said that and we have written them and told them 
that it is not happening except - we have told them that we 
leave that up to Our partners overseas. Our partners c m  do 
the proselytizing. That is what they are good at . If they 
are churches, they will have people that are good at that, 
but we are not good at that and our mandate isn't that. And 
w e  have told people that but some of them will still think 
that they are giving money for proselytizing. But they do 
that in spite of what we tell them . . . .  And they may see it as 
friendship evangelism too. Werre helping the churches to 
care for people and they know that is important and they 
want to do that. Theyfre cornpassionate people. But in their 
own mind, they also realize that the church is putting out 
the good word. So they would say: "That is assisting. It is 
giving credibiity to a church so when they do put out the 
gospel, people will respond because they will see that this 
is a holistic rninistry. Which is fine." That is fine by me 
too . 

expectations clash with restrictions 



evangelizing. CfDA's only concern with the re l ig ious  foundation 

of an NGO is with regard to their overseas activities. Government 

funding is not provided for proselytization. Realizing this, 

Gerald made a point of assuring a visiting CIDA official: "We're 

not proselytizers. The people we work with overseas are a wide 

cross-section of people. Our motivation is different from what we 

do. We don't want to confuse what you believe with what you do. 

We don't want to apologize for who we are but we donPt want 

hidden agendas either.I1 Yet, on the other hand, Gerald admitted 

t o  me during an interview that I1there is a misconception in the 

minds of many donors that al1 of [Global Faith's] projects are 

for poor Christians. 1 donft fight this misc~nception.'~ This 

story is about the fact that without actually lying, Global Faith 

is able to conf im the expectations of each party through the 

negotiation of meaning. 

Meanins as Text 

The subject matter of the discussions between Global Faith 

and various donors from the general public is the meaning or 

purpose of Global Faith's overseas programs. 

Meanina as Sub-Text 

While negotiating the meaning of overseas programs with the 

general public donors, Global Faith was also working through 

other meanings underlying the negotiations. Global Faith staff 

were asking themselves, and each other, the following questions 



concerning meaning as sub-text. 

1. What is the eignificance or meaning of the process of 
negotiating with general public donors in order to receive 
donations? 

Ian posed the question of how Global Faith was serving the people 

"heretl (as opposed to overseas) through the ministry of 

fundraising. His answer is as follows: "We are trying to teach 

them how to part with some of their money and start loving enough 

to even sacrifice a bit and help others that need it because they 

haven8t faced up to what love is al1 about either. We have a very 

important message here.I1 This means that the act of giving itself 

is considered to be more important than the intentions behind the 

decision to give. Therefore, it may not matter if donors' 

intentions behind giving do not line up with Global Faith's 

intentions in their pro jec t s .  

2 .  What do the donations mean to us? mat is their functional 
value? 

Richard commented on the need to minimize Global Faith8s 

dependence on government funding and that Global Faith "being 

able to raise rnoney in Canada from Canadians to have resources 

that are independent is critical." 

3 .  What do Global Faith's fundraieing efforts mean to the 
general public donors? How are they interpreted? 

In describing Global Faith's interactions with the donors, Gerald 

recognized the potential for mulitple interpretations of Global 

Faith statements: "It is not what you say, it is what the donors 

hear that matters. What w e  like or don8t like isn't crucial. It 



is what the donors think." What the donors think is apparent 

through feedback to Global Faith staff. For instance, Stan read 

aloud a letter from a donor praying for them and praising their 

work to the entire group of Global Faith staff assembled at the 

annual Retreat. Stan's view of Global Faith's fundraising in this 

case was: llShe is freed up because we touched her life. She is 

freed up to touch others and she will do it through 

[Global Faith]." Kevin's interpretation of what donors are 

concerned about when they are making a donation to Global Faith 

is as follows: 'We have a very conservative donor base. People 

donlt care about the environment or CIDA's gender and development 

policies - they think a womanls place is in the home. They just 

want to feel good when they give their $10." 

4 .  What are individual donor's intentions? A r e  they well- 
meaning with respect ta Global Faith? 

Donors are considered to be well-meaning and trusting. ~ichard 

emphasized: "We1re dependent on our survival in a way on public 

goodwill. People are not going to support a charitable 

organization unless they have some degree of trust in it." 

Characteristics of the Neqotiation Process 

Stance. Because of an existing level CI£ trust and the friendship 

marketing approach in Global Faith fundraising, both parties had 

a cooperative orientation during negotiations over the meaning or 

intent of Global Faith's overseas programs with regard to 

proselytizing. 



Goals. Both parties had status-quo goal positions: Global Faith 

wanted to continue receiving donations and the donors wanted to 

continue believing that they were helping to support 

proselytization efforts overseas. 

Strategies. Global Faith's strategy involves a deliberate 

framing, highlighting, or downplaying of the information 

communicated to donors and CIDA. It is like a form of "impression 

management"73 where Global Faith is in a process of constructing 

different 'selves1 depending on the expectations of the audience 

and the demands of the context. Pam, the Director of Marketing, 

elaborated on this strategy: "It is common sense. We donït talk 

about things in the Gospel Church that might offend them [the 

donorsl. We can be intelligent and selective and talk about other 

things that won't offend them." 

This highlighting of information ccurs in the written 

reports produced by Global Faith as well. For example, the Three 

Year Program proposa1 submitted to CIDA did not make a single 

reference to Global Faith's Christian orientation and did not 

include the agencyfs vision of "extending Christ's compassion to 

the neglected poor." In fact, the goals and objectives given in 

the CIDA proposal represented a selective re-writing of the 

mission statement, philosophy and overall goals given in Global 

73 The term "impression managementt1 is borrowed £rom 
Hammersley and Atkinson (1983) who use it to describe an 
ethnographer's efforts to gain and maintain access to a research 
site. 



Faithfs in-house Strategic Plan. There was no mention of "~od- 

given potentialf1 or "Christian principlesll or "Christ's example" 

or "Godfs intention" in the CIDA proposa1 - al1 examples of 

phrases that are found in the Strategic Plan document and in the 

literature sent to donors. Asafa explained how the audience 

dictates the focus of the report: 

You are dealing with the need for producing different 
reports which highlight different aspects of the program. 
Enabling the church or strengthening the church may be an 
issue to one group, whereas helping the poor may be an issue 
to another group or achieving certain things may be an issue 
to another group ... .None of them are a lie. 1 mean al1 of 
those things have been achieved but what you highlight is 
the issue....I mean we have never made it a secret that we 
have worked with churches with CIDA because when we apply 
for funding, we talk about the partner, right? So it is not 
a secret that we work with churches. It is not a secret that 
we are a Christian organization. But it is not something 
that is relevant to them, so we donft necessarily bother 
reporting that . 
Global Faithfs attention-shaping strategies in the face of 

external control seem to line up with Pfefferfs and Salancikfs 

(1978/1990) predictions from the resource dependence perspective: 

Organizations attempt to avoid influence and constraint by 
restricting the flow of information about them and their 
activities. denying legitimacy of demands made upon them, 
diversifying their dependencies, and manipulating 
information to increase their own legitimacy. (p.15) 

Another strategy used by Global Faith in coping with 

conflicting demands from CIDA and the donors - also discussed by 

Pfeffer and Salancik (1978/1990) - is structural differentiation 

which involves establishing different groups or subunits within 

the organization to deal with various coalitions in the 

environment. This is the case at Global Faith where different 

people have contact with different audiences. ~ichard explained 



that he interacts with CIDA and not the donors so he does not 

worry about donor expectations: 

1 wonr t deal with the public very much. [Stanl and the 
Provincial Directors do that. So we can al1 blame everybody 
else - l1I didn't Say that! [Stanl said that. [Stan] youf re 
full of it." And [Stanl can say: "Oh, [Richard], he screwed 
up. 1 mean he is dealing with CIDA. He didn't tell the truth 
about what we are doing." 1 mean it is not that bad. But it 
is different people dealing with different groups of people. 

Kevin also commented on the structural differentiation at Global 

Faith: 

In this stratified corporation, we [in the Overseas Programs 
Department] don't have to deal with what cornes out in 
public. We deal with CIDA, the government donor. For al1 
other donors, there is the donor relations group. They get 
information from us and they package it as they need 
to . . . .  Hopefully, what comes out at the other end bears some 
resernblance to, letls say - is not in opposition to - what 
actually is happening. 

Neaotiation Outcome 

As a result of negotiating meaning with the general public donors 

and dealing with meaning in their negotiations, Global Faith was 

able to continue receiving general public support, predominantly 

from the Evangelical Christian community. Both CIDA and general 

public donors were satisfied and felt that their demands had been 

met. 

Episode Number Three: Negotiating with the Board of Directors 

Plannincr Activitv 

The planning activity related to this episode is the process 

O£ articulating and implementing Global Faith's vision statement. 



Decision-Needinu Issue 

In the process of carrying out the planning activity, the 

decision-needing issue became: How should Global Faith deal with 

conflicting interpretations held by staff and the Board of 

Directors over how to define and carry out Global  ait th's vision 

statement? Should Global Faith initiate new programs in Eastern 

Europe as suggested by the Board of Directors? 

Characteristics of the Cultural Context 

The cultural context for this episode is characterized 

mainly by conflict and inconsistency (differentiation) and to a 

lesser degree, by confusion and paradox (fragmentation). Gerald 

makes a clear distinction between Global   ai th itself and the 

Board of Directors. "The problem is our staff does not work for 

the Board ... the vision comes £rom the staff and the volunteers, 
not from the Board." The episode described in this section 

focuses on the vision of Global Faith and is a clear illustration 

of this perceived disjuncture. 

Before presenting the actual episode, it is first necessary 

to provide some background information as to how the vision 

statement evolved and how it is interpreted differently by   lob al 

Faith staff and by the Board. The cultural context for this 

episode includes outcornes of previous negotiations betwean the 

staff and the Board of Directors regarding the vision statement. 

The vision statement, I1[Global ~aithl, a development agency 



extending Christ's compassion to the neglected poor,N74 was 

articulated in 1989, Gerald remembered the difficulty the staff 

and the Board had in agreeing on the vision: "When we were trying 

to come up with a vision statement, we fought and argued over it. 

The Board fought and argued over it." Pam described the long and 

involved process of trying to finalize the vision statement: 

It was probably the hardest thing to actually establish in 
al1 the pages and pages from the Strategic Plan - this 
vision statement which was one line. It was amazing .... We 
had input £rom everybody .... We had a lot of input from 
volunteers that had been with us and had been loyal for a 
long time, And Provincial Directors. And friends of [Geraldl 
that give to [Global Faithl . And [Geraldl . And the Board. 

Ian also described the process and stressed the amount of work 

that went into developing a statement that everyone was happy 

with. 

What we went through to come up with this. Pages and pages 
and pages of stuff and fax messages back and forth to 
everybody that was in the organization al1 over the world 
and ideas coming back and so on. And it finally kept boiling 
dom and boiling do w n . . . .  We finally ended up with it and 1 
think it is beautiful . . . .  It took an incredible amount of 
work to come up with this. 

The freshly drafted vision statement then went into the 

Strategic Plan which still had to be presented at a Board meeting 

for their approval. The new vision statement turned out to be the 

area of I1most interest and most defensel1 during that meeting. Pam 

remembered the meeting and the tension surrounding the vision 

statement. 

It was funny. 1 was at the meeting when [Geraldl presented 
the Strategic Plan to the Board. And it was funny in that 

74 see the section qqFrom Praying to Planningu in Chapter 
Five for more information on the vision statement. 



they needed to sign off - which meant that they agreed with 
al1 the objectives, al1 the money goals, with everything - 
but that whole evening meeting, w e  couldnlt get off the 
vision statement. Partly because [Geraldl was so defensive 
about it and partly because the Board wanted semantics. They 
were concerned about semantics and actual words and what 
they meant. It was just incredible .... It had so much input 
even before it went to the Board that we felt - CGeraldl and 
1 - we felt so attacked because you can always change it and 
nobody is ever happy. But to us, by the end it was almost 
watered dom. It is like: What do you want it to be? Werll 
do whatever you want. Just tell us. We donit care anymore." 
Well, not quite, but that is the point we were getting to. 

The equivocality of the vision staternent, in particular the 

phrase "neglected poorIu allowed both the Board and the staff to 

be satisfied with the final wording. This same ambiguity, 

however, led to even greater conflict and confusion over how to 

implement the vision statement at a later date. 

Nesotiatincr Parties 

The parties involved in this negotiation episode are as 

follows: Gerald together with the rest of the Group of Eight, and 

the Board of Directors. 

Characteristics of the Relationshiu 

The interests shared by both groups of negotiating parties 

are that Global Faith continue to implement the vision statement. 

Divergent interests between the negotiating parties are related 

to staff commitments to the "causeH which is expressed through 

adherence to different interpretations of the vision statement. 

As one staff member, pointed out: Ilthe staff are not at Global 

Faith because of the Board. They're at Global Faith because of 



the vision, the cause, and their c~rnmitment.~ 

The relationship between Gerald and the Board of Directors 

is complex and at times, problematic. Gerald reports directly to 

the Board and adrnits that he is often "defensivem in his dealings 

with the Board. While the Board is not involved in day-to-day 

operations - they have agweed to stay ams-length away from 

administration - they do have considerable power. It is up to the 
Board to make policy and to approve the Strategic Plan (which 

includes the vision, mission statement, and budgets) and also to 

approve overseas projects over $200,000 (or projects using more 

than $25,000 of general public money). 

The Storv: Vision Test 

This episode, which became known around Global Faith's Head 

Office as Ilthe Eastern Europe debaten or "the Eastern Europe 

thing, If is about negotiating with the Board over how to implement 

the vision statement, or as Dan said: "We're into a pretty 

serious discussion about the pros and cons of going to Eastern 

Europe." The discussions unfolded over the course of a year 

during the time that 1 was conducting my research at Global 

Faith. 

It al1 started at a Board meeting in the Spring of 1992, 

when one of the Board rnembers asked Gerald to consider initiating 

some programming in Eastern Europe, an area where Global Faith 

had no previous experience and no established partnerships with 

local organizations. The Board member's request surfaced again at 



a Group of Eight meeting in July during a discussion about how to 

handle the upcoming Board meeting scheduled for the Fall. Gerald 

asked Richard and Elizabeth to work together on a "statementW for 

the Board on why Global Faith should net become involved in 

Eastern Europe. Richard consented and agreed with Gerald on the 

importance of being prepared for the Board meeting: "It will be 

good to have Our ducks in line." Richard and Elizabeth then wrote 

up a statement titled "Sarajevo or Somalia?" and Richard 

presented it to the Board at the forma1 dinner gathering the 

night before the Board meeting. The next day, at the Board 

meeting, Gerald mentioned that Global Faith was shipping medical 

supplies to a church in the Ukraine, hoping that this 

information, along with Richard's written statement, would put an 

end to Board pressure. One Board member said: "Maybe we can 

exploit the fact that we are in the ~kraine. People in Eastern 

Canada may give more." Gerald replied: IlThe difficulty with that 

is it would encourage those people to w a n t  us to do more work 

there. We'd be trapped." The Board member said: "Good point. O.K. 

Could you s t i l l  have your people mention what you're doing when 

youtre speaking in the parts  of the country with Ukrainian 

descent? 

1 did not hear much more about the Eastern Europe debate 

again until March 1993. Gerald had just been to a meeting of the 

Board Executive and he was telling the assembled Group of Eight 

that one particular Board member was putting pressure on again 

about starting up programming in Eastern Europe. Gerald suggested 



to the Group of Eight: "If there was consensus among ourselves, 

it would be good to put a paper together and to Say there is 

consensus amongst the staff. Also, we need to sit dom before the 

next Board meeting and talk about these issues." 

The next step in the Eastern Europe debate was another 

pooling of ideas through the preparation of a draft document 

based on some of the comments made during that Group of Eight 

meeting. Then, in April, at another Group of Eight meeting, 

Gerald asked the group for feedback on the draft document. There 

was consensus that the document expressed what they wanted to Say 

and that it explained what Global Faith was about. Gerald's 

comments on the process of pooling their ideas into a document 

for the Board were as follows: 

It is good because it has helped us to focus. 1 didn't have 
to load any guns. 1 only asked people to think and there was 
consensus around the table. It is interesting that we are 
more involved in this and yet, we are dealing with this more 
objectively than the Board. 

Gerald was concerned that the Board might interpret the document 

as a policy statement which wouLd be inappropriate because it is 

up to the Board, not the staff, to set policy at Global Faith. 

Elizabeth reassured Gerald: I1We're trying to stay within Our 

policy. If the Board wants to change it, that is their option. 

But they need to be aware of the implications of that." Asafa 

followed up on Elizabeth's cornments with an even more 

confrontational stance toward the Board: "As [Elizabeth] said, 

the people at [Global Faithl have gathered together because they 

believe these things about [Global   ai th]. The issue of Eastern 



Europe changes who [Global Faithl is and what [Global Faith] is 

al1 about. Perhaps it will change the level of commitment the 

people here have to [Global Faith]." Gerald answered: "That is 

what the Board is afraid of - it is a subtle threat of: 'you 

change it and you'll lose Our cornmitment.' We are within the 

[Global Paithl mandate which is bigger than the Board and they 

are asking us to go against it." 

The Eastern Europe story continued through the Spring of 

1993. At another Group of Eight meeting in late April, 1993, 

Gerald reported back to the group on the recent Board meeting. 

Gerald said that the Board mernber that had been pushing for 

Eastern Europe assured the Chair of the Board before the meeting 

that he and Gerald had I1called a ceasefire." During the meeting, 

the Board rnember said l l f  wouldn't want to put forward a motion 

and have it be defeated.I1 Gerald considered this as a signal that 

"the message was coming throughn and that this Board rnember was 

now "consensus oriented." Gerald and the staff were pleased. 

Meanincr as Text 

The subject matter of the discussions between staff and the 

Board of Directors is the rneaning or significance of Global 

Faith's vision statement. 

Meanins as Sub-Text 

While negotiating the rneaning of the vision statement with 

the Board of Directors, Global Faith was also working through 



other meanings underlying the negotiations. Global Faith staff 

were asking themselves. and each other, the following questions 

concerning meaning as sub-text. 

1. What is the significance of the long and difficult process of 
articulating the vision atatement? 

Pam commented that Gerald and al1 the staff still feel very 

defensive about the vision statement: tldonlt mess with our vision 

statement because it is Our motivator." Pam summed up the 

significance of articulating the vision statement: "The vision 

really is embedded in us and it means something to us .... The 
closer persona1 visions are to the organizational vision, the 

better . . . .  Everyone bas their own snapshot provided by their own 
background and baggage that they bring to it. That is why the 

vision statement can be al1 things to al1 people." 

2. What does the vision statement mean to us? What is the 
symbolic value of the vision statement? 

Gerald explained that the phrase "neglected pooru actually means 

something different to the Board than it does to him and the rest 

of the staff. 

The hidden meaning of neglected poor - there are two 
meanings to that phrase. 1 originally wanted us to mite 
"the non-Christian poor." Right? But that was too offensive 
to our Board. They took me as having gone too liberal when 1 
said that. Sol neglected poor to me would mean "ruraltt but 
it would also mean those people that many Christian 
organizations don't touch. Like the rural Hindus or the 
rural Muslims. So a fair percent of Our investment is going 
to those people because they are people that Christian 
organizations generally donlt go near .... They are neglected 
from a Christian perspective. Nobody is going to touch them 
with a ten foot pole because they donft have the same 
religious base. They donft have a church. Theyfre llyucky.u 



Right? There is nothing pleasant about that from a Western 
Christian perspective....So, "neglectedM is a softer word 
[than 'non-Christian"3 but it means - sometimes it means the 
same thing. 

Pam also pointed out the hidden meaning or arnbiguity in the 

phrase "neglected poor:" 

"Neglected poorM means something very significant to 
us .... For somebody who just reads it, it may not mean 
anything different [from other organizations' vision 
statementsj. But for us, it does - because we know. We read 
between the lines because we know what went into it. So for 
us, 1 know that "neglected poorw means the poor that others 
dontt get to. That CIDA may not care about. Or anybody else. 
This is for people that canrt get help elsewhere and really 
need it. So that to us is significant. 

3. What does the vision etatement mean to the Board? What is the 
symbolic value of the vieion etatement? 

Pam's interpretation of the Board's concerns about the vision 

statement is as follows: 

To the Board ... the big issue was whether the poor that we 
help are Christian poor or whether they can be "pagantt 
poor . . . .  The Board didn't like it [the original phrase of 
"non-Christian poorv] because they said: 'Well, you're being 
biased. Two Christians are being biased against Christians!lt 
Actually, probably they thought that we were being biased 
against Christians because we wanted to go to the secular 
poor. Not because we preferred them but because they usually 
don't get the funding that the Christian ones do. Because 
you don't get any flack from Canadian donors if you are 
going to a basically Christian country. But if you are going 
to a Hindu country [to do development work] , you probably 
would. And therefore, those people aren't as apt to get 
funding. ItNeglected poor" may mean different things for 
different people. But if it defines and motivates them, then 
it is worth it. 

Gerald's interpretation of the Board's posture was that "either 

there is abysmal ignorance of some of the Board members as to why 

we exist or else there is tremendous understanding of why we 

exist and they are trying to change thet." According to Gerald, 



one Board member in particular, was interested in becoming 

involved in Eastern Europe because of the large number of 

evangelical Christians already active there and because of the 

potential for converting the vbeneficiaries.ll Gerald said: "He 

[the Board memberl is so close to evangelical circles and theyfre 

al1 ninning over there. People are al1 tripping over each other 

to become evangelical Christians. He has forgotten that this is 

not a goal of [Global Faithl in and of itself . . . .  He thinks that 
al1 need anywhere in the world should be included in Our 

mandate.I1 Pam added to this: "Thinking back to the Strategic 

Plan, it does seem to reinforce his thinking that wefre biased 

against working with Christians. It gets us back to the 

'neglected poorf issues." 

4. What would the meaning or consequence of going to Eastern 
Europe to initiate new programs be for Global Faith? 

Elizabeth explained: l'If we were to move into Eastern Europe, it 

would require a philosophical change for [Global Faithl . In 
Eastern Europe, we wouldn't be dealing with water resources, we 

would be creating small businesses. We wouldn't be dealing with 

basic needs which is our raison d'etre. It is not what we were 

set up to do." Richard pointed out a potentially negative trade- 

off: "It is important not to deny that there are issues in 

Eastern Europe that need addressing. But 1 dontt believe that we 

can afford to take £rom Third World programming to resource 

Eastern Europe .... If it involves trading resources, then it 
reflects a moral failure on our part." 



Characteristics of the Neaotiation Process 

Stance: Gerald admitted to the rest of the Group of Eight that 

his relationship with the Board m e m b e r  that was pushing the 

hardest for Eastern Eurpoe was tense and even competitive. Gerald 

said: "1 tend to react against him." The 'Ithreatsf1 made by Gerald 

and the staff - that they would lose their cornmitment to the 

organization if the Board used their power to insist on 

programming in Eastern Europe - show that the tone of the 

negotiations with the Board were distributive, not integrative 

(Elgstrom & Riis, 1992) . 

Goals. The Board was target-oriented; they wanted Global Faith to 

start up programming in Eastern Europe. Gerald together with the 

rest of the Group of Eight were status quo-oriented; they did not 

want to change or add to their current geographic areas of 

programming. 

Strategies. Gerald's main strategy throughout the negotiations 

was to form a "united frontv1 against the Board by involving the 

Group of Eight as a type of interna1 coalition in the negotiation 

process . 7 5  Thompson, Peterson, & Kray (1995) suggest that when 

75 During the process of respondent validation, Gerald added 
the following comments to this description of negotiating with 
the Board of Directors: IlThe [Global Faith] staff wanted me to 
assure thern that we would not give on the Eastern Europe issue. 
The Board had every right to ask me to examine the option to see 
whether it was possible. Some of the staff people felt that 1 was 
not strong enough in relaying the staff's position on the issue 
back to the Board." 



"coalition members ...p ool their ideas about their interests and 

reach consensus about what they want .... this will probably 
enhance feelings of solidarity and cohesionfl (p.11). While Gerald 

was resisting Board pressure and fighting to keep the status quo, 

he was also framing the situation in a way that tightened group 

identity within Global Faith. The coalition of the Group of Eight 

gathered strength over the course of the entire Eastern Europe 

debate. Because the negotiations occured over an extended period 

of time, there was an intermittent sharing of information. 

According to Polzer, Mannix, and Neale (1995), this "allows 

coalitions to originate and stabilize both at and away from the 

tablev (p.136). 

Nesotiation Outcome 

The final outcorne of the "Vision Testu negotiation episode 

was the decision to go to Eastern Europe to initiate new 

programs. Another outcome was increased staff cornmitment to the 

vision statement. This surfaced at the two-day Director's 

~etreat~' at the end of April 1993. The focus of the Retreat was 

wvisionfl - what it was and how to keep it strong. Inevitably, 

Gerald brought up the topic of the "Eastern Europe debatem and 

linked it to a discussion of both organizational vision and 

persona1 vision. Gerald's comments below reveal how he 

interpreted the meaning surrounding the negotiations about the 

'' This retreat was for the Group of Eight and one other 
senior staff rnember only. The Board of Directors were not 
included. 1 attended as a participant observer. 



implementation of the vision statement: 

The staff and volunteers arenft witb us because of the 
Board. Theytre at [Global Faithl because of the vision of 
people, cause and cornmitment. The Board may think they're in 
charge, but they're not. This came out in the Eastern Europe 
debate. In a for-profit firrn, the Board would have had their 
way with Eastern Europe .... It is crucial that we as 
individuals examine what Our persona1 vision is .... 
Hopefully, the Group of Eight can sit around and talk and 
al1 know that we are coming back to the same place and we 
put up with al1 the other stuff . . . .  We can only get into 
trouble if one or two people forget their vision and see 
this as a nine to five job or if the Board does it to 
us....It comes back to the importance of having the vision 
statement coincide with what you believe. 

Staff members agreed with Gerald that the Eastern Europe issue 

was a "watershedN for Global Faith. One person pointed out: 

"Although your re ticked with [the ~oard memberl , maybe you have 

him to thank for people thinking clearly and taking to arms and 

defending the vision." And another commented: "The Eastern Europe 

thing became a way to clarify the cause and to move forward 

rather than trying to justify what we're doing today or in the 

past . 

Episode Number Four: Negotiating with Overaeae Partner 
Organizations 

The planning activity related to this episode is the process 

of collaborating with overseas partner organizations in decisions 

about which programs to of fer 

~ecision-Needincr Issue 

overseas . 

In the process of carrying out the planning activity, the 



decision-needing issue became: How should Global Faith deal with 

the expectations held by overseas partner organizations for a new 

overseas program based on the sponsorship model? Should Global 

Faith change their informal tradition of avoiding the sponsorship 

model in order to offer the new program? 

Characteristics of the Cultural Context 

In contrast with the Board, overseas partner organizations 

are not viewed as a test or a threat to the vision statement of 

Global Faith. Rather, they are considered to be the means to its 

implementation. Summary notes £rom the Director's Vision Retreat 

prepared for the Group of Eight by Pam, Director of Marketing, 

included this quote: "The partners are the hands and feet of 

[Global Faith's] vision statement. The partners are the critical 

link between [Global Faith] , [Global Faith' SI vision, and the 

poor . 
Global Faith's partners are selected on the basis of a 

priority frame~ork~~ which puts Chxistian NGOs, evangelical 

churches, and NGOs with Christian leadership as the first three 

choices. Within those categories, partner selection is compared 

to a search for a sou1 mate and is based on a feeling of affinity 

between individuals from each organization. Richard explained: 

A lot of how we decide on Our ongoing partnerships are very 
persona1 decisions. It is like when [Gerald] travels, does 
he get along with the Director of the organization? If 
[Gerald] gets along with [the Director] , that al1 filters 

77 See the section on overseas partners in Chapter Five for 
more details. 



through and then you can plan to do whatever you are going 
to do. 

This supports Greenhalghfs and Chapmanfs (1995) clah that the 

nature of the relationship is a strong predictor of how the 

negotiation process will develop. 

Even with the emphasis on affinity and mutual understanding, 

Global Faith may still have difficulties in interpreting their 

partner organizationsf views. 

We know when we get overseas, [our partners] donft even tell 
us what the universe looks like from there. [They don't want 
to tell us because] it might offend us . . . .  And that is going 
on al1 the tirne. And an analogy that is used in another way 
is sidewalk and subway. We think we're walking down the same 
street but wefre on the sidewalk and they're on the subwav. 
So we don't see the same sight. And that-is part of the 

a 

difficulty as well. 

The cultural context for the episode described below is 

mainly characterized by consensus and cohesion (integration) and 

to a lesser extent, by arnbiguity and confusion (fragmentation). 

Neqotiatina Parties 

The parties involved in this negotiation episode are as 

follows: Gerald together with the staff of Global Faith, and the 

Directors of two of Global Faith's main overseas partner 

organizations. 

Characteristics of the Relationshi~ 

Trust is a defining feature of Global Faithfs relationships 

with their main partners. It is viewed as a necessary condition 

for joint decision-making over the long-tem. As Kevin said: '1 



th ink  a s  an organization. our goal is t o  ge t  t o  t h e  point  where 

w e  have b u i l t  up a t r u s t  re la t ionship with a par tner  s t rong  

enough t o  do jo in t  long-term planning: 

Geraldrs descr ip t ion  of a good partnership a l s o  includes 

t r u s t  a s  a necessary condition: IiWell, the  primary c h a r a c t e r i s t i c  

[of a good re la t ionship  with an overseas partner]  i s  t r u s t .  Out 

of trust. out of business.I1 I n  addit ion t o  t r u s t ,  Gerald 

emphasized t h a t  the  nature  of the  re la t ionship is "is dependent 

on what the  percentages a r e  i n  the  partnership.  If you a r e  equal 

par tners ,  youJre going t o  have equal input i n t o  what you're going 

t O  do." 

The S t o w :  S e l l i n s  Swonsorshi~ 

Ideas f o r  new Global Fai th  programs generally come from the  

pa r tne r s .  Gerald said: Vie want t h e  a rea  guys t o  i n i t i a t e  new 

programs - though we have a d i f f i c u l t  t i m e  g e t t i n g  them t o  do 

t h a t .  They a r e  a f r a i d  t o  make decisions.  W e  keep t a lk ing  with the  

pa r tne r s  and keep expanding from there .  We want our partners  t o  

sel1 it t o  us and w e  buy in to  i t ."  The episode described i n  t h i s  

sec t ion  is about Global Faith "buying in to"  a new overseas 

program tha t  two of t h e i r  main partners were t ry ing  t o  wsel ln  t o  

them. It i s  a community linkage program'' t h a t  i s  e s s e n t i a l l y  

sponsorship under a d i f f e r e n t  name. 

Gerald described t h e  evolution of t h i s  program: "The 

See the West and Potatoesl1 sect ion 
more de ta i led  descr ipt ion of t h i s  program. 

i n  Chapter Four f o r  a 



Director of [Global Faith's partner organization in fndial wanted 

us to do [a sponsorship program]. ~ i s  agenda is for that. ~ h e y  

thought that would be a good way of sustaining Our involvement in 

that area. So we fought through and argued that for a couple of 

years.I1 Global Faith "arguedIr and resisted the idea at first 

because of a negative view of child sponsorship in international 

development programs. Gerald especially, is critical of the 

sponsorship model. 

Some staff at Global Faith participate in the child 

sponsorship programs of other organizations and do not agree 

totally with Geraldls criticism of this approach. Stan, in 

particular, is an advocate for using the term wsponsorshiplt in 

fundraising. Gerald will not permit this and does not even like 

to hear the word wsponsorshipw used around the office. The staff 

cal1 it the "s word.Ir Stan provided his interpretation of the 

negotiation process leading up to the decision to offer the new 

program : 

We talked about intensifying the donor1s benefit - you know 
the donors' closeness to the work. And then we talked about 
child sponsorship. In fact, we have had people ask me - 
donors ask us - if we would do some child sponsorship so 
they could sponsor. They wanted to sponsor and they wanted 
to sponsor through [Global Faith]. But that didnft really 
move us too much .... Child sponsorship in itself doesnft 
reflect what the organization is doing. It fosters a 
patronizing attitude towards people, So welve been looking 
for some way to duplicate that reliable flow of incorne from 
people who feel that close connection with their recipient - 
with the recipient of their compassion .... 
So, the donors started asking here and also at the same 
time, people overseas were asking: "Would you do some kind 
of sponsorship? We would like to work with you on that kind 
of level." Both in Ethiopia and in India. Some of our 
largest partners were asking us to do it. So that was 



another pressure. As a group, that decision was probably 
affected by the fact that we had had encouragement £rom 
Loverseas partner organizations] . The group is also affected 
by [Gerald's] advocacy. He advocated it so that has to have 
some effect on the group. 

Geraldls description of how the negotiations with the partner 

organizations developed is as follows: 

When [the Dixector of the partner organization in India] 
said to us 'You need to do this business of helping 
familiesIr [through the new linkage programl, we know that he 
knows exactly at that point what is going on. Right? It is 
not like we have to run over there and hide behind some 
baloney about what we are doing. It is clear what we are 
doing. We're trying to find a way to get people to give 
every month to a thing. And he wants that and we want that. 
So we sit dom and 1 ride along in his car and he says: 
"Here is what you should be doing." Right? With our partner 
group in Ethiopia, we have a thing that is similar but not 
identical. 

Meanina as Text 

The subject matter of the discussions between Global Faith 

and overseas partner organizations is the meaning or symbolism of 

initiating a new program based on the sponsorship model. 

Meaninq as Sub-Text 

While negotiating the meaning of the new program with 

overseas partner organization, Global Faith was also working 

through other meanings underlying the negotiations. Global Faith 

staff were asking themselves, and each other, the following 

questions concerning meaning as sub-text. 

1. What is the meaning or significance of the procees of 
collaborating with overseae partner organizations? 

Richard emphasized that their partners may not initially or even 



autornatically trust Global Faith to collaborate: 

Organizationally, we have to earn the right to be trusted. 
We have to show over time that wefre not going to dominate. 
There are things that interest us. There are things that 
interest them. Their agenda is most important because it is 
their country. They have to live with the political, social 
and economic implications of the work that they do. 

Kevin also stressed the importance of getting "to the point 

of trust where what they want to do is based on their needs and 

not your priorities.If Stan explained that Global Faith staff 

thought: IVWell, if the partners want it, that is where the 

request should corne £rom - from overseas. It has been initiated 

from the right place. Let's do what we can to make that happen." 

2. What does the new program mean to us? What ie the eymbolic 
value of a program baeed oa a eponsorship model? 

Gerald explained that the biggest concern about a new program 

based on a sponsorship model from Global Faith's point of view 

was "probably consensus that we don't like sponsorship and child 

sponsorship. That would probably be our largest problem with it. 

If we donft like that, why are we doing this? What are we doing 

here? So, first we have to rationalize it for our~elves.'~ 

Gerald, especially, is against sponsorship. He points to the 

high overhead and tracking costs, and the inequities created 

within communities as a result of sponsoring only certain 

individuals. Gerald recognizes that general public donors in 

Canada like contributing to sponsorship programs because of the 

"good feelingfV they get but he insists that the exchange is not 

equal. Donors get more out of sponsorship programs than the 

I1beneficiaries.l1 Stan is more in favor of a sponsorship model and 
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he pointed to the symbolic value of the new program in terms of 

fundraising: l1It builds a point of contact for the donor and 1 

think a better contact. It gives them more motivation to become 

educated. To become conversant with what is going on. To read the 

reports on the community. Why? Because they have linked with a 

family there." 

3 .  What doei  the new program mean to OUF over~eas partner 
organizations? What i~ the functioaal value of a program based on 
a sponsorship madel? 

Gerald explained that "our partners have been after us for years 

to come up with something to guarantee income from us so that 

they can work to support the cornrnunitie~.~~ Stan also interpreted 

the functional value of the new program from the partners' point 

of view to be the fact that 'lit builds a steady income for the 

people overseas to complete the projects in the comrnunitie~.~~ 

Characteristics of the Nesotiation Process 

Stance. Both parties had a cooperative stance throughout the 

negotiations. 

Goals. Early in the negotiations with their main partners over 

the new community linkage program, p lob al Faith had a status quo 

orientation. They did not want to become involved in a program 

based on the sponsorship model. l'~ponsorshipll was jokingly 

considered to be a forbidden word. However, due to the nature of 

Global Faith's relationship with their partner and the ability of 



Global Faith staff to recognize the functional as well as the 

symbolic meaning of the new program, Global Faith was able to 

adjust their goals to be target-oriented and in line with those 

of their partner. 

Strategies. According to Kevin, dialogue leading to mutual 

understanding, delegation of decision-making to partners, and 

recognition of Global Faith's own criteria and priorities are the 

key strategies used by Global Faith for maintaining trust 

relationships with their partners. 

This implies dialogue in terms of what they're currently 
doing and what they want to do. It implies discussion on 
development philosophy. It implies some level of your 
partner understanding [Global Faith] - understanding what it 
is and what it wants to do long-term. It implies that the 
donor - us at [Global Faithl allows some decision-making by 
the recipient [i.e., overseas partner organizationl in tems 
of what they can do with that money. Now, it is very 
difficult to get to that point because we have criteria. We 
have priorities in what we want to do. 

Gerald's descriptions of Global Faith's strategies for 

negotiating with partner organizations include an emphasis on 

mutual understanding and dialogue: "you know each other and that 

doesn't rnean organizationally as much as it means individually. 

And, at the end of the day, when things arent t working well, p u  

talk it over. If youlre really partners, you donlt walk away." 

Dialogue is especially important because nself-presentational 

concernsff often prevent partners from openly divulging 

information about their own preferences and goals (Thompson, 

Peterson, & Kray, 1995). 

An integrative agreement with the overseas partner 



organizations was made possible through a strategy called 

"bridgingM in negotiation theory. Pruitt (1983) describes the 

bridging strategy below: 

In bridging, neither party achieves its initial demands but 
a new option is devised that satisfies the most important 
interests underlying these demands .... Bridging typically 
involves a reformulation of the issue(s1 based on an 
analysis of the underlying interests on both sides .... People 
who seek to develop solutions by bridging need information 
about the nature of the two parties1 interests and their 
priorities among these interests .... More often, higher- 
priority interests are sewed while lower-priority interests 
are discarded. (pp.40-41) 

Because of the long-term relationships with partner organizations 

built on principles of mutual trust and dialogue, both parties 

were aware of each otherls interests and the priorities among 

those interests. This awareness of each other's hierarchical 

"interest treesn allowed them to travel dom the trees far enough 

to locate interests that could be easily reconciled with the 

interests of the other party (Pruitt, 1983). 

Neqotiation Outcome 

An integrative agreement was reached and the new community 

linkage program was finally initiated in the Eall of 1992. 

Brochures were designed and distributed, photographs of families 

to n ~ p ~ n ~ ~ r w  were processed, and donors were informed of the new 

way to support Global Faith's work overseas. 

Episode Number Five: Negotiating within Global Faith 

Planninq Activitv 

The planning activity related to this episode is the process 
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of coordinating and managing the people involved in planning at 

Global Faith. 

Decision-Needins Issue 

In the process of carrying out the planning activity, the 

decision-needing issue became: How should Global  ait th staff be 

motivated in their work? How can Global Faith staff maintain 

their commitment to the "cause?" 

Characteristics of the Cultural Context 

References to the farnily setting of Global Faith and the 

common emphasis on agreement and harmony suggest a cultural 

context characterized mainly by consensus and consistency 

(integration) and to a lesser extent, potential conflict and 

contradictions (differentiation) . 

Neuotiatina Parties 

The parties involved in this negotiation episode are as 

follows: Gerald, and the rest of the staff of Global Faith. 

Characteristics of the Relationshi~ 

The staff of Global Faith consider themselves to be drawn 

together like a family - with feelings of fellowship and also 

with the potential f o r  discord. 

When you are a close-knit family, the issues that divide you 
or that could cause conflict can be very, very strong issues 
and they can be very, very divisive. And 1 think in a 
strong, close-knit , small, working f amily, [Gerald] is very 



much able to keep a balanced relationship with everybody- 

Pam also commented on Gerald's central role and the family 

setting at Global Faith. 

1 would see [Geraldl as somebody that pulls us together in 
discussions and everything .... A lot of meetings and checks 
and balances. He does have a persona1 style. 1 would say 
that [Global Faithl is run more like a family setting in 
that you know, you have your squabbles . Not so much now as - 
1 think it used to be worse. But it is more like a family in 
that you donlt always get along. 

In addition to the potential for conflict, there is also the 

element of mutual dependence in relationships at Global Faith. 

Gerald told the Group of Eight: 

We al1 live in the same reality. 1 believe Irve been asked 
to do a job which makes me the same as everyone else in the 
room. The issue is trying together to get it done. 1 can't 
ignore what 1 have been asked to do, but 1 can't do it 
without you. 

dependence together with the potential for conf lict are 

the ingredients of a relationship engaged in negotiation. 

The Stow: Leadershiu at the Hub 

The four episodes discussed in the preceding sections show 

how Global Faith negotiates across organizational boundaries. 

This section looks at negotiations within Global Faith and 

focuses on Geraldrs role as a leader. 

Gerald occupies a central position at Global Faith. He has 

unlimited access to information which, according to Ian, is 

necessary because of his role as negotiator among the staff. 

Everything reports back to [Gerald]. He is on top of 
everything. And the order is that every single piece of 
paper that goes out, every memo that is written - whether it 
is to somebody overseas or a letter going out or 



interdepartmental or whatever - a copy of everything goes to 
[Gerald]. He glances through the whole thing so that he 
always has a total picture of what is going on. 

Now, that is vitally important because you could relate it 
to a political situation that you see in government and they 
are constantly being badgered by the single interest groups. 
Each one has the most important problem in the world and 
they want you to finance it. And somehow, somebody has got 
to have the overall picture in order to place an evaluation 
on these things and know when to Say no. And [Gerald] really 
is that person. He has that total picture. And we have al1 
had sessions where we were really badgering him to get 
something done or to get something produced and he is the 
one that will have to Say no. Which he does. And he still 
keeps us talking. Werre still friends. 

Geraldfs role as a leader calls to mind the image of the hub 

of a wagon wheel. Gerald is at the center, interacting with each 

spoke or individual staff member in a "balancedn way so that the 

r i m  is supported and the wheel (i.e., the organization) remains 

intact. The staff at Global Faith view Gerald, the Executive 

Director, as having a central vantage point on the workings of 

the agency: "he is the only one who sees the whole picturen and 

"everything that goes in or out has to go through [Gerald] 

somehow . l1 
Gerald deals both bilaterally with the departmental 

Directors and rnultilaterally with the Group of Eight and the 

various other committees. His control of the spokes (i.e., 

prornoting consensus decision-making among the Directors) helps 

support the rim (i-e., continued survival of the organization). 

As Gerald said: "When a group of people sit around, one of the 

decisions I have to make is the decision regarding whether there 

is consensus in the room or notM because without consensus, "you 

end up destroying each other and you destxoy the program." 



This episode illustrates how Gerald's actions as a leader 

serve to maintain the wagon wheel configuration of Global Faith, 

which in turn affects how Global Faith negotiates across 

organizational boundaries. How does Gerald actually operate in a 

meeting with the Group of Eight? The following excerpt from my 

fieldnotes gives an indication of Gerald's style of interaction 

and leadership in a group situation. 

CGerald] ran the meeting much the same way that 1 have seen 
him do before. He directed the conversation, asked the 
questions, clarified responses, made jokes, and then closed 
the meeting by going around the room and asking each one by 
one if they were "happy1' and if everything was al1 taken 
care of. He kept asking, one person at a time, until the 
group tide brought in acquiescence. Everyone nodded. 

His style both bothered me and impressed me. He didn't sit 
back and let everyone work it al1 out without him - he kept 
a watchful and careful hand on the gear shift. The 
conversation went where he directed it. Spontaneity came in 
through the jokes and they were mostly initiated by him. It 
was not an environment that would foster creativity or risk 
t aking . 
1 was impressed, on the other hand, by his seemingly sincere 
interest in everyone's level of agreement. He gave everyone 
a chance to Say how they were doing. Thinking about this 
now: it seems almost patronizing; as if people won't Say 
what they were thinking unless he asked them. Maybe they 
wouldnrt. They might be sort of in awe of hirn - given his 
career as a pastor and the fact that many of them met him 
through the church. 

Gerald also defines the experience of the staff at Global 

Faith through control of the issues brought up in conversations 

and during meetings. Gerald's rationale for this is as follows: 

We do know that if w e  lose sight of the fact that we exist 
to share compassion with the neglected poor, al1 we are 
doing is raising money to sustain ourselves. Even that, 1 
guess, leads to a bigger problem and that is the larger you 
get, the more difficult it is to remember why you do what 
you do because you end up being in meetings al1 day. You end 
up discussing this. You end up discussing CIDA. You end up 



discussing an appeal letter. You end up discussing how much 
money came in from that appeal letter. And those things are 
all closer to home. ItOs a lot more difficult to discuss 
what is happening in Ethiopia when most of the people don't 
have a due. If you took the people here, three quarters of 
them deal with everything but the direct dealing with Third 
World issues. Therefore, three quarters of the 
conversations, if we're not careful, will end up being about 
everything but the Third World. 

Gerald frames the conversations at Global Faith by modeling a 

type of I1rnethod acting' (his tem) for the group. Ian commented 

on Geraldr s approach : 

[Geraldf sl compassion is there and it is very real . You 
could even see it this morning [during the Prayer Meeting] 
when he was reading that article about the incredible 
hardship in Somalia. Just wondering about people and the 
things that will occupy us. And 1 think he did that 
deliberately because he knows that al1 of us are reasonably 
normal people and we get our own agendas and we get 
interested in other things besides the rninistry of [Global 
Faith] . You can get so used to hearing about hunger and 
starvation. It can become academic. It can become stuff that 
we just talk about. And it can become cold and it must not. 

This framing or defining the experiences of others corresponds to 

Smircich & Morgan's (1982) view of leadership as the management 

of meaning: 

Leadership as a phenomenon is identifiable within its wider 
context as a fom of action that seeks to shape its context. 
Leadership works by influencing the relationship between 
figure and ground, and hence the meaning and definition of 
the context as a whole. The actions and utterances of 
leaders guide the attention of those involved in a situation 
in ways that are consciously or unconsciously designed to 
shape the meaning of the situation. The actions and 
utterances draw attention to particular aspects of the 
overall flow of experience, transforming what may be complex 
and ambiguous into something more discrete and vested with a 
specific pattern of meaning. (p.261) 

These descriptions of Geraldfs influence over Global Faith 

staff members cal1 to mind Etzionifs (1961) description of 

%harismalt which is "the ability of an actor to exercise diffuse 



and intense influence over the normative orientations of other 

actors .... charisma, like authority, is a relational propertyw 
(p.203). Etzionifs (1961) view of charisma helps to explain the 

high level of commitment and moral involvement of Global Faith 

staff : 

One generic function of charisma for organizations is well 
known: it serves as a major source of legitimation. In 
addition, it influences the need-dispositions of the 
participants in such a manner that their participation in 
the organization, in particular its symbolic activities 
(e.g., rituals), will increase their gratification and hence 
their positive orientation. It therefore builds up 
commitment .... the more normative power is relied upon, the 
greater the need for moral involvement, and the greater the 
need for charisma. (p. 210) 

Meaninq as Text 

The subject matter of the discussions between Gerald and the 

rest of the Global Faith staff is the meaning or significance of 

their work at Global Faith. 

Meanincr as Sub-Text 

While negotiating the meaning of working at Global Faith, 

Gerald and the staff were also working through other meanings 

underlying the negotiations. Gerald and the staff were asking 

themselves, and each other, the following questions concerning 

meaning as sub-text. 

1. What is the meaning or eignificance of Gerald's relationships 
and interactions with individual staff members at Global Faith, 
according to the staff membere? 

Asafa attributes Gerald's ability to get people to buy into his 



ideas to the custom-made influence that he exerts on each 

individual staff member. 

One of the issues that 1 struggle with is that 1 think of 
how much is rny view independent of [Gerald'sl view because 
he does have tremendous influence on people, on thinking. 
His influence is not a dictatorial influence. It is almost 
as if it is an influence which comes by providing a person 
whatever type of influence they need. It is a very flexible 
type of influence . . . .  It is sort of custom-made influence, 
custom-made for each person. 

Dan's interpretation of why Gerald is succesful in getting staff 

to "buy inf1 is as follows: 

For me, it is because of his past record. His experience and 
wise decision-making in the past telling me that this 
probably is a good idea and 1 should give it a try. And 1 
don't think that 1 have ever questioned seriously anything 
he has suggested that way . . . .  [The other Directors] probably 
have their own reasons [for buying in]. Some do it just 
totally out of loyalty. 1 try to think of it in a logical 
way. 1 probably do it out of loyalty too though. If he has 
something to Say, to me it is very important that 1 listen 
to it. And I see a lot of wisdom in what he says. 1 think 
most of our strategy and ideas come through him as opposed 
to sitting dom and brainstorming and coming up with it as a 
group .... And it is certainly not that people don't have 
ideas. We certainly do and that cornes out when we do the 
Strategic Planning thing. But the really important stuff - 
like if you want to figure out how we are going to deal with 
a CIDA Institutional Evaluation, well, [Gerald] will have 
excellent ideas on how to do that. 

Pan emphasized the importance of loyalty in the relationships 

between Gerald and the staff: 

There is certainly a loyalty to people in the organization. 
There is loyalty to [Gerald] for sure, and 1 would see that 
in al1 the Directors [Group of Eightl and most of the other 
staff as well. There is real loyalty to [Gerald] and to the 
organization - [Gerald] being [Global Faith] as well. And 1 
see a strong loyalty £rom [Geraldl to the people, the staff. 
And he doesnrt like seeing conflict and that sort of thing. 



2. What is the meaning or significance of 0erald8s relationshipo 
and interactions with individual staff mernbera at Global Faith, 
according to Gerald? 

Gerald's view of management is that it "is always related to 

relationships. These are the people you are walking through life 

with .... 1 can't ignore what 1 have been asked to do, but 1 can't 
do it without you. 1 appreciate al1 of you." 

3. What is the meaning of a job somewhere else compared to 
working at Global Faith? 

According to Gerald, working at Global Faith is not " ju s t  a 

jobu - it is more of a calling. 

In many other organizations, you would be there from nine to 
£ive, right? That is your job. You're in a union and you go 
home. That is your career path. You know, you quit this one 
and then you go to that one and then you go to that one. 1 
donft think that is the way to operate. 1 think there has to 
be enough of a cornmitment to the poow that you see this 
[working at Global Faith] as a vehicle to see that 
fulfilled. And therefore, you are  l lob al Faith] and fa lob al 
Faith] is you. 

Characteristics of the ~esotiation Process 

Strategies. What are Gerald's main strategies as a leader? 1 

asked Gerald what he thought the most important lessons would be 

for other NGOs that might want to follow the same course as 

Global Faith. Gerald's first lesson for other organizations would 

be to focus on strengthening the perimeter or the boundary of the 

organization through careful process of recruitment . 
The first thing would be to choose the people who work 
within the organization very carefully .... Are the people you 
work with soulmates? Now, as organizations like ours become 
more and more professional, they are losing more and more of 
that . . . .  They donrt want to know about the sou1 of the 



people. They don't have any interest in it. So how do you 
know whether you have a sense of cause anymore? I think 
those are the most important. The other thing is: are you 
willing to stick together? Or are you ready to go in there 
and leave in two years and wander off in some other area? 1s 
there some synergy? And 1 would also w a r n  people against 
going af ter  highly trained, highly skilled professional 
whatevers. Because they will never stay. They are never 
committed to the cause. They are committed to what they 
think they can do well. And what you can do well is 
secondary to the cause. 

Gerald then emphasized the importance of role assignment and 

letting staff find their own level within the organizational 

structure. 

The second thing would be to throw out the organizational 
structure .... It would corne back into its own. You look at 
[Global Faith]. People find their own level. Right? And 
t h e i r  jobs help them find their own level. 

V e r y  few of the staff at Global Faith actually came to the 

organization with experience in international development. Gerald 

has been able to see the "potentialU in people and has used this 

assessment in decisions to send people overseas without prior 

experience (like Kevin or Dan, for example). Asafa commented on 

this characteristic of Gerald's leadership: 

When you look at al1 the positions at [Global Faith] and al1 
the roles that people play at [Global Faith], none of us 
started those or got to those positions because when we 
started we were the best qualified people for those 
positions. [Gerald] never looked at that paper 
qualifications that people have ... that is not the critical 
and key issue. 1 imagine he would ask the question: "1s this 
guy a team player?I1 1 think that would be a critical 
question for him. And, "1s this guy trainable or teachable?" 
And, Itwhat are the person's  motivation^?^ So he would really 
focus on the people. 

Gerald explained that giving staff (especially the support staff) 

the opportunity to spend time overseas is "the only way you get 

them to buy into what we're doing.' 



Another characteristic of Gerald's leadership at Global 

Faith is his ability to promote a consensus n o m  of decision- 

making within the Group of Eight. Gerald explains how he is able 

accomplish this: 

My style probably sits well with al1 of these different 
people, the eight people - there are seven others, 1 guess, 
right? So 1 seem to be able to relate and that is where the 
bilateral things work. But it also works multilaterally. 
Because we can sit together and there is generally speaking, 
consensus. 1 do not have that particular style where 1 will 
go and bring people on side before every meeting and 
manoeuvre and manipulate bilaterally, bef ore the 
multilateral meeting takes place. 1 would rather see what 
they feel and then be able to walk out of there and know 
that there wasn't consensus and we didn't make a decision. 
Maybe that is another thing that 1 do. Maybe 1 not only make 
decisions but 1 make sure we don't rnake decisions. Like if 
there is not consensus, 1 make sure we donft ever reach a 
decision. So that we can walk away and come back. 

Another way to look at the promotion of consensus 3s as the 

valuing of conformity. Pfeffer (1982) points out that "groups 

tend to enforce conformity on their rnembers. In return for 

belonging, a person is expected to comply with the behavioral and 

attitudinal norms of the group, particularly when such norms are 

considered to be critical" (p.103). The ~hristian foundation of 

Global Faith together with Gerald's style of leadership helped to 

ensure "attitudinal homogenizationn (Pfeffer, 1982) within the 

Group of Eight. 

Neaotiation Outcorne 

According to Gerald, the outcome of negotiations between 

Gerald and the staff of Global Faith concerning the meaning of 

their work at Global Faith is an "exchange' and "an incredible, 



incredible impact. qr 

We know that we can probably never do anything in life that 
is completely altruistic. 1 doubt that 1 can .... Whatever 1 
do, 1 always get an exchange. 1 always get something back. 
So 1 Say I ' m  doing something for God and that type of 
pompous malarky. But the fact of the matter is 1 donlt know 
how God feels about it, but 1 feel good about it. So, when 
we have al1 these various people, if we can jointly feel 
that way about each other and then reach out £rom there, we 
have an incredible, incredible impact. 

According to Pam, an outcome of negotiations with Gerald 

concerning the rneaning of work at Global Faith is increased 

commitment and l o w  staff turnover. 

1 think [Gerald] has a style of managing that he is very 
proud of and will tell anybody about. When he compares 
himself to other non-profits that have a huge turnover of 
people, he sees his style of managing or directing as 
something that goes deeper because it is a commitment to the 
poor and that is why people stay so long. And that to him is 
a huge asset and a very positive thing for hirn whereas a lot 
of non-profits have a huge turn-around of staff. 1 think 
that helps in the stability of [Global Faith]. 

Comparison and Analysis 

The five episodes illustrating the negotiation of meaning at 

Global Faith were presented above using the framework developed 

in Chapter Two. This section applies the same framework for 

comparing and analyzing the five episodes. 

Planning Activities 

The planning activities that involved the negotiation of 

meaning were: 

1. securing and maintaining 
submission of a proposal 

2. securing and maintaining 
fundraising, 

government funding through the 
and completion of final reports, 

general public donations through 



3 .  articulating and implementing the vision statement, 

4 .  collaborating with overseas partner organizations in 
decisions about which programs to offer overseas, and 

5 .  coordinating and managing the people involved in planning 
within the organization. 

What is noteworthy here is the fact that al1 of these planning 

activities had to be carried out with the participation and 

contributions of many individuals. Planning at Global Faith 

clearly involves a give-and-take among people, many of whom would 

not consider themselves to be involved in planning decisions. The 

pervasive and socially interactive nature of planning activities 

means that planning in oxganizations is an embedded process 

making it difficult to separate £rom other aspects of 

organizational decision-making. 

Deciaion-Needing Iaauea 

The decision-needing issues that led to the negotiations 

were : 

1. How should Global Faith deal with the confusing process of 
submitting "adequaten reports and proposals to CIDA so that 
CIDA funding for Global Faithls core overseas programs would 
be released as soon as possible? 

2. How should Global Faith deal with conflicting expectations 
and demands from CIDA and from the general public donors 
regarding proselytization overseas? How can Global Faith 
satisfy both groups and still do what they want to do 
themselves? 

3 .  How should Global Faith deal with conflicting 
interpretations held by staff and the Board of Directors 
over how to define and carry out Global Faithls vision 
statement? Should Global Faith initiate new programs in 
Eastern Europe as suggested by the Board of Directors? 



How should Global Faith deal with the expectations held by 
overseas partner organizations for a new overseas program 
based on the sponsorship model? Should Global Faith change 
their informal tradition of avoiding the sponsorship model 
in order to offer the new program? 

How should Global Faith staff be motivated in their work? 
How can Global Faith staff maintain their cornmitment to the 
If cause? It 

The need for decisions around these issues and the interdependent 

nature of the relationships among decision-makers together 

provided t h e  impetus for the negotiations. As can be seen from 

the above list, not al1 the issues had to do with specific 

programs but their resolution ultimately affected the offering of 

programs. 

Characteristics of the Cultural Contexts 

The main characteristics of the cultural context for each 

negotiation episode were: 

1. ambiguity, confusion and paradox (fragmentation) 

2. conflict and inconsistency (differentiation) 

3. conflict and inconsistency (differentiation) 

4. consensus, cohesion, and consistency (integration) 

5. consensus, cohesion, and consistency (integration) 

The cultural contexts provide the meanings that people use to 

make sense of what should be done to resolve the conflict or 

clarify the confusion or promote cohesion. The cultural contexts 

are also the product of what was done. Varying interpretations of 

the cultural context are related to previous negotiation 

experiences and outcomes. Past outcomes become present cultural 



contexts; present outcomes contribute to the cultural contexts of 

future negotiations. 

Negotiating Parties 

The negotiating parties involved in each of the negotiation 

episodes were: 

1. Richard, Elizabeth, and Gerald £rom Global Faith, and 
Janet, William, and Edward £rom CIDA; 

2. Stan, Richard, and Gerald £rom Global Faith, and 
many individuals, mostly from the Evangelical Christian 
community; 

3. Gerald, together with the rest of the Group of Eight, and 
the Board of Directors; 

4. Gerald, together with the staff of Global Faith, and 
the Directors of two of the main overseas partner 
organizations; and 

5. Gerald, and the rest of the staff at Global Faith. 

This list shows that with the exception of the fifth episode, the 

negotiations at Global Faith most often occur between and among 

groups of people as opposed to being contained to just two 

individuals. This adds another layer of complexity to the 

negotiation process that is especially apparent at the sub-text 

level . 

Characteristics of the Relationship 

Trust - ox lack of trust - is often a defining feature of 

relationships between negotiating parties at Global Faith. 

Familiarity and the degree of identification with the other party 

also affects the stance taken during the negotiation process. At 



Global Faith, the case was that the greater the familiarity, 

trust, and degree of identification with the other party, the 

more likely it was that the negotiating parties chose a 

cooperative or non-confrontational stance. This supports 

Greenhalgh and Chaprnan's (1995) claim that the nature of the 

relationship is a strong predictor of how the negotiation process 

will develop. 

Negotiation of Meaning Episode (The S t o q )  

In an effort to evoke the essence of each episode, the 

following story names were assigned: 

1. Three Backflips 
2. A Struggle for Integrity 
3. Vision Test 
4. Selling Sponsorship 
5. Leadership at the H u b  

Now that the details of the events and circumstances 

surrounding each of the episodes have been presented, it is 

possible to see the interconnectedness of al1 the stories. For 

example, negotiations with CIDA provided the focus of the Three 

Backflips story but CIDAfs expectations were also a concern in 

the Struggle for Integrity story. Donors' preferences provided 

the focus of the Struggle for Integrity story but they were also 

considered in Vision Test and in Selling Sponsorship. Overseas 

partner organizations' priorities provided the focus of the 

Selling Sponsorship story, but they were also a factor in Vision 

Test. Geraldfs expectations and preferences were considered in 

al1 of the stories. 



Meaning a m  T e x t  

The subject matters of the discussions during the 

negotiations were: 

1. the meaning or content of CIDA1s reporting requirements and 
the meaning or purpose of the Global Faith's proposal, 

2. the meaning or purpose of Global Faith's overseas programs, 

3. the meaning or significance of Global Faithls vision 
statement, 

4 .  the meaning or symbolism of initiating a new program based 
on the sponsorship model, and 

5 .  the meaning or significance of working at Global Faith. 

This shows that different aspects of rneaning - content, purpose, 
significance, and symbolism - of various phenornena, activities, 
decisions, or states of existence at Global Faith are al1 

negotiable. The fact that so much is open to negotiation does not 

mean that nothing matters. On the contrary, the negotiations are 

about what rnatters. 

Meaning as Sub-Text 

While negotiating meaning (i-e., while trying to clarify or 

resolve unclear or conflicting issues), the parties involved were 

also working through other meanings underlying the negotiations. 

Questions about sub-text meanings were: 

1.1 What is the meaning or significance of the process of 
negotiating with CIDA in order to receive funding? 

1.2 What do the reports and proposals mean to us? What is their 
functional value? 

1.3 What do the reports and proposals mean to CIDA? What is 
their functional value? 

1.4 What are the CIDA officerfs intentions? 1s she well-meaning 
with respect to Global Faith? 



2.1. 

2.2 

2.3 

2 . 4  

3.1 

3.2 

3.3 

3 . 4  

4.1 

4.2 

4.3 

5.1 

5.2 

5.3 

This 

What is the meaning or significance of the process of 
negotiating with general public donors in order to receive 
donations? 
What do the donations mean to us? What is their functional 
value? 
What do Global Faithfs fundraising efforts mean to the 
general public donors? How are they interpreted? 
What are the individual donorrs intentions? Are they well- 
meaning with respect to Global Faith? 

What is the meaning or significance of the long and 
difficult process of articulating the vision statement? 
What does the vision statement mean to us? What is the 
symbolic value of the vision statement? 
What does the vision statement mean to the Board of 
Directors? What is the symbolic value of the vision 
statement? 
What would the meaning or consequence of going to Eastern 
Europe to initiate new programs be for Global Faith? 

What is the meaning or significance of the process of 
collaborating with overseas partner organizations? 
What does the new program mean to us? What is the symbolic 
value of a program based on a sponsorship model? 
What does the new program mean to our overseas partner 
organizations? What is the functional value or a program 
based on a sponsorship model? 

What is the meaning or significance of Geraldrs 
relationships and interactions with individual staff members 
at Global Faith, according to the staff members? 
What is the mea~ing or significance of Geraldfs 
relationships and interactions with individual staff members 
at Global Faith, according to Gerald? 
What is the meaning of a job somewhere else compared to 
working at Global Faith? 

list of questions about the meanings underlying the 

negotiations shows that multiple and varying interpretations of 

relationships and related planning activities are not only 

possible but are factored in to negotiations themselves. 

Understanding at the sub-text level of negotiating meaning at 

Global Faith is related to the choice of strategy used during the 

negotiations. 



Characteriatics of the Negotiation Process 

The following strategies were used in the negotiation 

episodes : 

1.1 

1.2 
1.3 

1.4 

2.1 

2.2 

3.1 
3.2 

4.1 
4.2 

5.1 
5.2 
5.3 

5 . 4  

This 

acquire information about CIDA officers' preferences and 
priorities; 
"find the common ground that you can work with;" 
mirror CIDAfs vagueness and keep proposals in draft form 
until CIDArs position is known; 
firm flexibility (firrn with respect to Global Faithfs ends 
and flexible with respect to the means to these ends). 

attention-shaping (framing, highlighting, or downplaying of 
the information communicated to CIDA and the donors); 
structural differentiation (different subunits deal with 
various coalitions) . 
form a united front through interna1 coalition building; 
intermittment sharing of information within coalition. 

dialogue with respect to goals and philosophies; 
bridging (reformulation of the issue based on analysis of 
the sub-text) . 
recruitment of "so~lmates;~ 
let staff "find their own level;" 
offering of rewards (time overseas) to encourage staff to 
"buy in;" 
promote consensus nom of decision-making ("attitudinal 
hamogenizationI1 ) . 

list reveals a w i d e  variety of the strategies used in 

negotiation of meaning episodes at Global Faith. It seems that 

the choice of strategy is specific to each episode rather than to 

a type of cultural context. 

Negotiation Outcomes 

The following outcornes were the results of the negotiation 

episodes : 

1.1 completion of reports and submission of an acceptable 
proposa1 ; 

1.2 plan made for the next three years ("it forced us to 



1.3 

2.1 

2.2 
2.3 

3.1 

3.2 

4.1 

4.2 

5.1 

5.2 

Each 

increased understanding of a new relationship with a CIDA 
off icex. 

plan made to continue receiving general public donor support 
through fundraising aimed at the Evangelical Christian 
community; 
donors' expectations were met; 
CIDArs expectations were met. 

plan made to net go to Eastern Europe to initiate new 
programs ; 
increased staff commitment to the vision statement and 
clarification of the tlcause;N 

plan made through an integrative agreement with overseas 
partner organizations to offer the new program; 
overseas partner organizations and donors both satisfied. 

exchange fulfilled between Gerald and the staff and an 
"incredible impactn £rom "jointly feeling that way about 
each other;" 
staff plan to stay longer at Global Faith due to increased 
feelings of involvement and commitment. 

episode included an outcome which was a plan for the 

guidance of future action - which makes sense because the product 

of planning is a plan. However, it appears that there are other 

products of the planning process as well; such as increased staff 

cornmitment and increased understanding of new relationships with 

stakeholders. 

The next chapter concludes this ethnography of planning at 

Global Faith. 1 summarize the study and the results, and consider 

the contributions to knowledge, implications, and limitations of 

the research. 



-TER EIGHT: CONCLUSIONS, IMPI;ICATIONS, AND LIMITATIONS 

Cultural analysis is intrinsically incomplete. And, worse 
than that, the more deeply it goes the less complete it is. 
It is a strange science whose most telling assertions are 
its most tremulously based, in which to get somewhere with 
the matter at hand is to intensify the suspicion, both your 
own and that of others, that you are not quite getting it 
right. (Geertz, 1973, p.29) 

In this concluding chapter, 1 summarize the study and 

discuss the contributions to knowledge, implications, and 

limitations of the research. In closing, 1 offer suggestions for 

future research and end with some remarks dealing with the 

importance learning in the process planning. 

Summary of the Study 

This section revisits the problem statement, research 

purpose, methods, and conceptual framework through a condensed 

synopsis of the most relevant points. 

Problem Statement and Research Purpose 

The research problem that this study addresses is two-fold. 

First, the persistance of poverty gives rise to a real world 

concern for improving the effectiveness of international 

development efforts. To address the link between the alleviation 

of poverty, adult education, and a grass-roots approach, this 

study focused on planning within an organization that offers 

adult education programs overseas, specifically an NGO. Planning 

within NGOs is complex - both in terms of the problems faced, and 



in terms of the strategies needed to deal with them. An 

understanding of the dynamics of planning in such an NGO will 

help in articulating more ef fec t ive  approaches to plaming 

practice in international development. As Herbert-Copley (1987) 

points out, if NGOs "are to retain and improve their relevance to 

the problems of international development, a move to new roles 

and new strategies is essential" (p.27). 

The second aspect of the research problem is that the 

relationship between the planning process and the plaming 

context seems not to have been fully explored in the literature 

on adult education program planning. There is a need for a more 

complete set of analytical tools that captures the complexities 

of planning and sheds light on the relationship between the 

planning context and the planning process. 

The purpose of this dissertation is to address the main 

theoretical question raised by the problem statement: How do NOOs 

plan so as to maintain themselvee and be effective given the 

pressure8 on them? 

Conceptual Framework 

The conceptual framework developed in Chapter Two builds on 

the negotiation approach to planning. The framework provides a 

set of related perspectives that serves as an orienting strategy 

for the analysis of the ethnographic findings presented in 

Chapters Four - Seven. The first part of the conceptual framework 

links two strands of research: leadership theory and the social 



contextualist perspective in negotiation theory. Through this 

juxtaposition, 1 was able to examine the process of planning in a 

new light - as the negotiation O£ meaning. 

The second part of the framework shos how a deeper 

understanding of the context of planning is accomplished by 

conceptualizing context as culture and by applying a 

subjectivist, multi-perspective approach to analyzing cultures in 

organizations. Martin's (1992) framework for analyzing cultures 

in organizations - which incorporates the integration 
perspective, the differentiation perspective, and the 

fragmentation perspective - was used to see Global Faith culture 

in three different ways. These same ways of viewing culture at 

Global Faith were matched with the varying interpretations held 

by Global Faith staff members in order to characterize the 

cultural contexts for specific episodes of planning involving the 

negotiation of meaning. 

Methods 

1 chose to use ethnography as the methodology for this 

research in order to uncover the social meanings that guide the 

behavior of planners. This sustained involvement in a single 

setting allowed me to tell the story of planning within Global 

Faith through the words, ideas, and habits of the people who 

participate in planning and decision-making there. 1 forged my 

interpretations of what went on at Global Faith out of how Global 

Faith people themselves viewed their work, their lives and their 



world. Fieldwork - including participant observation, 25 

interviews, and document analysis - was conducted at Global Faith 

over the course of seventeen months (January 1992 - May 1993). 

Through ethnographic fieldwork, 1 was able produce an account of 

planning that, as Forester (1989) suggests, does "do justice to 

the real, messy settings in which planning takes placeN Ip.10) 

and that ernbraces "the everyday experiences of planners and makes 

sense of their perceptions of the complexities, uncertainties, 

and ambiguities of daily practice" (p.11). The setting of Global 

Faith provided an intriguing and meaningful empirical base that 

helped to shed light on the relationship between the process of 

planning and the cultural contexts of an organization (Adler & 

Adler, 1995). 

Slimmnry of Reaults 

This section considers the findings in relation to the 

research questions posed in Chapter One. This research was 

originally designed to address four questions. The first three 

questions were open-ended descriptive questions dealing with: 1. 

the Global Faith context (e.g., administrative structure, 

resources, and relationships with funding bodies) ; 2. the 

planning procees (e-g., pattern of decisions and nature of 

interactions) ; and 3. plannersr perceptions (e.g., intentions, 

interpretations, and strategies) . These individual questions were 
pulled together into a fourth question which served as the main 

question guiding entry into the research: 



4. What is the nature of the relationship between Global 
Faith'e organizational coatext, the proceoe of planning, 
plannersf perspectives, and the shape of nonformal adult 
education programs off ered? 

Because it was very difficult to isolate the planning of 

individual nonformal adult education programs £rom the broader 

work of articulating organizational goals, mobilizing government 

resources, raising rnoney from the general public, maintaining 

relationships with overseas partner organizations, and motivating 

staff at Global Faith, 1 decided to broaden my focus beyond 

program planning to include organizational activities and 

decisions related to planning in a more general sense. 1 also 

came to see the process of planning at Global Faith as involving 

negotiation. Furthemore, 1 decided that a more useful way to 

view "organizational contextn in this study was as ncultureff 

which helped to draw attention to the subjective, interpretive 

nature of organizational life. The original four questions did 

not fully capture what 1 ended up investigating in this study and 

therefore, a fifth question was added: 

5. How does planning as negotiation occur within the 
organizational culture of an NGO? 

This ethnography of planning at Global Faith provides the 

following answers to this question: 

- Planning at Global Faith involves the negotiation of 
meaning . 

- People involved in planning at Global Faith both negotiate 
meaning and deal with meaning in negotiations. The two 
dimensions of meaning are refered to here as text and sub- 
text . 



The negotiation of meaning at Global Faith occurs within 
multiple, subjectively perceived organizational cultures. 

The occurence of the negotiation of rneaning at Global Faith 
can be analyzed as episodes whereby the links between the 
planning activity, decision-needing issue, characteristics 
of the cultural context, relationship between the 
negotiating parties, meaning as text and sub-text, the 
negotiation process, and outcomes can be revealed and 
understood. 

There is a recursive relationship between planning processes 
involving the negotiation of meaning and Global Faith 
cultures whereby the cultures are both precursors and 
products of the negotiation of meaning episodes. 

By including the negotiation of meaning in planning 
activities, Global Faith is able to deal effectively with 
confusing requirements, conflicting expectations, and 
diverse demands that they face in their interactions with 
CIDA, general public donors, the Board of Directors, and 
overseas partner organizations. 

By including the negotiation of meaning in planning 
activities, Global Faith is also able to rnotivate staff so 
that they remain at Global Faith and so that they remain 
committed to the cause of Global Faith. 

Contributions to Knowledge 

There are two main contributions to knowledge made by this 

dissertation: 1) the development of a conceptual framework for 

understanding planning as a process that involves the negotiation 

of meaning; and 2) the application of this framework - together 

with Martin's (1992) matrix framework for understanding 

organizational cultures - to a particular NGO setting. The 

careful, in-depth examination of the dynamics of planning within 

Global Faith made it possible to address the following question: 

How do NGOs plan so as to maintain themselves and be effective 

given the pressures on them? The answer offered by this 

341 



ethnography of planning at Global Faith is that by including the 

negotiation of meaning in planning, NGOs are able to maintain 

themselves and deal with pressures effectively. 

ïmplfcatione 

This dissertation has showi how an NGO manages to survive 

and thrive through the negotiation of meaning. What are the 

implications of this new knowledge? This section first considers 

the theoretical implications of seeing planning as the 

negotiation of meaning and of seeing the planning context as 

multiple cultures. Then, some implications for practice are 

discussed. 

Theoretical Implications 

Im~lications of Seeincr Plannins as the Nesotiation of Meaninq 

The concept of planning as the negotiation of meaning 

implicitly links the planning process and the cultural contexts 

of planning in a recursive relationship. Cultures give meaning to 

individual behavior and organizational activities. When viewed as 

the negotiation of meaning, the planning process becomes both a 

source and a consequence of cultures in organizations. Planning 

as the negotiation of meaning is a process "through which 

organization rnembers both create and sustain their view of the 

world and image of themselves in the worldtl (Smircich, 1983, 

p.56). This recursive relationship between the planning process 

and the cultural contexts is reflected in the findings of this 



research whereby the cultural contexts, negotiation processes and 

outcornes are linked. This two-way adaptation between process and 

context occurs both within and across the negotiation of meaning 

episodes. The negotiation of meaning affects immediate decisions 

as well as expectations for future interactions. 

Considering the findings of this study, it is clear that 

typical prescriptive models of program planning in adult 

education are not able to account for much of what actually 

happens in practice. Traditional program planning theory tends to 

focus on the technical aspects of planning and has for the most 

part failed to grasp the importance of the interpretive and 

symbolic side of planning activities. For example, the "generic 

planning modelll (Sork & Buskey, 1986, p.89) discussed in Chapter 

Two focuses on naming objective tasks that should be completed 

while planning an adult education program as opposed to an 

emphasis on the multiple interpretations and necessary 

interactions that take place around the completion of each task. 

For instance, ~fomulation of budget and administrative planu is 

listed as a recommended task. This study shows the variety of 

ways that such a task can be interpreted (i.e., as symbolically 

valuable or functionally valuable) and carried out, and the 

importance of the inter-dependencies among the people involved in 

such a task (see, for example, "Three Backflips' and "A Struggle 

for IntegrityN in Chapter Seven) . 
Another implication of seeing planning as the negotiation of 

meaning is the potential for advancing the adult education 



literature on the negotiation approach to planning spearheaded by 

the work of Cervero and Wilson (1994, 1996) . Geertz (1973) points 
out that "a study is an advance if it is more incisive - whatever 
that may mean - than those that preceded it; but it less stands 
on their shoulders than, challenged and challenging, runs by 

their siden (p.25). The ethnographie approach of this research 

allowed me to "plunge more deeplyu (p.25) into the study of 

planning as negotiation. Furthemore, by drawing on the rich body 

of concepts, data, and experience in negotiations theory, 1 am 

able to offer a more complete set of analytical tools that 

capture the complexities of negotiations. This study adds to Our 

stock of terms and has expanded Our ways of talking about 

planning in adult education. 

1 agree with the following basic premiseç supporting Cervero 

and Wilson's (1996) work: llprograms are planned by real people in 

complex organizations . . . . p  lanning is always conducted within a 

complex set of personal, organizational, and social relationships 

among people who may have similar, different, or conflicting 

interestsu (p.1). 1 also agree with their view "that the program 

planning literature has neglected significant aspects of 

practice ....p lanning practice requires far more than the 

technical skills stressed in the literature" (Wilson & Cervero, 

1996a, p . 5 ) .  

While there is considerable overlap in our perspectives on 

planning, w e  differ in Our understanding of the characteristic 

activity of planning and in our interpretation of the planning 



context. Whereas Cervero and Wilson (1994, 1996) propose the 

negotiation of interests as the characteristic planning activity 

and organizational power relationships as the context of 

planning, I am suggesting that planning can be understood as the 

negotiation of meaning within the context of multiple, 

subjectively perceived cultures. Our views are not incompatible; 

they differ rnainly in emphasis and in scope. 

Im~lications of Seeincr Context as Multi~le Cultures 

A view of the planning context as multiple cultures 

underscores the importance of subjective interpretations in 

planning practice and research. It can also help sensitize 

researchers and practitioners alike to look beyond and behind a 

single perspective on culture. The findings showed that 

negotiations within different cultural contexts can lead to 

sirnilar outcomes. For example, increased staff cornmitment was the 

outcome for the "Vision Testu episode (cultural context 

characterized by conflict) and for the "Leadership at the Hubn 

episode (characterized by consensus and cohesion) . This implies 
that the nature of the outcornes are also related to the 

relationship between the negotiating parties, the meanings 

underlying the negotiations at the sub-text level, goals, stance 

and choice of negotiating strategies. In other words, cultural 

contexts provide the meanings that make sense of what should be 

done to resolve the conflict, clarify the ambiguity, or encourage 

harmony, but they do not provide a formula to be rigidly or 



consistently applied in different situations. 

Another implication of seeing the context as multiple 

cultures is an increased awareness of positive as well as 

negative outcomes of conflict and ambiguity. Conflict and 

contradictions can be divisive or they can be managed 

constructively, leading to an expanded understanding of the 

significance of organizational activities, increased feelings of 

group identity, and the mobilization of needed resources. 

Ambiguity and confusion over interpretations of the 

organizational environment can be debilitating or they can be 

managed effectively to bring about clarity concerning 

organizational priorities and goals. 

implications for Practice 

Accepting the view that planning can be understood as a 

process that includes the negotiation of meaning occuring within 

multiple cultures also has implications for planning practice. 

The findings revealed the importance of listening carefully to 

what other people are saying and meaning, of seeking and 

providing information about priorities and interests, and of 

being open to and seriously considering a variety of 

interpretations and perspectives (including those of the 

"opponentn). If planners use this knowledge to prepare for the 

planning process, they will be more effective plamers. ~ h e  

knowledge contributed by this dissertation can be useful for 

practitioners when applied to "process planning" (Boothroyd, 



1986). In other words, by applying the frarneworks for 

understanding negotiation of meaning episodes and for 

understanding organizational cultures (Figure 2.1 and Figure 2.2) 

to their own practice situations, planners will approach their 

practice with a greater awareness and understanding of both the 

processes and contexts of planning. The following set of 

questions is offered as a way to organize the "process planningf1 

and can focus on past experiences or on future possibilities. 

Working through these questions, as an individual or in a group, 

will lead to more effective planning practice. 

The first series of questions helps to establish whether 

this planning activity involves negotiation: 

1. What is the planning activity under consideration? 

2. What issue needs to be addressed as a result of this 
planning activity? How will we know when the issue has been 
addressed? 

3 .  What other people or groups must be involved in the process 
of addressing this issue? 

4. What is the nature of the relationships with the other 
people involved? 1s there shared power? Does the 
relationship involve interdependency and the potential for 
reciprocity? 1s there a possibility of future interactions? 

The next series of questions helps to characterlze the cultural 

context for the negotiation episode: 

5. What general content themes are relevant to the planning 
activity? 

6. What forma1 and informa1 practices are relevant to the 
planning activity? 

7. What stories, rituals, jargon, and physical arrangements are 
relevant to the planning activity? 



8 .  What is the relationship across the themes, practices and 
forms? 1s there consistency, consensus, and clarity? 1s 
there conflict and inconsistency? 1s there ambiguity, 
confusion, and paradox? 

The final series of questions helps to plan the negotiation 

process : 

What is the series of connected events and interactions 
related to the negotiation? 

What meaning of what is being discussed? What is the subject 
matter of the negotiation? 

What are the underlying questions surrounding the 
negotiation that are being considered? 

What stance is being taken by each of the negotiating 
parties? What are the negotiating partiesf goals? What 
strategies are used throughout the negotiation? 

What was the outcome of past negotiation episodes? 

Limitations of the Study 

Limitations of this study relate to the choice of the 

conceptual framework and to the methodology used to carry out the 

research. It is important to ask: "What does a cultural 

perspective let us do that other conceptual frameworks do not? 

What does the cultural approach leave out? What are the hazards 

of adopting a cultural perspective to the study of 

organizations? " (Jelinek, Smircich & Hirsch, 1983, p. 337) . The 
interpretive cultural perspective taken in this study does not 

account for the influence of broader social structures and 

political forces in the environment. A multi-perspective approach 

to analyzing culture can encompass a variety of ways of thinking 

about cultures in organizations, but the three categories of 



integration, differentiation, and fragmentation, are "ideal 

typesM and as such inevitably distort and simplify complex 

interpretations (Martin, 1992) . 
This study is not intended as an evaluative assessrnent of 

Global Faithfs performance nor as a critical ethnography with an 

explicitly political agenda. As Peshkin (1988) said: "1 am 

neither evaluator nor reformer. 1 corne neither to judge whether 

they teach well or poorly, nor to make them better than they areJt 

(p.20). The purpose of this ethnography is cultural description 

and analysis in order to better understand the dynamics of 

planning at Global Faith. My findings are descriptive and 

diagnostic, not evaluative nor predictive. They show what could 

happen, but not what should happen, nor what would necessarily 

happen under specific conditions. While this study makes no 

attempt to transfer the findings to other cases, adequate detail 

and primary data have been included to allow others to make 

cornparisons and transferability judgments. 

Other limitations of this study relate to data collection. 

Would my rapport with the people of Global Faith and access to 

data have been different if I were an evangelical Christian? Or, 

did rny outsider status as 'barely Christian' help to increase my 

level of flethnographic awareness?" Also, this study presented 

five negotiation episodes al1 of which had positive outcornes for 

Global Faith. Of less visibility here are those cases where 

Global Faith was not able to negotiate an advantageous outcome - 
because I was not aware of any. While 1 did not set out to 



identify only those planning cases that were considered 

~successful,~ the stories and episodes that 1 had privy to during 

my research at Global Faith al1 had positive outcomes. Because 

Global Faith was able to deal effectively with the pressures 

facing them, negative outcomes were not a common occurence. The 

crises that 1 witnessed or heard about ( e -g . ,  the Three Backflips 

story and the financial crisis of the sabbatical year) eventually 

led to positive outcomes. A different approach would be needed to 

highlight the less frequent instances of negative outcomes, such 

as a structured, historical look at specific cases deemed to be 

unsuccesful through a type of llpostmortem auditt1 (Sork, 1986). 

Finally, because the planning concerning the actual content of 

Global Faith programs takes place mostly overseas, 1 was not able 

to determine whether and how the negotiation of meaning takes 

place around issues related to curriculum design and 

instructional processes. 

Suggestions for Further Research 

The limitations of this research, and the tentative 

conclusions to be drawn from it, suggest some directions for 

further research. While 1 did look at the "intrapersonal and 

interpersonal dynamics that often affect planning practice 

and ... examine in the depth necessary the external relationships 
that planners form with other agencies in developing programsu as 

Cervero and Wilson (1994, p.12) suggested, 1 was not able to 

explore the external relationships £rom both sides. Additional 



work might be productively focused here: carry out ethnographie 

studies of planning as the negotiation of meaning within the 

settings of CIDA and overseas partner organizations, supplemented 

with interviews with members of Boards of Directors and general 

public donors. Some additional analytic points of view that seem 

particularly productive include the investigation of different 

types of ambiguity (e.g., ambiguity of understanding versus 

ambiguity of intention as discussed in March & Olsen, 1976) and 

different types of confict (e.g., latent conflict and false 

conflict as discussed in Brown, 1983). 

Concluding Remarks 

This understanding of the everyday behaviour of the people 

involved in planning at Global Faith has provided new ways to 

think about the mechanisms and contexts of planning behaviours. 

The findings have show that the ultimate content of a plan may 

not be as important as the learning that goes on during the 

planning process. In this final section, 1 would like to close 

with Gerald's thoughts on the importance of this learning. The 

following quote is an excerpt from Our last interview. Gerald is 

talking about a huge, ancient tree on Vancouver Island and he is 

comparing this tree to "any issue or who we are." 

The thing that always strikes me when 1 see that tree is 1 
stand up next to it and 1 see how large it is. 1 have to 
walk around to the other side because what 1 see on one side 
of the tree is not what 1 see on this side of the tree. 
Therefore, the analogy that 1 am using is that 1 can never 
see the whole tree £rom where 1 stand. And people need to 
learn to walk around the tree. 
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T H E  U N I V E R S I T Y  OF B R I T I S H  C O L U M B I A  

Adult Education 
Department of Administrative, 
Adult and Highcr Education 
Si60 Toronto Road 
Vancouver, B.C. Canada v é ~  I 12 

Telephone (604) 228-588 1 

AGENCY CONSENT FORM 

1 have read and understand the purpose and procedures of the 
dissertation research on adult education program pla~ing and agree 
to allow the researcher to observe relevant and appropriate 
planning meetings, analyze documents, and to invite individual 
staff members to participate in an interview. 

1 understand that: 

- the interviews will l a s t  approximately one hour; 

- neither the individual's nor the organization's name will be 
revealed to anyone other than the researcher; 

- individuals and the organization have the right to refuse to 
participate or to w i t h d r a w  from participation at any time 
without pre j udice ; 

- and, by signing this form, 1 acknowledge receipt of a copy of 
this form and the letter describing the project. 

signature 

date 



T H E  U N I V E R S I T Y  B R I T I S H  C O L U M B I A  

Adult Edncation 
Department of Administrative, 
Adult and Higher Education 
5760 Toronto Road 
Vancouver, B.C. Canada V6T IL2 
Tel: (604) 822-588 1 
Fa: (604) 822-6679 

INTERVIEW PERMISSION LETTER 

Dear 

I am a doctoral student in the Department of Administrative, 
~dult and Higher Education at the University of British Columbia. 
I am involved in my dissertation research which focuses on the 
process of planning programs for adult learners. 1 am interested in 
how adult education programs are shaped within the context of a 
non-govemmentalorganization workinginthe field of international 
development. In particular, 1 would like to learn about the views 
and judgements of the people involved in planning and administering 
the rural development projects that your organization sponsors. 

I am writing to ask for your permission to interview you about 
your experience at this organization. The interview will be semi- 
structured with open-ended questions and will take approximately 
one hour of your time. 

The identity of your organization and your identity will be 
kept CONF IDENTIAL through the use of pseudonyms and sumrnary 
reporting which guarantees anonymity. Any information that is 
indicated as off the record will not be used. You have the right to 
refuse to participate or to withdraw £rom participation at any time 
without prejudice. If you decide to participate in the interview, 
please complete and sign the attached Interview Consent Form. 

Thank-you for considering my request. If you require further 
information or if you have any questions, please feel free to 
contact me at 261-4559 or my dissertation supervisor, Dr. Thomas J. 
Sork, at 822-5881. 

Sincerely yours, 

Catherine Cunningham-Dunlop 



T H E  U N I V E R S I T Y  B R I T I S H  C O L U M B I A  

Adult Education 
Depanment of Administrative, 
AduIt and Highcr Education 
5760 Toronto Road 
Vancouver, B.C. Canada V ~ T  I ï-2 

INTERVIEW CONS= FORM 

1 have read and understand the purpose and procedures of the 
dissertation research on adult education program planning and agree 
to participate in an interview. 

1 understand that: 

- the interview will last approximately one h o u ;  

- neither my name nor the organization's name will be revealed to 
anyone other than the researcher; 

- 1 have the right to refuse to participate or to withdraw from 
participation at any time without prejudice; 

- and, by signing this form, 1 acknowledge receipt of a copy of 
this form and the letter describing the project. 

signature 

date 



THE U N I V E R S I T Y  

OBSERVATION PERMISSION LETTER 

B R I T I S H  C O L U M B I A  

Adult Education 
Department of Administrative, 
Adult and Higher Education 
5760 Toronto Road 
Vancouver, BK. Canada V6T IL2 

Dear 

1 am a doctoral student in the Department of Administrative, 
Adult and Higher Education at the University of British ~olumbia. 
1 am involved in my dissertation research which focuses on the 
process of planning programs for adult learners. 1 am interested in 
how adult education programs are shaped within the context of a 
non-govemmental organization working in the field of international 
development. In particular, I would like to learn about the views 
and judgements of the people involved in planning and administering 
the rural development projects that your organization sponsors. 

1 am writing to ask for your permission to observe you while 
you are working at [Global Faith] . 1 would like to be able to write 
about your involvemant in planning, monitoring and evaluating adult 
education programs. The observation sessions will not require a 
time commitment from you and will not distract or disturb you while 
you work. 1 will write fieldnotes on what 1 see after every 
observation session. 

The identity of your organization and your identity will be 
kept CONFIDENTIAL through the use of pseudonyms (in the fieldnotes, 
dissertation, and any related publications) and through summary 
reporting which guarantees anonymity. Any information that is 
indicated as off the record will not be used. You have the right to 
refuse to participate or to withdraw from participation at any time 
without prejudice. If you agree to let me observe you, please 
complete and sign the attached Observation Consent Form. 

Thank-you for considering my request. If you require further 
information or if you have any questions, please feel free to 
contact me at 261-4559 or my dissertation supervisor, Dr. Thomas J. 
Sork, at 822-5881. 

Sincerely yours, 

Catherine Cunningham-Dunlop 



THE U N I V E R S I T Y  O F  B R I T I S H  C O L U M B I A  

Adult Educnîion 
Department of Administrative, 
Adult and Higher Education 
5760 Toronto Road 
Vancouver, B.C. Canada V6T 1L2 
Tel: (604) 822-5881 
Fm: (604) 822-6679 

OBSERVATION CONSENT FORM 

1 have read and understand the purpose and procedures of the 
dissertation research on adult education program planning and agree 
that the xesearcher can observe me while 1 work. 

1 understand that: 

- neither my name nor the organization's name will be revealed to 
anyone other than the researcher; 

- 1 have the right to refuse to participate or to withdraw £rom 
participation at any time without prejudice; 

- and, by signing this form, 1 acknowledge receipt of a copy of 
this form and the letter describing the project. 

name 

signature 

date 
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