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STAND aims to provide opportunities for those who make 
their livelihoods within the dance and theatre sector 
to continue to practise their craft and earn an income. 
The idea is to serve all within the various linked dance 
and theatre ecosystems, such as education, creation, 
production, distribution, consumption, and archiving. 
This includes creative practitioners (actors, dancers, 
directors, writers, choreographers, designers, etc.), as well 
as administrators, educators, technical crew, publicists, 
archivists, researchers, and the like. It was launched on 
1 September 2020 in response to the appalling toll that 
Covid-19 took on the creative sector.

STAND is driven by a Steering Committee, comprising 
Gregory Maqoma (Chairperson), Yvette Hardie (Deputy 
Chairperson), Musa Hlatshwayo, Saartjie Botha, Ismail 
Mahomed, Mike van Graan, Jean Meiring, Lakin Morgan-
Baaitjies, Mxolisi Masilela and Lesego van Niekerk. Tammy 
Ballantyne is the Coordinator for STAND and Uvile Ximba, 
the Social Media Officer. Unathi Malunga, Ricardo Peach, 
Debbie Turner, Sbonakaliso Ndaba and Nasiphi Mkiva all 
contributed in the early stages of STAND.

Some of STAND’s projects have included choreographic 
mentorships, writing and acting opportunities, developing 
a vision for dance and theatre for advocacy purposes, 
providing opportunities for upskilling, financial and mental 
wellness projects, nurturing female stand-up comics and 
supporting leadership training, peer-to-peer learning and 
mentorship of a younger generation of leadership.

STAND hosted the Take-a-STAND Dialogues in 
partnership with Toyota US Woordfees. It has held webinars 
on a range of issues including the debacles over NAC 
funding, and the role of arts festivals, and has focused 
on such areas as leadership, governance, cultural policy, 
critical thinking, and fundraising. It hosted the STAND 
Together Summit in September 2021 which brought 
together role players from across the country to discuss 
the way forward in terms of theatre and dance. It has given 
birth to three representative bodies, the Theatre and Dance 

Alliance (TADA), the South African Dance Alliance (SADA) 
and the Community Arts Centres Network of the Western 
Cape. It helped to launch the South African Charter for 
the Rights of Artists (link to the charter here), and it has 
contributed to the Breathing New Vision into Theatre and 
Dance: A National Theatre and Dance Policy.

Click here to view the Breathing New Vision  
into Theatre and Dance: A National Theatre  

and Dance Policy 

STAND’s initial funds came from individual patrons, Board 
members and supporters within the sector who pledged 
R10 000; this has been supplemented by funding from 
entities such as Business and Arts South Africa (BASA), 
as well as funding from international agencies such as 
the Royal Netherlands Embassy. In addition, subscribers 
pledge small amounts on an ongoing basis to support 
STAND’s sustainability. 

STAND has been contracted by the Department of Sport, 
Arts and Culture (DSAC) to implement the Western Cape 
Community Arts Centre Strategy 2021-2025, as developed 
with and agreed to by the Western Cape Department of 
Cultural Affairs and Sport (DCAS).

The four-year plan for the community centres in  
the province includes the following elements:
»  Infrastructure
»  Capacity building
»  Festivals
»  Events and tours
»  Advocacy and networking
»  Information sharing
»  Beautification of community areas
»  Socially engaged plays to tour the province 
»  Community-based cultural entrepreneurs 
»  Support for community arts projects. 

About STAND 
Foundation
The Sustaining Theatre and Dance (STAND) Foundation is an independent, 
non-profit and public benefit entity, created by individuals within the sector to 
nurture, promote and celebrate contemporary South African dance and theatre.

https://www.standfoundation.org.za/wp-content/uploads/2021/07/CHARTER-OF-RIGHTS-FOR-SOUTH-AFRICAN-ARTISTS.pdf
https://www.gov.za/sites/default/files/gcis_document/202207/draft-theatre-and-dance-policy-written-submissions.pdf
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These toolkits form part of the capacity-building and 
information-sharing elements of this plan. The toolkits 
have been developed with the input and expertise of the 
community arts centres and organisations themselves, 
as well as with engagement from a range of long-
standing experts within the field. They will also serve 
as supplementary course materials for the University of 
Stellenbosch Business School, which is running a course in 
leadership for community arts centre managers, on behalf 
of STAND.

Note: The toolkits are housed online, on 
the STAND Foundation’s website (www.

standfoundation.org.za) and on the website of ASSITEJ 
South Africa’s Theatre4Youth programme which provides 
resources for artists (www.theatre4youth.co.za/resources) 
and which coordinated the production of the toolkits as 
commissioned by STAND.

Here you will find the six toolkits, being:
»  Definitions, Environment and Roles
»  Governance, Management and Staffing
»  Financial Management
»  Fundraising and Income Generation
»  Marketing and Publicity
»  Programme and Project Management

In addition, supplementary tools, resources and examples 
relevant to the subject matter of these toolkits can also be 
downloaded and viewed for use. 

STAND Foundation regards these toolkits as living 
documents that can continually be updated and improved. 
Feel free to send your case studies, ideas, proposals for 
amendments and additions to info@standfoundation.org.za. 

STAND trusts that these toolkits will be useful to the 
community arts sector as a whole, and beyond.

http://www.standfoundation.org.za/community-arts-centre-toolkits/
http://www.standfoundation.org.za/community-arts-centre-toolkits/
https://theatre4youth.co.za/resources/
mailto:info%40standfoundation.org.za?subject=
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The Department of Sport, Arts and Culture’s mandate 
is driven through 10 focus areas wherein key strategic 
programmes are delivered. One of the focus areas is 
to accelerate social cohesion. Community arts and 
culture centres provide access to arts programmes and 
participation with the potential to promote interactions 
critical to facilitate social cohesion.

It was envisaged that a National Training Support 
Programme would be set up to assist in ensuring that 
facilities constructed are effectively managed and effectively 
utilised, especially by the target groups of youth and 
children. This has not yet taken place, but several initiatives 
regarding addressing issues of capacity challenges have 
taken place since 2006. However, we currently do not have 
a well-coordinated national training programme for Centre 
Managers and management teams. We are fully aware that 
effective management and programming are critical success 
factors for the sustainability of Community Arts Centres. 

There are currently training initiatives in the country to 
support the capacity building of Community Arts Centres. In 
2006, the department, in partnership with the SA-Flemish 
Bilateral Project, rolled out Arts Centres Management. We 
have a handful of accredited Community Arts Centres that 
provide arts management and administration qualifications 
to other centres and arts organisations. The department 
has supported these initiatives in the past. However, these 
training programmes are not coordinated, and it is difficult 
to measure their impact. The department participated in the 
development of the Arts Centre Manager qualification by 
CATHSSETA in 2022, and our ongoing involvement will be 
formalised after the qualification is ready for implementation. 

The following challenges will be addressed through  
this qualification:
»  Governance
»  Strategic planning
»  Proposal writing
»  Advocacy
»  Marketing and publicity
»  Administrative systems
»  Programming
»  Project management
»  Facility management and policies
»  Human resources management and policies.

The department has since 2019 adopted a new strategic 
model and lobbied provinces around one common vision 
for the development of Community Arts Centres, which is 
for a community responsive, that is municipally valued and 
sectorally informed, professionally managed, imaginatively 
programmed, digitally connected, securely funded, 
internationally recognised and provincially organised 
Community Arts Centres.

Provincial Community Arts Development Programmes 
is a programme that supports provinces to develop 
and implement their own community arts development 
programmes that position and organise the community arts 
sector to support the overarching government objectives of 
access and participation in the arts by all South Africans.

Community arts centre programmes provide 
communities, art organisations and individuals with 
opportunities to participate in artistic, craft and cultural 
activities and receive training for the purpose of education, 
recreation, cultural development and enrichment, and 
income generation.

Capacity building and training is one of the five key 
deliverables of the new strategic focus (intended to 
develop skills of artists, management of centres, and 
ensure that the programmes and centres are  
professionally managed).

The department is proud of the outcomes of the 
Western Cape Community Arts Development Programme’s 
Capacity Building programme, which has resulted in the 
development of six toolkits for Community Arts Centres 
and Arts organisations. We acknowledge the work that 
was done in collaboration with STAND Foundation. We are 
happy that we are already producing training documents 
and guides to assist in building centres that will be run and 
managed professionally. We will continue to support the 
rollout of the programme as part of the provincial plans and 
assess its impact on the functioning of CACs. It is a work 
in progress, and we hope to maintain the momentum of 
training centre managers, developing arts organisations 
and building the capacity of the sector.

Dr Cynthia Stella Khumalo
DEPUTY DIRECTOR GENERAL:  
ARTS AND CULTURE DEVELOPMENT  
AND PROMOTION

Foreword
DSAC’s Vision for Community Arts Centres
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FOREWORD

Participation in recreation, arts, culture, and sports must  
be part of who we are and must be for all of us, and not  
only for those that have chosen to take this up as a career. 
It is a fundamental part of creating a healthy nation, 
community cohesion, opening opportunities and creating 
alternate futures. 

The work that we do with our ecosystem of partners does 
not exist in a vacuum. It takes place in our communities in 
places such as Community Arts Centres, with participants 
of all ages and demographics representing many 
intersecting stories, some good  
and some tragic.

Community Arts Centres continue to be places 
for primary access to arts participation, training, and 
celebration for communities. This fundamental role of 
Community Arts Centres has become more important 
over the years, given the high levels of violence in our 
society resulting in the prevalence of post-traumatic stress 
disorder, depression, substance abuse and other mental 
health challenges, particularly in young people. Through 
Community Arts Centres, we can focus on providing youth 
with meaningful platforms to find and unlock their passions, 
which is key to reducing risk-taking behaviour.

In order to harness the diversity of views and 
interventions and to bring much-needed efficiencies and 
collaboration in the sector, DCAS has adopted a ‘managed 
network’ institutional model, which consists of partner 
organisations, institutions and bodies with whom DCAS 
has (or should have) formal agreements that contribute 
towards delivering on DCAS’s mandate. The managed 
network relationships are focused on outputs (not 
organisations) – including strategic plans and joint agenda 
setting – involving direction and leadership from DCAS and 
formalised by way of agreements. 

The managed network includes broader knowledge 
networks and communities of practice in which DCAS leads 
and/or in which DCAS plays a highly influential role and 
contributes directly to the delivery of DCAS’s mandate. 
The purpose of the managed network is to allow DCAS 
to achieve its strategic goals and objectives, not through 
undertaking all the necessary functions in-house, but rather 
through developing a set of structured relationships with  
a range of strategic partners in the public, private and  
NGO sectors. 

The Community Arts Centres form a key component 
of this network whose aim is to encourage greater 
efficiency in mobilising the creative economy using 
scarce fiscal resources, to improve sharing of information 
and knowledge, and to harness South Africa’s cultural 
diversity capacity towards the objectives of the National 
Development Plan, the Medium-term Strategic Framework, 
the Provincial Strategic Plan and the Recovery Plan.

These toolkits, which form part of the WCG Community 
Arts Centres Plan, place governance, marketing, 
production, and programming skills in the hands of centre 
managers and arts organisations and, by so doing, play a 
central role in building capacity and ensuring much-needed 
sustainability in the community arts ecosystem. These are 
skills that will not only enable them to maintain the arts 
centres and organisations but also maintain sustainable 
livelihoods. 

DCAS is committed to supporting this sector to innovate, 
collaborate and evolve to sustain the excellence of their 
work and to make a wider contribution to the nation’s 
wellbeing and prosperity.

DCAS is grateful to the Department of Sport, Arts 
and Culture and the STAND Foundation for their role in 
facilitating this important work.

Guy Redman
HEAD OF DEPARTMENT:
CULTURAL AFFAIRS  
AND SPORT

Community Arts Centres Toolkit for Community Arts Managers



06 | GOVERNANCE, MANAGEMENT AND STAFFING

Contents
Introduction     08

1.  Understanding Structures of  
Community Arts Centres  09

1.1  For-profit Status    09
1.1.1  Closed Corporation (CC)    09
1.1.2  Private Company (Pty Ltd)   10
1.1.3  A Co-operative    10
1.2   Non-profit Status    11
1.2.1   What are the legal options for creating  

and registering a non-profit organisation? 12
1.2.2  About the Different Entities: Voluntary  

Association, Trust, NPC   13
1.2.3 How to register an NPO?    14

2. Tax Compliance   16
2.1  What is a public benefit organisation?  16
2.2  What are the benefits of the tax relief for PBOs? 17
2.3 PBOs and VAT    17
2.4  What do you, as an approved PBO, need  

to do to be tax compliant?    17
2.5 Section 18A Status    18
2.5.1 What are Section 18A receipts?  18
2.5.2  How do you know if your organisation  

is eligible for Section 18A status?  18
2.5.3 How do you apply for Section 18A status? 20
2.5.4 What do you do if you are successful?  20

3.  Governance     21
3.1 What is governance?    21
3.2  What is good governance?   21
3.3  King IV Principles    21
3.4  What is an ethical culture when it comes to the 

governing body of a non-profit organisation? 24
3.4.1 Conflicts of Interest   24
3.4.2  Dishonesty    24
3.4.3  Theft and Misuse of Organisational Resources 24
3.4.4  Abusive Behaviour and Favouritism  25
3.4.5  Non-productivity and Excess of Pressure 25
3.4.6  Resources not used for their Intended Purpose 25
3.4.7  Questionable Funding   25
3.5   Legal Duties and Responsibilities  

of the Governing Body   26

3.6 Scope of Work    26
3.7 Creating a Board Charter   27

CASE STUDY: Prince Albert Community Trust (PACT)  27

3.8  Relationship between the Board and  
Management    28

3.9  Information Required by the Board to Exercise  
its Fiduciary Duties   28

4.  The Governing Body or Board 29
4.1 Establishing a Board for an NPO   29
4.2  How are founding board members  

selected or recruited?   29
4.3  What to Consider when Selecting  

Board Members    29
4.4 The Role of the Chairperson   31
4.5 Board Remuneration   32
4.6  Setting Key Performance Indicators  

for Board Members   32
4.7 Board Evaluations    32

TOOL: STAND Foundation Board KPIs  33

4.8  Development of Board Members after  
their Appointment    34

4.9 Board Committees and their Roles  35

5. Organisational Policies    36

TOOL: PACT’s Governance Policy   36

5.1 Human Resources Policy   37
5.2 Communications Policy   37
5.3  Technology, Software and Data  

Management Policy   37
5.4 Financial Policy    37
5.5 Health, Safety and Wellness Policy  37
5.6 Environmental Policy   38
5.7  Sexual Harassment, Discrimination  

and Bullying Policy    38
5.8 Disability and Inclusion Policy  38
5.9 Child Protection Policy    38



GOVERNANCE , MANAGEMENT AND STAFFING |  07

CONTENTS

6.  Strategic Planning – Vision,  
Mission, Objectives   39

6.1 Introduction to Asset-based Planning  39
6.2 ABCD Process    39
6.3  Formalising the Vision and Mission  43
6.3.1  The Vision Statement   43
6.3.2  Mission Statement    43

CASE STUDIES: Lunchbox Theatre, Amoyo,  
Butterfly Art Project    44

6.3.3   Tool: How to Write a Vision and  
Mission Statement    45

7.  Leadership and Management 46
7.1  Leadership    46
7.1.1 Styles of Leadership   46
7.1.2 Understanding our Perceptions  47
7.1.3 Level 5 Leadership   47
7.2 Management    48 
7.2.1 People Management   49 
7.2.2  Organogram    49
7.2.3  What are the roles of a manager in  

a Community Arts Centre?   51

8. Staff     53
8.1  Determining Staffing Needs   53
8.2  Definitions of Different Types of Employment 54
8.3 Role Descriptions and Contracts  54
8.4  Contracts of Employment vs Independent  

Contractors    56
8.5 Volunteer Management   56 
8.6 Working with Volunteers   57

9. Administration   58 
9.1 What is Administration?   58
9.2 What systems do we need to administer well? 58
9.3  A Guide to Effective Meetings  59 

Bibliography & Resources   63

Access all toolkits  
and URLs

Visit www.standfoundation.
org.za/community-arts-centre-

toolkits/ to download all six digital 
toolkits and access the additional 

links and online resources.

https://www.standfoundation.org.za/community-arts-centre-toolkits/
https://www.standfoundation.org.za/community-arts-centre-toolkits/
https://www.standfoundation.org.za/community-arts-centre-toolkits/


08 | GOVERNANCE, MANAGEMENT AND STAFFING

Introduction

In order to build a strong organisation of any kind, it is 
important to know why you want to embark on this journey. 

Simon Sinek’s TED Talk “Start with Why” addresses how 
the WHY should be at the centre of everything you do. The 
How and the What may change in response to a changing 
environment, but the WHY will be a constant. The Why is 
what is most important in keeping your organisation on 
track. You can watch the TED Talk here 

There are too many organisations that know what they 
want to do, but not necessarily WHY is it that they want to 
do it. Without the necessary commitment, organisations 
can become redundant or distracted. We will come back to 
this later in this toolkit when you will be thinking about your 
Vision, Mission and Strategy. However, it is good to start 
here, since every choice you make should be linked back to 
this central WHY.

Why create a formal structure?
When three or more people who are not connected to one 
another adopt a constitution, they are already a legal entity 
in South Africa. If you register with a government registry, 

This toolkit is to assist you in the task of building a robust, resilient and sustainable 
organisation. It deals with all the aspects of ensuring that the structure of your organisation 
is sound, so that it can grow over time.

your founding documents are available for public scrutiny 
and you will need to comply with legal requirements. 
Registration is not compulsory and should not be forced. 

However, there are some benefits of registration, if a 
group decides to go this route. There is a higher level 
of scrutiny, not just internally but through the relevant 
department and this generally inspires more confidence in 
the governance structure than with organisations that are 
not registered. 

There could be tax benefits and more opportunities 
for partnerships and funding, as donors tend to prefer 
registered organisations. It is important though, that a 
group makes an informed decision about registration, 
that they choose the right kind of form and that they are 
ready and willing to meet the compliance requirements. 
Otherwise, simply adopting a founding document can be 
enough. 

(Adapted from Ikhala Trust and Elamanzi’s 
Organisational Development and Project 

Management Course Materials, P22)

Definition: What does ‘connected’ mean?
Connected people are spouses, close relatives 

and anyone related to a person or their spouse to the third 
degree of blood relations.

WHY

HOW 

WHAT

https://www.ted.com/talks/simon_sinek_how_great_leaders_inspire_action?language=en
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In the Community Arts Centre Audit Report: High Level 
Summary, presented by Mr Vusithemba Ndima for DSAC in 
2016, the following report was given based on a survey of 
87 community arts centres.

Institutional Arrangements
 You can see from Figure 1 that the vast majority of the 
community arts centres were either linked directly to 
government (48%) or took a non-profit form of one kind or 
another (43%). 

1.1 For-profit Status
If you are a for-profit organisation, you have the options 
of being a closed corporation, private company or a co-
operative. 

1.1.1 Closed Corporation (CC) 
Closed Corporation (CC) is a legal entity with a small 
number of owners (no more than 10) who are known as 
the ‘members’, that is privately held and the public cannot 
invest in it; it must register as a taxpayer. There are fewer 
legal requirements than a private company and it is easy 
to establish. Members can change, but the cc continues 
uninterrupted.

UNDERSTANDING STRUCTURES OF COMMUNITY ARTS CENTRES 1

1. Understanding Structures  
of Community Arts Centres
Which structure should a community arts organisation choose? It depends on whether your 
organisation is intended to be for profit or not. If it is not for profit, then you must select an 
NPO structure. Otherwise, you can register a business or co-operative. 

22%
26%

2% 3%

38%

3% 2% 2%

the 
Municipality

Provincial 
Government, 
or an agency 

thereof

a Voluntary 
Association

a Trust a Non-profit 
Company

a Closed 
Corporatation

a Private 
Company

a Co-
operative

Figure 1: Institutional Arrangements



10 | GOVERNANCE, MANAGEMENT AND STAFFING

1.1.2 Private Company (Pty Ltd)
A Private company (Pty Ltd) is treated by South African 
law as a separate legal entity and has to register as a 
taxpayer in its own right. A Private Company (Pty Limited) 
has a separate life from its owners and is required by The 
Companies Act, No 71 of 2008 to perform rights and duties 
of its own. The owners are shareholders, who have limited 
liability. Directors have personal liability for the affairs of the 
company. It can be of any size and is subject to many legal 
requirements.

1.1.3 A Co-operative
A Co-operative is a business owned and controlled equally 
by a group of people who work together voluntarily to 
achieve their aims. They must have a mutual need or 
purpose and this need should be capable of being met 
more economically by the group, than by an individual. All 
co-operatives need to be registered with the Registrar of 
Co-operatives and are governed by the Co-operatives Act 
No 14 of 2005.

A co-operative belongs to its members and benefits  
its members. It has a mutual and democratic nature, with  
no person who fulfils the requirements of membership  
and with the capacity to contribute to the activities of  
the co-operative, excluded from membership. The more a 
member transacts their business through the co-operative, 
the larger their bonus will be. Co-operatives allow people 
to take advantage of buying in bulk, or using common 
equipment and resources, and to organise themselves on 
principles of self-help. 

Co-operatives are often found within the agricultural 
sector.

(Extracted from: ‘Guidelines for Co-operatives’ 
summary of the Department of Trade and Industry)

Types of Co-operatives
A primary co-operative is an autonomous association 
of persons united voluntarily to meet common social, 
economic and cultural needs and aspirations, through a 
jointly owned and democratically controlled enterprise. 

A secondary co-operative is a co-operative formed by 
two or more primary co-operatives to provide services to 
its members. The purpose of a secondary co-operative 
is to help primary enterprises serve their members more 

effectively and comprehensively. They provide services such 
as auditing, training, bookkeeping and advisory support. 

Primary and secondary co-operatives may form a tertiary 
co-operative representing a sector or region. 

Two characteristics distinguish co-operatives from  
other enterprises:
»  They are associations of people who agree to be the 

owners, the makers of democratic decisions and the 
users of their joint enterprise; 

»  Their main purpose, as an economic unit, is to promote 
their members by rendering services, rather than 
maximising profits. 

Co-operatives are based on the values of: self-help and 
self-reliance; self-responsibility; democracy; equality; equity 
and solidarity. In the tradition of their founders, co-operative 
members believe in the ethical values of: trust; honesty; 
openness; social responsibility and caring for others. 

The core principles of  
co-operation are:

Voluntary and Open Membership 
Co-operatives are democratic organisations, 
controlled by their members, which actively 

participate in setting policies and making decisions. 
Women and men serving as elected representatives are 
accountable to the membership. In primary co-operatives, 
members have equal voting rights (one member, one vote), 
and co-operatives at other levels are also organised in a 
democratic manner. 

Member Economic Participation 
Members contribute equitably to, and democratically 
control, the capital of their co-operatives. At least 

part of that capital is the common property of the co-
operatives. Members usually receive limited compensation, 
if any, on capital as a condition of membership. Members 
allocate surpluses for any or all of the following purposes: 
developing their co-operatives; setting up reserves; 
benefiting members in proportion to their transactions with 
the co-operatives; and supporting other activities approved 
by membership. 

UNDERSTANDING STRUCTURES OF COMMUNITY ARTS CENTRES1
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Autonomy and Independence 
Co-operatives are autonomous, self-help 

organisations controlled by their members. If they enter 
into agreements with other organisations, including 
governments, or raise capital from external sources, they 
do so on terms that ensure democratic control by their 
members and maintain their autonomy. 

Education, Training and Information 
Co-operatives provide education and training for 

their members, elected representatives, managers and 
employees, so they can contribute effectively to the 
development of their co-operative. 

Co-operation Among Co-operatives 
Co-operatives serve their members most effectively 

and strengthen the co-operative movement by working 
together through local, national, regional and international 
structures, promoting the spirit of solidarity. 

Concern for Community 
Co-operatives work for the sustainable development 

of communities, through policies approved by their 
members. 

To find out more about co-operatives, go to 
https://www.westerncape.gov.za/Text/2004/9/

book1.pdf, or visit https://www.saipa.co.za/wp-content/
uploads/2018/04/Co-Operatives-CPD.pdf 

1.2 Non-profit Status
Since the majority of community arts centres tend to 
register as non-profits, we will now focus on aspects of 
governance that link to this non-profit status. However, the 
first thing to clear up is the difference between NGOs and 
NPOs. These terms are often used interchangeably, but 
they refer to different things.

NGOs are non-governmental organisations and they 
range in size from large international organisations 
(think UNICEF and Amnesty International) to national 
organisations, to community groups and recreational clubs. 
They operate independently of any government, but may 
receive funding from a government. They work to promote 
change in the areas where government is active, for 
example, health, education, human rights, conservation etc.

NPOs can be NGOs, CBOs (community-based 

organisations) or FBOs (faith-based organisations). All 
NPOs exist for public benefit. The main aim of a non-profit 
organisation is to provide a service to the community, 
to “serve the greater good”, without making a profit. All 
surplus funds are ploughed back into providing these 
services, rather than being distributed to shareholders. 

There are different types of NPO. They are all governed 
by the Nonprofit Organisations Act, No 71 of 1997. 

Note: This Act is currently being amended and 
certain changes have been proposed to which the 

non-profit sector is responding.

The Act defines an NPO as: a trust, company or other 
association of persons – 
a. established for a public purpose; and (where); 
b. the income and property of which are not distributable 

to its members or office bearers except as reasonable 
compensation for services rendered.

This also means that should the organisation ever be 
dissolved, any remaining assets must be transferred to 
another organisation with similar objectives.

Registration in terms of the Act is voluntary and 
organisations may choose whether they want to register. 

Registered NPOs must comply with certain 
requirements as stipulated by the Act and their board 
members must be aware of their legal duties, i.e., to: 
»  Act in good faith and in the best interests of the NPO; 
»  Not allow personal interests to conflict with the interests 

of the NPO; 
»  Not act beyond the powers of the NPO/board or 

limitations placed on such powers in terms of the 
founding documents; 

»  Exercise the degree of skill that may be reasonably 
expected based on his/her knowledge; 

»  Apply her/his mind to decisions and exercise an 
independent discretion, and

»  Give attention to the affairs of the NPO. 

UNDERSTANDING STRUCTURES OF COMMUNITY ARTS CENTRES 1

https://www.westerncape.gov.za/Text/2004/9/book1.pdf
https://www.westerncape.gov.za/Text/2004/9/book1.pdf
https://www.saipa.co.za/wp-content/uploads/2018/04/Co-Operatives-CPD.pdf 
https://www.saipa.co.za/wp-content/uploads/2018/04/Co-Operatives-CPD.pdf 
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There are also legal requirements in terms of 
documentation: 
»  The registered status and registration number of the 

non-profit organisation must be reflected on all official 
documents; 

»  The organisation must comply with the provisions of its 
founding document; 

»  The NPO must keep records of income, expenditure, 
assets and liabilities in line with accounting practice and 
draw up financial statements, within six months after its 
financial year-end, including: 
• A statement of income and expenditure for that 

financial year, and 
• A balance sheet showing assets, liabilities and 

financial position as at the end of that financial year; 
• Arrange for a written report, within two months after 

drawing up its financial statements, to be compiled 
by an accounting officer showing whether or not the 
financial statements of the organisation are consistent 
with its accounting records;

• The accounting policies of the organisation are 
appropriate and have been appropriately applied; 

• The organisation has complied with the provisions of 
the NPO Act and of its constitution; 

• The books of accounts, supporting vouchers, records 
of subscriptions or levies paid by members, income 
and expenditure statements, balance sheets and 
accounting officer’s reports, must be preserved for the 
prescribed period (not defined in terms of the Act, but 
five years is general practice). 

The NPO Directorate must also be provided, in writing, 
with the following: 
»  A narrative report of activities using a prescribed form, 

together with its financial statements and the accounting 
officer’s report as required in the Act, within nine months 
after the financial year-end;

»  The names and physical, business and residential 
addresses of its office-bearers within one month after any 
appointment or election of its office-bearers; and updates; 

»  A physical address in the Republic for the service of 
documents to be received from the Directorate of 
Nonprofit Organisations;

»  Notice of any change of address within one month before 
a new address takes effect; 

»  Other information that may be required by the Director in 
terms of the Act. 

When the organisation changes its constitution or name, 
it must also send a signed copy of the resolution to the 
Directorate, including the original registration certificate in 
case of a name change. 

Finally, if the organisation decides to wind up or 
dissolve it must, within one month after completion of 
the process, send a written notice to the Directorate with 
signed resolution confirming this decision, and send any 
outstanding reports. 

To register an NPO, update your details,  
or submit your reports, you are able to go to the 

NPO Directorate’s online portal, which is found at 
http://www.npo.gov.za/ 

This resource is also where you can find the status of any 
NGO, whether or not they are registered and whether or 
not they are compliant.

1.2.1 What are the legal 
options for creating and 
registering a non-profit 
organisation?
All legal entities need to have a form of constitution and 
at least three unconnected board members, who will take 
fiduciary responsibility for the organisation. No single 
person should control the decision-making powers of an 
organisation, directly or indirectly.

To see an example of a model constitution,  
go here 

UNDERSTANDING STRUCTURES OF COMMUNITY ARTS CENTRES1

Definition: ‘Fiduciary’ means a person who holds 
a position of trust or responsibility including 

decision-making powers relating to the affairs of an 
organisation. (These could be directors, trustees or office-
bearers. Governing body/board members and senior 
management have fiduciary responsibility.)

There are three main types of non-profit organisations in 
South Africa: voluntary associations, trusts and not-for-profit 
companies (NPC). In the past, NPCs were known as Section 21 
companies, but this term is no longer used today. Each type is 
registered in and accountable to a different authority:
»  The Voluntary Association is registered with the Department 

of Social Development and requires a constitution.

http://www.npo.gov.za/
https://www.standfoundation.org.za/wp-content/uploads/2023/02/Toolkit-002_Model-constitution.docx
https://www.standfoundation.org.za/wp-content/uploads/2023/02/Toolkit-002_Model-constitution.docx
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»  The Trust is registered with the Master of the High Court 
and requires a trust deed.

»  The Not-for-profit Company (NPC) is registered with the 
CIPC and requires a Memorandum of Incorporation.

A Founding Document or Constitution is a first step towards 
setting up a culture and practice of good governance. This 
document becomes the ‘highest authority’ – giving clear 
guidelines on how the organisation should be run and how 
it will be protected. 

Most NGOs start with a founding document and a 
governing body (though this is not always the case). 
Governance is usually a first activity to pave the way for 
obtaining NPO registration or seeking funding. 

Many community-based organisations (CBOs) form in 
exactly the opposite manner. Concerned neighbours or 
residents initiate projects and mobilise their personal 
resources and networks. Constitutions and formal 
governance usually comes into play once there has been 
contact with other stakeholders. Separating governance 
from operations can bring confusion and even crisis into 
organisations, especially those that have been operating as a 
tight collective, with a few people responsible for everything. 

1.2.2 About the  
Different Entities

What is a Voluntary Association?
A Voluntary Association (VA) is created when three or more 
people agree to form an organisation to work together 
towards a common non-profit objective. The agreement 
can be verbal; it does not have to be in writing. However, 
putting it in writing can help prevent disputes. This is a 
membership-based, democratic organisation.

Usually the founding document/constitution provides 
for a group of people with executive powers, such as an 
executive committee (also sometimes known as the office-
bearers), to manage the affairs of the Voluntary Association, 
subject to the terms of the constitution. 

VAs are governed by common law (i.e. VA’s objectives must 
be lawful and not primarily for gain or profit for its members) 
and the NPO Act, if they choose to register as NPOs.

Examples of organisations that are registered in 
this way are: KwaMashu Community Advancement 

Projects, Philippi Arts Centre, ASSITEJ SA and Rainbow 
Arts Organisation.

What is a Trust?
A trust is an arrangement, set out in a written document 
(called a trust deed), in which an owner or founder hands 
over property and/or funds to a group of people (called 
trustees) who administer the assets for the benefit of others 
(called beneficiaries) according to the stated objective(s). It 
is a top-driven organisation as it has no members.

A trust is governed by its Board of Trustees. Trustees’ 
powers are normally as wide as possible to enable them to 
achieve the objectives of the trust, and usually similar to the 
powers of a company. Trustees are expected to exercise 
their duties with care, diligence and skill. They should not 
make self-serving decisions and should avoid situations 
where there can be a conflict of interests. 

They may receive reasonable payment for their work 
if allowed by the trust deed. Trusts are regulated by the 
common law and the Trust Property Control Act 57 of 1988. 

To set up a trust, you need a public notary to write 
and attest your trust deed (an attorney with an additional 
qualification). Then you must register the trust deed with the 
Master of the High Court. The trust deed names your trustees, 
but it is the Master who actually formally appoints them, with 
Letters of Authority under the Master’s seal and signature.

You must notify the Master if you change any of your 
trustees. The Master also exercises a high degree of 
supervision over the appointment of trustees, but not over 
their activities. Even though the Master may call trustees to 
account for the administration of trust property, in practice 
this supervision is limited. 

If a trust registers as an NPO, it must comply with the on-
going regulatory requirements of the NPO Act 24.

Examples of organisations that are registered 
in this way are: Prince Albert Community Trust, 

Vrygrond Community Development Trust, and Denis 
Goldberg House of Hope.

What is a Not-for-profit  
Company (NPC)?
Not-for-profit companies are a refreshed version of 
“Section 21” of the Companies Act 61 of 1973, which allows 
for a ‘not-for-profit company’ or ‘association incorporated 
not for gain’. NPCs resemble business-oriented (for profit) 
companies in their legal structure, but do not have a share 
capital and cannot distribute shares or pay dividends to 
their members. Instead they are ‘limited by guarantee’, 
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meaning that if the company fails, its members undertake 
to pay a stated amount to its creditors. 

A company has a two-tiered governance structure 
consisting of the members and directors. The members 
exercise their powers in general meetings. For example, they 
have the power to appoint and remove directors, amend 
the founding documents of the company, and dispose 
of the NPO’s assets. The directors have broad executive 
responsibility. However, they must appoint independent 
auditors and convene an annual general meeting. 

All companies, including NPCs, are registered with the 
Registrar of Companies in terms of the Companies Act. 
Before you are registered (with CIPC), the Registrar must 
approve the name you have chosen. A company may not 
begin its work until registered, which usually takes two to 
four months. On registration, a Certificate of Incorporation 
is issued, under the seal and signature of the CIPC.

The founding documents for a NPC are the memorandum 
and the articles of association. The memorandum sets out 
the purpose of the NPO; the articles of association regulate 
how it operates. 

In order to be registered and then remain registered, a 
company is obliged to comply with the extensive formalities 
and on-going reporting requirements of the Companies 
Act, including the following: 
»  The company must appoint auditors and inform the 

Registrar of Companies of any change of auditors. 
»  The company must appoint a registered address and 

inform the Registrar of any change of address. 
»  The company must keep up-to-date registers of members 

and directors in the prescribed form. 
»  The directors’ names must appear on all letters, 

catalogues and circulars distributed or published. 
»  Directors must ensure that proper minutes and 

attendance registers are kept of all meetings. The 
company must hold an annual general meeting in 
accordance with the prescribed procedures. 

»  The company must keep financial and accounting records 
in the prescribed form, present these to the AGM of 
members and file them with the Registrar. The directors’ 
report must be presented to the AGM. 

»  The company must complete annual returns to the CIPC 
and as from 2019, must also complete a Compliance 
Checklist (which is a kind of self-assessment form) on an 
annual basis. It should be noted that if a person knowingly 
provides false information, then the punishment could be 
a fine and/or imprisonment for up to 12 months.

Examples of organisations that are registered 
in this way are: Makukhanye Art Room, Nyanga 

Arts Development Centre, Forgotten Angle Theatre 
Collaborative and Sibikwa Arts Centre, which is also 
registered as an NPO and PBO).

1.2.3 How to register an NPO? 
To register a non-profit organisation, whether a voluntary 
association, trust or not-for-profit company, you will need 
to submit the following documents to the Department of 
Social Development: 
»  A completed application form, found on the Department 

of Social Development’s website; and 
»  Two copies of the organisation’s founding document 

which meets the requirements of the NPO Act. To assist 
with this, a checklist is part of the application form. 

Once an organisation is registered as an NPO, it is obliged 
in terms of Sections 18 and 19 of the NPO Act to submit 
within nine months after the end of its financial year, annual 
reports comprising a narrative report, annual financial 
statement and an accounting officer’s report. These should 
include any changes to the organisation’s constitution, 
physical address and office-bearers.

A thirty-days notice is served to all those registered 
NPOs whose reports are overdue. Failure to comply with 
this notice results in an organisation’s registration status 
being cancelled. 

Once an organisation has been deregistered or 
dissolved, it is a criminal act to represent itself as being 
registered. The offence is also extended to a person 
or persons using the registration number of another 
organisation, and making any false representation in any 
reports submitted. 

NPO DIRECTORATE 
DEPARTMENT OF SOCIAL DEVELOPMENT 

ADDRESS: NPO Directorate;  
National Department of Social Development,  
Private Bag X901, Pretoria, 0001, South Africa 
ENQUIRIES: 
Tel: (012) 312-7500 
Fax: (012) 312-7684 

UNDERSTANDING STRUCTURES OF COMMUNITY ARTS CENTRES1

https://www.dsd.gov.za/
https://www.dsd.gov.za/
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Type How to register Benefits Drawbacks

Voluntary Association – 
three or more like-minded 
people come together 
for a common non-profit 
purpose as members of an 
organisation.

Draft a constitution;

Open a bank account;

Appoint steering 
committee to manage the 
affairs of the VA.

Choice: Register with DSD 
to get an NPO number* in 
which case, governed by 
the NPO Act

Choice: Register as a PBO 
with SARS

Choice: Apply for Section 
18A status

Simple, most informal of the 
entities; 

Start operating in a few days;

Easy to amend constitution;

Financial reporting is simpler 
(not subject to an audit).

Potential funders 
may see it as less 
accountable, too 
informal and not 
regulated enough;

May not allow you to 
scale up your activities.

Trust – operates similarly 
to an NPC, may use the 
term “foundation” in its 
title; 

A trust is an arrangement, 
set out in a written 
document (called a trust 
deed), in which an owner 
or founder hands over 
property and/or funds to 
a group of people (called 
trustees) who administer 
the assets for the 
benefit of others (called 
beneficiaries), according to 
the stated objective(s).

Have an expert draft a 
trust deed;

Register with the Master of 
the High Court;

Appoint trustees.

Choice: Register as a PBO 
with SARS

Choice: Apply for Section 
18A status

Governed by Trust Property 
Control Act (less complex 
than Companies Act);

You can make other 
non-profit organisations 
beneficiaries of a trust;

Less stringent financial 
reporting; 

Can have fewer people 
involved in running a trust;

Recognised internationally;

Can have communal 
distribution of benefits.

Taxable income taxed 
at a higher rate than an 
NPC (45% vs. 28%);

Trustee has to go to 
SARS to get the tax 
number;

Expensive to register 
since tax deed requires 
a lawyer;

Often slow process 
to make changes to 
trustees.

Not-for-profit Company 
– governed by the 
Companies Act;

Can be without members 
where one board 
appoints the next board, 
or with members, where 
new board members 
are appointed by the 
organisation’s members at 
an AGM.

Draft a Memorandum of 
Incorporation;

Open a bank account;

Register with the CIPC.

Choice: Register as 
an NPO with Social 
Development

Choice: Register as a PBO 
with SARS

Choice: Apply for Section 
18A status

Quick to register with CIPC;

Changes to board members 
are done electronically and 
quick to process;

Governed by Companies Act;

Reporting requirements are 
transparent;

Internationally recognised 
legal structure;

Tax number is issued 
automatically on registration, 
so no need to go to SARS.

Compliance will absorb 
resources (both capacity 
and money);

Compliance 
requirements are on an 
annual basis.

Tool
Summary

*Note: Registration with the Department of Social Development is compulsory in certain instances:
» If you are a social welfare organisation

» If you work with children and vulnerable groups
»  If you want to apply for funding from government, the Lottery, the National Development Agency, the Independent 

Development Trust, local and provincial authorities, and various public and private funding agencies.
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TAX COMPLIANCE2

All individuals and organisations in South Africa are 
subject to the following important laws: 
» Income Tax Act 58 of 1962
» Tax Administration Act 28 of 2011
» The Taxation Laws Amendment Act 20 of 2021 and 
»  The Tax Administration Laws Amendment Act 21 of 2021 

Your choice of structure does not influence your 
organisation’s eligibility for tax-exempt status and donor-
deductible status; rather, the purpose, objectives and 
activities of your organisation do. 

Tax exemption relates to:
» Tax exemption on income (tax-exempt status)
»  Tax exemption with Section 18 status which means that 

the donor gets a tax benefit from donating to you, thus 
encouraging donors to give to your organisation; this is 
also known as donor-deductible status.

The section of the Income Tax Act that deals with Public 
Benefit Organisations is Section 30. This sets out the 
prescribed requirements an organisation must comply with 
to become a PBO and to remain compliant. 

Note: “An organisation that has a non-profit 
motive, or is established or registered as 

an NPO under the NPO Act, or is incorporated as an 
NPC, does not automatically qualify for preferential 
tax treatment or approval as a PBO. An organisation 
will enjoy preferential tax treatment only after it has 
been granted approval as a PBO by the Commissioner, 
and continues to comply with the relevant prescribed 
requirements and conditions set out in the Act. An 
organisation approved by the Commissioner as a PBO 
could be subject to partial taxation.” 
[Extract from the Basic Guide to Income Tax 
Exemption for Public Benefit Organisations (Issue 3)]

Tax law requires that the constitutions of all NPOs applying 
for tax exemption share objectives that align with the 
criteria set by SARS for Public Benefit Organisations (PBO). 

2.1 What is a Public  
Benefit Organisation?
A Public Benefit Organisation is a non-profit organisation 
which has registered with SARS under this particular status 
and which is as a result, tax exempt. 

You have to apply for this status and cannot assume 
that if you are registered as a not-for-profit organisation of 
some kind, you are automatically tax-exempt. When you are 
registered as a PBO, you will receive a PBO number.

In order to be a Public Benefit Organisation, you need to 
be carrying out one or more Public Benefit Activities (PBAs). 
These are very specifically defined in the Act, in Section 
30. See this link for the Public Benefit Activities. Any 
funds received must be used for carrying out these PBAs, 
and the activities must be carried out for the benefit of the 
general public, at large. This means that the PBO cannot be 
discriminatory in nature and focus on a very narrow group 
of people.

There are some general principles that apply to all NPOs 
if they are to meet Public Benefit Organisation criteria. 

[Adapted from A House of Stone and Light,  
by Daniel Steenkamp]

»  You may only distribute funds in terms of the defined 
public benefit activity, largely within the borders of South 
Africa (generally this means at least 75-80% of funds 
within South Africa);

»  You may not receive revocable donations – this means 
that people may not demand their donations back after 
having donated to you; one of the few exceptions would 
be if for some reason the project that they have donated 
towards is not able to take place; in this case, it is possible 
for a donation to be returned to the donor; 

»  It must not be a tax avoidance scheme;
»  You may not pay excessive remuneration;
»  You must comply with the reporting requirements as per 

the Minister.

2. Tax Compliance

https://www.sars.gov.za/businesses-and-employers/tax-exempt-institutions/public-benefit-organisations/
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2.2 What are the benefits 
of the tax relief for PBOs?
»  You do not pay tax for non-trading income (i.e. donations, 

grants, interest on investments, etc.).
»  You have partial relief for income from trading or revenue-

generating activities. See more below.*
»  There is no donations tax on donations made to or  

by a PBO.
»  NPOs do not need to submit provisional tax returns nor 

pay provisional tax. Only annual tax returns are needed.
»  There is no Estate Duty on bequests from deceased 

estates (where someone has named a PBO as a 
beneficiary in their will).

»  There is no Capital Gains Tax on assets disposed of by a 
PBO provided the asset is used to pursue their defined 
public benefit activity.

For further discussion of these benefits, see A 
House of Stone and Light 

*Trading Activities
Income from trading or revenue-generating activities is fully 
exempt from tax if the “undertaking is related to the sole 
object of the PBO with the objective to recover costs.” This 
means that the trading activity must be integral and directly 
related to the approved public benefit activity. It must 
also be conducted on a cost-recovery basis and should 
not result in unfair competition with other taxable entities. 
Generally this means that it is ad-hoc, not on-going and 
happens with volunteer support.

Income from trading or revenue-generating activities is 
still partially exempt if it does not meet the above criteria. 
The income must be related to the core focus of the 
organisation and utilise existing resources. The PBO can 
deduct either R200 000 or 5% of total receipts for the year 
(whichever is greater) from the trading income generated. 

Should you engage in trading activities that are 
commercial in nature, these will be taxed at 28% for an NPC 
and 45% for a Trust.

Note: It is important that trading activities do not 
take over from the main focus on your PBO. If this 

happens, it may be best to create a separate entity, which 
can focus on the trading activities and make donations to 
your PBO.

2.3 PBOs and VAT
An approved PBO may be classified as a ‘welfare 
organisation’ under the VAT Act. The classification as 
a welfare organisation includes the PBO in the VAT 
dispensation without having to meet the normal registration 
requirements (a minimum annual turnover of R1 million).

Once classified as a welfare organisation under the 
VAT Act, the PBO will be able to reclaim VAT paid on its 
purchases relating to the qualifying activities. Also, services 
provided by a welfare organisation will be zero-rated for 
VAT purposes.

A separate letter confirming that the PBO qualifies as a 
welfare organisation in terms of the VAT Act will be issued.

Being registered under the VAT Act does require certain 
administrative and compliance duties and so it is important 
that the PBO has the systems and skills in place to ensure 
that they can meet these requirements.

It is important that organisations ask for professional 
advice regarding their liability for tax and their eligibility for 
tax benefits.

2.4 What do you, as an 
approved PBO, need to  
do to be tax compliant? 
An organisation approved by the Tax Commissioner  
as a PBO will be required to:
»  Submit annual income tax returns via SARS eFiling or 

manually;
»  Submit a copy of all amendments to its founding 

document to the Commissioner, as soon as they have 
been effected;

»  Inform the Commissioner of any address change for 
correspondence within 21 business days after the address 
change takes place;

»  Inform the Commissioner of any change in persons 
accepting fiduciary responsibility for the organisation or 
office-bearers (resignations or new appointments);

»  Inform the Commissioner if the PBO is no longer carrying 
on approved PBAs or ceases to exist;

»  Retain all books of accounts, records and other 
documents for a period of five years from the date of the 
submission of the income tax return and if requested by 
SARS submit copies of such documents;

»  Ensure that at all times the PBO complies with the 
requirements related to the PBO approval.

https://www.takealot.com/a-house-of-stone-and-light/PLID90599499
https://www.takealot.com/a-house-of-stone-and-light/PLID90599499
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2.5 Section 18A Status
Once you have applied for PBO status, you can then 
apply for Section 18A status (or you can apply for both 
simultaneously). This allows your donors to reap direct tax 
benefits from their donations, which is likely to make giving 
to your organisation more attractive to them.

2.5.1 What are  
Section 18A receipts?
Once you have this status, you will be able to issue Section 
18A receipts for donations received (also known as Section 
18A certificates). You may only issue such a receipt/
certificate from the date that SARS has confirmed Section 
18A approval. The reference number given by SARS must 
appear on such receipts. The donor can then claim the tax 
benefit. This is done by reducing the tax base from which 
the tax liability is calculated. 

There are some important principles that will  
be applied for the donor to reap the tax benefit:
»  The tax benefit is capped at 10% of the donor’s taxable 

income. This is true for both individual taxpayers and 
companies that are giving funds.

»  If the donation exceeds 10% of taxable income, the 
balance of the benefit can be rolled over to the next 
financial year.

»  The donation must be transferred in the financial year.
»  The donation may not be revocable.
»  The donor may not have any direct benefit from the 

donation. (This means that, for example, an amount paid 
to attend a fundraising event, or a membership fee, could 
not be used as a tax benefit, since the donor is receiving 
something for the donation.)

»  The donation must be valued correctly for cost purposes. 
(Valuation can be tricky. 18A certificates should be issued 
at the lowest value of: cost price, net market value, and 
tax base.) 

2.5.2 How do you know if your 
organisation is eligible for 
Section 18A status?
Within the listed Public Benefit activities in the 9th 
Schedule to the Act, are certain areas that qualify you  
to apply for Section 18A status. 

These can be summarised as follows: 
»  Welfare and Humanitarian (+18A)
»  Healthcare (+18A)
»  Education and Development (+18A)
»  Land and Housing (some +18A)
»  Religion
»  Cultural
»  Conservation, Environmental and Animal Welfare  

(some +18A)
»  Sport
»  Support service to other PBOs
»  Hosting approved international events

It should be noted from the above that cultural activities are 
not considered to have Section 18A status currently. 

Note: There have been appeals to government  
to reconsider this.

As a result, most community arts centres will have to apply 
for Section 18A status on the basis of activities related 
to welfare and humanitarian causes, land and housing or 
education. Here are some of the potential line items that 
might be used for such a claim (please note that this is not 
exhaustive, and a tax expert should be consulted).

https://www.sars.gov.za/businesses-and-
employers/tax-exempt-institutions/public-benefit-

organisations/ 

https://www.sars.gov.za/businesses-and-employers/tax-exempt-institutions/public-benefit-organisations/
https://www.sars.gov.za/businesses-and-employers/tax-exempt-institutions/public-benefit-organisations/
https://www.sars.gov.za/businesses-and-employers/tax-exempt-institutions/public-benefit-organisations/
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Tool
Extracts from the 9th Schedule

TAX COMPLIANCE 2

Under Welfare and Humanitarian
(n) The provision of facilities for the protection and care of 

children under school-going age of poor and needy parents. 

(p) Community development for poor and needy persons 

and anti-poverty initiatives, including— 

(i) the promotion of community-based projects relating 

to self-help, empowerment, capacity building, skills 

development or anti-poverty; 

(ii) the provision of training, support or assistance to 

community-based projects contemplated in item (i); or 

(iii) the provision of training, support or assistance to 

emerging micro enterprises to improve capacity to start 

and manage businesses, which may include the granting 

of loans on such conditions as may be prescribed by the 

Minister by way of regulation.

Under Land and Housing
(d) Building and equipping of— 

(i) clinics or crèches; or 

(ii) community centres, sport facilities or other facilities of 

a similar nature, for the benefit of the poor and needy.

Under Education and Development
(e) Training for unemployed persons with the purpose of 

enabling them to obtain employment. 

(f) The training or education of persons with a severe 

physical or mental disability. 

(g) The provision of bridging courses to enable 

educationally disadvantaged persons to enter a higher 

education institution as envisaged in subparagraph (b). 

(n) Educational enrichment, academic support, 

supplementary tuition or outreach programmes for the 

poor and needy. 
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TAX COMPLIANCE2

If your organisation has some projects that qualify for 
Section 18A status, and other activities that don’t, it is 
possible to ring-fence the activities that do qualify, and to 
apply to the Tax Exemption Unit (TEU) for 18A status for 
these projects, specifically. This may mean more stringent 
financial controls applied to these projects, and ideally they 
would be administered through a bank account reserved 
for the purpose. 

Another solution may be to register a separate entity  
for the purpose of running the projects that have Section 
18A status. The two entities could be linked to one another 
and have one management team, for example. In this case, 
it is important that the tax benefits of the entity with Section 
18A status are not abused by the entity without Section  
18A status.

2.5.3 How do you apply for 
Section 18A status?

When applying for Section 18A status, you need to 
provide the following information and documentation:
»  The relevant PBAs in Part II of the 9th Schedule for  

which approval is sought.
»  A detailed demonstration of how those activities are 

carried on.
»  Relevant supporting documentation that may include 

the latest founding document and annual financial 
statements.

The SARS Commissioner may withdraw the approval 
granted under section 18A(1) if they believe that the  
person responsible for managing the income or assets  
of an approved Section 18A PBO has breached any  
of the prescribed regulations.

2.5.4 What do you do  
if you are successful?
If the organisation is successful in claiming Section 18A 
status, you will have an obligation to issue Section 18A 
receipts/certificates to donors who request these after 
donating either cash or in-kind donations (not services). 
These donors will then be able to claim a tax deduction  
on their donation, subject to a limit. 

These receipts/certificates must be issued by the 
recipient PBO for activities listed in the 9th Schedule and 

approved for Section 18A status. The certificate can only 
be issued once the donation has been received, and if the 
donation is entirely “gratuitous”. In other words, it is not 
payment for the supply of any goods or services. 

The issuing of a tax invoice and a Section 18A certificate 
will allow the donor to claim both an input tax deduction for 
VAT and a tax deduction for income tax purposes. However, 
if a tax invoice is issued, then the PBO may need to account 
for VAT to SARS, which will mean that it will receive less 
funds for the purposes of carrying out its activities.

https://www.sars.gov.za/wp-content/uploads/
Ops/Guides/LAPD-IT-G16-Basic-Guide-to-Income-

Tax-for-Public-Benefit-Organisations.pdf 

To find out whether an organisation is approved 
under Section 18A, you can search here:  

https://www.sars.gov.za/businesses-and-employers/tax-
exempt-institutions/approved-section18a-pbos/ 

https://www.sars.gov.za/wp-content/uploads/Ops/Guides/LAPD-IT-G16-Basic-Guide-to-Income-Tax-for-Public-Benefit-Organisations.pdf
https://www.sars.gov.za/wp-content/uploads/Ops/Guides/LAPD-IT-G16-Basic-Guide-to-Income-Tax-for-Public-Benefit-Organisations.pdf
https://www.sars.gov.za/wp-content/uploads/Ops/Guides/LAPD-IT-G16-Basic-Guide-to-Income-Tax-for-Public-Benefit-Organisations.pdf
https://www.sars.gov.za/businesses-and-employers/tax-exempt-institutions/approved-section18a-pbos/
https://www.sars.gov.za/businesses-and-employers/tax-exempt-institutions/approved-section18a-pbos/
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3.1 What is Governance? 
Governance is about overseeing the affairs of an 
organisation – to make sure that the organisation is 
performing well, in line with its principles, values, policies 
and objectives. It aims to ensure that the organisation 
remains viable and thrives.

Governance is the responsibility of the organisation’s 
governing body, which could be an elected or co-
opted Executive Committee (Exco), Board, Trustees or 
office-bearers, whilst Management (Operations) is the 
responsibility of any staff and volunteers. 

The governing body accepts fiduciary responsibility for 
the organisation and exercises oversight on financial, legal, 
ethical and performance matters. These responsibilities 
include determining the legal entity and registration, 
adhering to relevant legislation, steering and setting 
strategic direction, approving policy and planning, 
providing oversight, transparency and accountability 
(through for example, annual audits reported at the Annual 
General Meeting), staffing, and monitoring and evaluating, 
while ensuring sufficient resources for these things to 
happen. 

3.2 What is Good 
Governance?
Sound corporate governance builds reputation and trust so 
that an organisation is able to source funding and obtain 
suitable persons to serve on its governance body.

The King Committee for Good Governance in South 
Africa, founded in 1992 and chaired by Mervyn King, 
provides reports that define corporate governance and 
provide guidelines on ethical and effective leadership by 
the governing body. There have been several of these 
reports, and the most recent is King IV, which was released 
in 2016.

In King IV, the ethical characteristics that a governing 
body should cultivate are identified as integrity, 
competence, responsibility, accountability, fairness and 
transparency. (These qualities can be summarised as 
ICRAFT.)

GOVERNANCE 3

3. Governance

Tool
Consider each of these qualities in turn:
»  Integrity: the quality of being honest and having  

strong moral principles
»  Competence: the ability to do something successfully  

or efficiently
»  Responsibility: being responsible for your decisions  

and actions
»  Accountability: duty to deal with or take care of 

something or someone
»  Fairness: treating people equally, impartially and justly
»  Transparency: being open to scrutiny, not hiding 

anything.

Are these the qualities of those who wish to serve  
on your governing body?

Effective leadership is results-driven. It is about achieving 
strategic objectives and positive outcomes. Effective 
governance requires a good relationship between the 
governing body and the management, in particular, the 
CEO. 

3.3 King IV Principles
There are 17 King IV principles that “embody the aspirations 
of the journey towards good corporate governance”.
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Tool
Evaluate your organisation against the 17 principles
[DERIVED FROM THE KING IV REPORT]

The 17 principles
The governing body should:

Your organisation
Questions to ask:

1 Set the tone and lead ethically and effectively Do those serving or planning to serve on the 
governing body embody the ICRAFT principles?

2 Ensure that the organisation’s ethics are managed 
effectively

Is there a code of ethics? Are there proper policies 
in place? Are they followed? 

3 Ensure that the organisation is a responsible 
corporate citizen

Does the organisation work responsibly in the 
community, ensuring benefits for its beneficiaries, 
and adding value, considering all elements of 
sustainability?

4
Lead the value creation process by appreciating 
that strategy, risk and opportunity, performance 
and sustainable development are inseparable 
elements

Does the governing body engage with the strategy 
of the organisation and look at it holistically? 

5
Ensure that reports and other disclosures enable 
stakeholders to make an informed assessment of 
the performance of the organisation and its ability 
to create value in a sustainable manner

Do the funders, staff, volunteers, participants, 
beneficiaries, and members all have access to 
information about the organisation and its activities 
in order to be able to make an assessment of its 
performance?

6 Serve as the focal point and custodian of corporate 
governance in the organisation

Does the board adopt appropriate policies and 
ensure that these are followed?

7
Comprises the appropriate balance of knowledge, 
skills, experience, diversity and independence for it 
to discharge its role and responsibilities objectively 
and effectively

Is the governing body diverse, capable and have the 
skills to ensure proper oversight of the organisation?

8
Arrange for delegation within its own structure to 
promote independent judgement, to assist with 
the balance of power and the effective discharge 
of duties

Is there a separation of powers between the 
governing body and management? Are there 
committees within the board to deal with all 
necessary matters? Do the board have specific roles 
to fulfil?

9
Ensure that the performance evaluations of the 
governing body, its chair and individual members, 
support continued improved performance and 
effectiveness

Does the governing body evaluate its own efforts 
and performance? 
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The 17 principles
The governing body should:

Your organisation
Questions to ask:

10
Ensure that the appointment of, and delegation to, 
management contributes to role clarity, and the 
effective exercise of authority and responsibilities 

Does the governing body make good management 
appointments? Do they ensure a separation of 
powers?

11 Govern risk in a way that supports the organisation 
to set and achieve strategic objectives

Has a risk analysis been done of the organisation 
and its programmes and projects? 

12
Govern technology and information in a way that 
supports the organisation to set and achieve 
strategic objectives

Does the governing body consider the use of IT, 
administration and financial systems, which could 
benefit the organisation to meet its objectives?

13
Govern compliance with applicable laws and 
adherence to non-binding rules, codes and 
standards to support the organisation to be ethical

Does the governing body consider all relevant laws 
such as the Non-Profit Act, the POPIA Act, the Child 
Protection Act, etc. when making decisions? Does 
the governing body comply with annual reporting 
requirements? 

14
Ensure that the organisation remunerates fairly, 
responsibly and transparently so as to promote 
the achievement of strategic objects and positive 
outcomes

Does the governing body make sure that if people 
are paid, they are paid fairly but not excessively, as 
is required of non-profits?

15
Ensure that assurance enables an effective control 
environment, and that these support the integrity 
of reports for better decision-making

Does the governing body consider monitoring 
and evaluation processes for purposes of taking 
decisions?

16
Adopt a stakeholder-inclusive approach that 
balances the needs, interests and expectations in 
the best interests of the organisation over time

Does the governing body consider who the 
organisation is accountable to, and who needs to 
be included in the creation of strategy or be given 
access to communication?

17
Ensure that responsible investment is practised 
to promote good governance and the creation of 
value

Has the non-profit set up an endowment fund or 
some other investment mechanism? Does it use 
reputable banking and other financial services?
This does not relate to all NPOs, but only those who 
practise investment in some form.
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3.4 What is an ethical 
culture when it comes to 
the governing body of a 
non-profit organisation?
A strong ethical culture is one where the organisation 
demonstrates the qualities described above, according to a 
generally accepted ethical framework. This helps to prevent 
incidences of unethical behaviour and when these occur, 
they are dealt with promptly and appropriately.

There are often ethical challenges that arise, which may 
result in reputational damage for the non-profit organisation 
or even criminal liability, if not addressed. It is important 
therefore that non-profit organisations are accountable and 
transparent. This requires ethical leadership (the governing 
body, chairperson and the director/CEO set the tone), 
reinforcement of ethics from supervisors, peer commitment 
to ethics, and embedded ethical values. 

The development of a Code of Ethics can go some 
way to ensure there is clarity about what is expected 
from all concerned. A Code of Ethics helps all involved to 
understand their commitment to ethical behaviour and to 
ensure that there is accountability within the organisation.

Non-profits should feel responsible and answerable to 
the communities they serve, to the volunteers and staff they 
employ and to those who give them finances. Some non-
profits may choose to use a generic code of ethics, but in 
some cases, there may be specific areas that you feel you 
need to address, because of the nature of the work you are 
doing.

Some of the issues that non-profits regularly  
encounter are:

3.4.1 Conflicts  
of Interest
Generally this is where an individual’s 

personal interests could compromise their judgement, 
decisions or actions in the workplace. It is an accepted 
practice in South African law that where a conflict of 
interest exists, the person concerned is bound to put the 
interests of the organisation they represent or work for, 
ahead of their own personal interests.

There may be conflicts of interest in relation to 
contractual or legal obligations, loyalty to family or friends, 
fiduciary duties, professional duties, or financial interests. 
These conflicts of interests may be actual, potential or 

perceived – but in all of these cases, they should be 
declared so that action can be taken to assess and manage 
the risk. A conflict of interest is not in itself misconduct, but 
if a conflict of interest is not declared, then it can lead to 
misconduct.

It is important for a governing body to try to define the 
potential conflicts of interest that may arise, and to design 
a conflict of interest policy. This should request that the 
board members fully disclose their interests where these 
could be in conflict with the interests of the organisation 
as soon as possible. The disclosure of conflict of interests 
should be minuted. If board members suspect a conflict 
of interest, they should also feel able to speak out about 
it. Board members who experience a conflict of interest 
should follow the policy guidelines, which may be to recuse 
themselves from the decision-making process. 

3.4.2 Dishonesty
There are many types of dishonesty, which 
could impact on a governing body. Dishonesty 

is not just lying. Intentionally omitting information or 
intentionally manipulating information is also dishonesty. 
Dishonesty is the fundamental component of criminal acts 
such as fraud and therefore it can be prosecutable. It is also 
a breach of trust, and generally where there is dishonesty, 
there will also be a breakdown of trust, which can be very 
difficult to rebuild. This is very problematic for a non-profit 
organisation, which relies on its reputation to raise funding. 
Examples of dishonesty at the governing body level may 
include misrepresentation or falsification of qualifications or 
other credentials, forgery, counterfeiting, and accounting 
fraud, amongst other things.

3.4.3 Theft and Misuse 
of Organisational 
Resources

Theft is of course a criminal act, and if proved, can be 
prosecuted. With theft, there needs to be an intention to 
permanently deprive someone of their property. However, 
there are times when organisational resources are used 
by individuals for personal gain, without proper controls in 
place, which can prove problematic, and which can border 
on theft. For example, someone borrows a resource of the 
organisation without permission; when confronted, they say 
there were going to return it. This is unethical behaviour, 

GOVERNANCE3
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but it also points to an organisation that is not following 
proper internal controls. If the behaviour is covered up 
for some reason, perhaps not to alarm a funder, it also 
becomes dishonesty. Ensuring that there is appropriate 
disclosure and transparency, with evidence of action 
taken, can reassure funders and communities that the 
organisation is accountable and ethical in its approach.

3.4.4 Abusive 
Behaviour and 
Favouritism

These two behaviours are examples of abuse of power 
and may be found in organisations at any level. It is when 
someone with a degree of authority over another, uses this 
authority inappropriately to their personal advantage. The 
behaviour may result in a breakdown of trust, increased 
stress, and low engagement rates from those working in 
the organisation. To rectify this, compassion, fairness and 
equality are needed. Clear ethical codes of behaviour 
need to be set within an organisation as to how people 
can expect to be treated. There should be procedures in 
place for reporting and dealing with these kinds of abuse 
of power.

3.4.5 Non-productivity 
and Excess of Pressure
Since non-profits are generally operating from 

a place of passion and voluntarism, there is sometimes a 
mismatch in terms of what people are able to give to the 
work. Some people will be very driven by this passion 
and will work exceptionally hard, expecting the same of 
their colleagues, unreasonably. This can result in burn-
out, which is usually made worse by a lack of recognition 
for the efforts being made. Others may start volunteering 
actively and then find that they do not have the energy to 
sustain this long-term. Some may be kept on a board or 
working committee for the sake of continuity or sentiment, 
but in fact they have become unproductive or disengaged. 
It is important to assess levels of contribution that people 
are able to give and to organise accordingly. While this 
does not necessarily amount to unethical behaviour, it is 
important that organisations ensure that boards and teams 
are proactive and engaged, in order to be fully compliant.

3.4.6 Resources  
not used for their 
Intended Purpose

Spending money unwisely, frivolously or for purposes 
other than the organisation’s core purpose, can create 
questions about organisations, and result in a loss of trust 
and reputational damage. In addition, if funds have been 
specified or ring-fenced for projects, they can only be used 
for the specific project or purposes for which they were 
intended.

Another issue that can arise in relation to resources is 
called “double-dipping”. This is when funds are raised from 
more than one source, and are potentially surplus to the 
original ask. If these funds are used for general operational 
costs, or to cover expenses other than for the original 
project as intended, there is “double-dipping”. Some 
organisations do not declare this to their funders, which 
would be considered financial misrepresentation and could 
even be characterised as fraud. 

Audited financials can go some of the way to ensuring 
that all monies are accounted for properly and used for 
their intended purposes.

3.4.7 Questionable 
Funding
In some cases, funding could be sourced from 

funders whose ethics do not align with your organisation. 
This needs to be interrogated, since accepting funding from 
a source which is dubious or in opposition to your values, 
can result in a loss of credibility and could negatively 
impact your organisation.

So how can you ensure that there is a sound ethical 
framework operating in your organisation? It is a good 
idea to address this as a team so that the board and staff 
know what to look out for. Create awareness around the 
kinds of challenges you may confront. Role-play can be an 
excellent way of trying out different scenarios and seeing 
how different stakeholders might respond to the situations 
you have identified. Draft an ethics policy that everyone 
can buy into. Ensure that there is a safe and anonymous 
way for people to report any suspicions or concerns 
around unethical behaviour, so that it can be thoroughly 
investigated by the board or management.

GOVERNANCE 3
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The following aspects should all be considered as vital to 
effective leadership of the organisation.

» Produce documents that set out the reasons for 
the organisation’s being – its vision, mission and 

purpose, as well as its policies and strategic plans.
» Select and appoint the chief executive officer 
that will carry out the mission and purposes of the 

organisation.
» Support the CEO and review their performance, 
ensuring that they are given the requisite authority 

to do their role, while being held accountable for their 
performance.

» Ensure effective organisational planning in 
collaboration with the CEO and staff.
» Ensure adequate resources by supporting 
fundraising processes.
» Manage resources effectively, ensuring that 
there is sufficient financial stewardship, through 

the implementation of procedures and controls that will 
ensure proper use of these assets. This includes ensuring 
that there is compliance with relevant laws related to 
registration, tax status and annual reporting.

» Determine and monitor the goals of the 
programmes and projects and how these link back 

to the mission of the organisation, while remaining relevant 
and achievable.

» Enhance the public image of the organisation, 
by advocating for the organisation in a variety of 

contexts, introducing it to relevant partners, and ensuring 
that the organisation presents itself appropriately.

» Serve as a court of appeal when necessary to 
settle issues between staff members and the CEO 

or other senior management.
» Assess its own performance at least every two 
years. Some of the criteria used to benchmark the 

performance of members of the governing body include:
• Knowledge of the organisation
• Commitment to the organisation
• Influence in the client or donor community
• Ability to give (skills, time or resources)
• Willingness to work 
• Contributions in meetings
• Contributions between meetings

» Adopt a board charter and governance policy 
that details the most important functions and 

responsibilities and allows for easy induction of new  
board members.
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3.5 Legal Duties and 
Responsibilities of the 
Governing Body
According to King IV, the effectiveness of a governing body 
is measured by the attention it gives to care, loyalty and 
obedience: 
»  Duty of care and skill: This means to act in the best 

interests of your defined beneficiaries, and to apply 
careful, attentive and informed participation. Governing 
board members need adequate and correct information 
on which to base their judgements and decisions. They 
should have the necessary skill and expertise to make 
these judgements, without necessarily having to be 
experts at everything that comes before them. There 
can also be careful delegation to those who do have the 
necessary skills. Duty of care also implies that there will 
be careful use of resources.

»  Duty of loyalty: To act in good faith, in the best interests 
of the organisation. The duty of loyalty imposes 
safeguards and standards of fairness in situations where 
there are conflicts of interest. Examples of exercising this 
duty include making full disclosure of interests; ensuring 
there is a majority approval by governing body members 
of any decisions; getting good deals for the organisation; 
putting the organisation ahead of personal interests.

»  Duty of obedience: To act to ensure that the organisation 
operates within the laws, and within the rules contained 
in its legal founding documents; this includes adherence 
to the vision, mission and policy frameworks of the 
organisation. It should be noted that ignorance of the law 
(or the policies) does not absolve one from responsibility. 

In addition, board members should act within the common 
law duties, which include to act in the best interests of 
the beneficiaries, to be independent in judgement and 
decision-making, to not use the organisation’s assets for 
personal benefit and to prevent conflicts of interest.

3.6 Scope of work
The governing body may have different priorities at 
different times, depending on where the organisation is at. 
Boards will go through different growth stages and different 
skills may be needed as a result. 

1

2

3

4

5

6

7

8

9

10

11
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» Ensure that strategic risk management is in 
place, embracing both possible gains and losses 

from risks. This is to proactively get ahead of changing 
conditions and respond effectively to opportunity and to 
threats or challenges.

» Consider succession planning both within the 
board/governing body and within the organisation 

more generally.
» Practise collective responsibility and reach 
decisions as a group. While the chairperson 

sets the tone for the board, it is vital that there is active 
participation in decision-making from all board members.

» Ensure accountability to all stakeholders, 
including donors, beneficiaries, members, 

employees, volunteers, government, other NPOs and 
partners, and the general public.

3.7 Creating a Board Charter
A board charter is a policy document that clearly defines 
the respective roles, responsibilities and authorities of the 
board (both individually and collectively) and management 
in setting the direction, the management and the control of 
the organisation. 

12

13

14

15

Case Study
The PACT Board Charter consists of  
the following elements: 
»  History of PACT: How did it start? 
»  Philosophy of PACT: What was the intent and vision?
»  Values of PACT: The non-negotiables
»  Defining PACT’s areas of engagement 
»  Vision
»  Mission
»  Mandate of the board 
»  Objects and provisions of the trust deed 
»  How the board meets
»  Meeting procedures
»  Board member roles and responsibilities
»  Board evaluation: A performance review done by  

trustees on the functioning of the board with 
recommendations to improve service delivery. 

ABOVE AND RIGHT: The POP Centre in Prince Albert is the home of PACT  
(Prince Albert Community Trust) and is decorated with the artwork of Falco. 

TOP LEFT: Board and management of PACT.
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3.8 Relationship 
between the Board and 
Management
In some start-up NGOs, particularly voluntary associations, 
there may be an overlap between people on the board and 
people doing the work of the organisation. Very often the 
founder/s of the organisation serve on the governing body 
while also serving as staff, in a voluntary capacity. While 
this is allowable, it is not best practice. 

As an organisation grows, it is important to separate out 
governance from management, in order to ensure proper 
accountability. Ideally the governing body sets policy while 
the management operates the organisation. 

King IV makes it very clear that the board should be 
independent and objective and be able to hold the CEO 
or management accountable. The board would generally 
appoint the CEO or head of the organisation. This person 
has the duty to report to the board regularly, regardless 
of whether they are a volunteer or a staff member. On the 
other hand, it is the duty of the board to support them both 
morally and concretely – identifying what needs there may 
be and offering advice, expertise and feedback. In addition, 
the board should review the performance of the CEO, on an 
annual basis. 

3.9 Information Required  
by the Board to Exercise  
its Fiduciary Duties
The management needs to keep the board informed of 
all the important developments within the organisation. 
Generally this will take the form of a written report, and it 
is good practice for this to be provided ahead of the board 
meeting so that the board is able to consider all the points 
in advance.

This report should include financial information such as 
all donations received, an up-to-date report on expenditure 
against budget, cash flow and bank balances, and 
operational information such as reports on the progress 
of programmes and projects, any unexpected challenges 
or concerns, and anything that might involve a significant 
change to policies or plans. An agenda should be brought 
to the board ahead of time so that they are able to assess 
what will be discussed and ask for more information if 
necessary. It is important that there is enough information 
on each item for there to be discussion in the meeting and 
for any decisions to be made with sufficient grounding. 

GOVERNANCE3

Tool
Questions to ask about Governance: 
»  Does everyone understand our constitution/founding 

document? Is it still relevant? 
»  Are we compliant with our governing document and 

legislation (if registered)? 
»  Is our governing body playing their role effectively? 
»  Are we compliant with the annual reporting requirements 

of our type of entity?
»  Do we have the necessary policies/guidelines for our 

work? 
»  Are there any gaps? 

It is also recommended that members of the board visit the 
organisation and view programmes on the ground so that 
they are able to have a deeper understanding of how the 
organisation operates and what its impact is.
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THE GOVERNING BODY OR BOARD 4

4.1 Establishing a Board  
for an NPO 
According to law, you need to have at least three 
independent members who are not connected to one 
another. Most boards range in size from five to 10 persons.  
An uneven number of board members is generally 
preferred, as it can help with ensuring that a majority  
vote is reached more easily. 

These people should together create a governing body 
that is knowledgeable, skilled, experienced, diverse (in terms 
of age, culture, race and gender) and independent enough 
to discharge fully its governance role and responsibilities. 

It is preferred that there should be a majority of non-
executive board members over executive members (i.e. 
people who are being paid for their services and/or are 
involved directly in management).

There is no legal requirement for a board to use rotation, 
but it is considered best practice for board members to 
rotate periodically, and not necessarily at the same time. 
Rotation can be risky in terms of losing institutional memory 
and experience, so it is important to find a balance between 
bringing in new expertise and maintaining continuity.

4.2 How are founding  
board members selected  
or recruited?
Most organisations start with one or two people who share 
a vision and passion. They surround themselves with those 
like-minded individuals who may be able to offer value. 
However, it is important for the founding members to 
consider the collective knowledge, skills and experience 
that the governing body will require. Ideally there should 
be a nomination process so that each candidate can be 
considered in detail. 

A person wishing to stand for a position on the governing 
body should prepare a statement, which explains why they 
are wanting to put their name forward and whether they 
have the time and energy available for the work. Their 
qualifications should be verified before there is an election 
process. 

In the context of a community arts centre, it is important 
that there are people on the board who understand the 
community being served and who are based in it. However, 

it may also be important to ensure that there are some 
people who bring skills and connections from outside of 
the community, so as to ensure the diversity and efficacy  
of the board.

Generally board members are elected at the annual 
general meeting (or AGM), but if this is a founding meeting, 
then it is important that a range of people who are seen to 
be representative of the kinds of members, beneficiaries, 
partners etc., are brought together so that the intention of 
the organisation can be spelt out, and so that they can buy 
into the common vision. They are able to then elect the 
founding board members.

4.3 What to consider when 
selecting board members?
When thinking about what qualities and qualifications a 
board member should have, perhaps the first question 
should link to their motivation. Why do they want to 
serve on the board? Since board members are seldom 
remunerated, what makes them feel like this is how they 
want to give of their time and expertise? A driven board 
member, who buys into the vision of the organisation,  
is far more likely to be an effective board member.

Other criteria may be community connections, leadership 
qualities and public standing, their expertise in specific areas 
of governance, their experience in the private, public or non-
profit sectors, their demographics and the perspective they 
bring to bear as a result. Board members generally need to 
have a basic education, so that they are able to read financial 
statements and reports, but in some community arts centres, 
it may be more important to have one or two representatives 
who have strong ties to the community, even if they lack 
education or qualifications. Think about what parts of your 
organisation’s ecosystem they understand or relate to. It is 
important that you brainstorm the qualities and skills that you 
are looking for and then actively seek out board members 
who may fit the bill. 

A matrix such as the one below can be useful to see 
whether the person you are considering inviting to stand 
for the board, possesses the qualities and skills you 
are looking for. It also allows you to see which areas of 
expertise are missing and may give you ideas of who to 
reach out to.

4. The Governing Body or Board
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Area of Strength Current Board Members Prospective Board Member

INSERT INITIALS HERE

COMMUNITY CONNECTIONS

Local

Social

Philanthropic

Media

Professional

Religious

Other

QUALITIES

Leadership

Willingness to work

Commitment to mission

STYLE OF WORKING

Team-player

Visionary

Practical

Strategic

EXPERTISE

Accounting/Financial

Fundraising

Government

Legal

Management

Marketing/Communications

Strategic planning

Technology

Arts

Social development

Number of years on board

DEMOGRAPHICS

Age

Race (B, C, I, W)

Gender (M, F, N)

Beneficiary/Partner? (B, P)

Education (M, BA, Hon, MA, Dr)

ADAPTED FROM BOARD QUALITIES MATRIC, ROBERT C HARRIS, CAE
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4.4 The Role of the 
Chairperson
The governing body should elect an independent non-
executive member as Chairperson in order to have 
objective and effective leadership. The Chairperson’s roles, 
responsibilities and term should be documented in the 
constitution/founding document. It is not appropriate for 
the CEO of the organisation to chair the governing body, 
or for the CEO to become chair immediately after they step 
down from their position. They should wait for at least three 
years to have passed before being elected to this position 
if they indeed do want to move into this role. There should 
be a succession plan for the chair.

The most obvious role played by the Chairperson is 
to govern the workings of the board, including directing 
the meetings of the board and finding ways to reconcile 
arguments, when elements of the board may differ. The 
Chairperson should not attempt to influence the outcome  
of the meetings towards a specific agenda but should allow 
all board members to be heard and participate effectively. 

The core functions of the Chairperson,  
among others, include: 
»  setting the ethical tone for the organisation and the 

governing body 
»  providing overall leadership to the governing body
»  drawing up (with the CEO) the yearly work plan for the 

governing body, and playing an active part in setting the 
agenda for board meetings 

»  presiding over meetings and ensuring that time in 
meetings is used productively 

»  managing conflicts of interest 
»  acting as the link between the board and management 

and particularly between the board and the CEO 
»  ensuring that complete, timely, relevant, accurate, honest 

and accessible information is placed before the board to 
enable them to reach an informed decision 

»  monitoring how the board works together and how 
individual board members perform and interact at 
meetings 

»  ensuring that good relations are maintained with partners 
and donors, and advocating on behalf of the organisation 
in spheres of influence

»  upholding rigorous standards of preparation for meetings, 
and 

»  ensuring that decisions by the board are executed. 

Further responsibilities of the Chairperson would be 
to identify and participate in selecting board members 
(via a nomination committee), and overseeing a formal 
succession plan for the board, CEO and senior staff 
members, for example, the Financial Officer or Director. 
The Chairperson should ensure that all board members are 
appropriately made aware of their responsibilities through 
an induction programme, and that there are opportunities 
for the board to expand their skills. Also, he or she should 
ensure that all members of the governing body play a full 
and constructive role and take the lead in the process for 
removing non-performing or unsuitable members from  
the board.

If this is a new organisation, then the board will need 
to write up the founding documents, as well as the initial 
policies of the organisation. A strategic planning session 
will be very important for the organisation to ensure that 
everyone involved is on the same page. We will explore 
how this might happen in a later section. 

If new board members are being introduced to an 
existing organisation, then a board charter can be a useful 
document for new board members to read in order to 
understand the intention of the organisation, the ethos  
of the organisation and how they can contribute. 

See Board Charter on page 27.

Annual reports (financial and narrative) are also useful 
documents summarising the activity of an organisation. 
However, in addition to this, it is necessary to also have on-
boarding meetings with new board members, where they 
are able to ask questions and explore what their role in the 
organisation might be. 

It is important that the induction programme aims to 
familiarise new board members with the organisation’s 
purpose, operations, context and any sustainability issues, 
as well as introduce them to members of the management 
or staff, and their individual duties and responsibilities, 
so as to better understand the organisation. A site visit 
for board members to a project or programme of the 
organisation can also be a very useful way for them to 
better understand on the ground what the organisation  
is doing and what it is trying to achieve.
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“ We’ve only had one board member 
who said they were sitting for a year 
only and that his goal was to see our 
foundation set up. I had never run an 
NPO. I was clueless. I didn’t know what 
I was doing. He was a lawyer and quite 
high up in the Institute of Directors South 
Africa (IoDSA). So he said, ‘I’m coming 
on board to get you started because I 
believe in who you are. I like who you are 
as a person. And I believe that you’ve got 
the ability to lead an organisation and to 
grow an organisation. I want to help you 
start it up properly.’ He’s the only board 
member that had a specific goal. ” 
– Kim Conley, Co-founder and CEO of Amoyo

4.5 Board Remuneration
Most non-profit boards will be voluntary in nature and 
people will serve pro bono. However, where non-executive 
governing body members are paid for serving, such 
remuneration should be appropriate, fair and responsible, 
bearing in mind that a non-profit organisation should not 
be using its resources for the personal gain of its governing 
body or staff. Executive members should be remunerated 
in line with benchmarks for the non-profit sector. It is 
preferable that organisations have a policy in place with 
regard to remuneration, pay bonuses and other aspects  
of the senior executives. 

4.6 Setting Key 
Performance Indicators  
for Board Members
Key Performance Indicators (referred to as KPIs) are a 
means of measuring performance. Generally it is a good 
idea to set these for a board, so that you have spelt out 
what will be expected of them. 

See an example of KPIs for the  
STAND Foundation on the next page.

4.7 Board Evaluations
Having a regular evaluation once a year will improve the 
work of the governing body in key areas, including greater 
clarity of roles and responsibilities, improved teamwork, 
trust and communication, greater accountability, better 
decision-making and stronger leadership. 

There are benefits for the organisation, for the board 
and for the individuals involved. In relation to the Board 
KPIs above, here is a description of the process by which 
evaluations are done at STAND Foundation.

See the Process of Board Evaluations  
tool on page 34.
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Introduction
The Sustaining Theatre and Dance (STAND) Foundation is a 
private initiative with eleven individuals as board members. 
Unlike many other NGOs, the success of the Foundation is 
dependent on the active engagement of the Board, and not 
only on its staff/management. The Board represents more 
the active membership of Board members in the USA than 
the passive engagement of Board members historically in 
South African NGOs.

Accordingly, this document spells out the standards 
expected of STAND Board members and the indicators by 
which their performances will be measured.

Key Performance Indicators

1. Attendance of meetings 
1.1.  Board members are required to attend at least 75% of 

general meetings annually that are generally held on a 
fortnightly basis. 

1.2. Non-attendance of meetings shall be accompanied 
by an apology submitted to the Chairperson and/or 
Coordinator prior to the meeting.

 
2. Compliance with STAND’s aims, values, principles 
and other policies
STAND Board members are required to abide by, promote 
and defend STAND’s aims, values, principles, Code of 
Conduct, Conflicts of Interest Policy and any other policies 
agreed by the Board.

3. Fiduciary duties i.e. duties to fulfil the legal, moral 
and financial obligations of oversight 
3.1. STAND Board members are required to read reports 

(narrative and financial), actively interrogate STAND’s 
viability as a ‘going concern’ and ensure that STAND’s 
legal and financial obligations are met.

3.2. Should Board members not understand or be familiar 
with matters to do with their fiduciary duties, it is 
incumbent upon them to educate themselves.

 

4. Delivery of tasks
4.1. STAND Board members are required to take their 

allocated tasks or tasks for which they volunteer 
seriously. This means the fulfilment of those tasks to 
the best of their ability, and within the agreed time 
frameworks.

4.2. STAND Board members are required to acknowledge 
and respond to documents and requests requiring 
decisions within 48 hours of receipt.

 
5. Engagement in STAND’s activities
STAND Board members are required to be engaged in 
STAND’s activities over and above attending meetings. 
This includes attending STAND projects, representing 
STAND at events, participating fully in relevant STAND 
subcommittees and having oversight for at least two 
STAND projects per year.

6. Fundraising
STAND’s Board members are required actively to be 
engaged in fundraising for STAND, with each Board 
member to raise at least R20 000 per year for STAND, 
whether directly or indirectly.

This can be done, amongst others:
6.1. by recruiting patrons
6.2. by opening doors to potential funding partners
6.3. by soliciting and recruiting subscribers to STAND’s 

crowdfunding platform
6.4. by hosting events to raise funds for STAND
6.5. by partnering or facilitating partnerships with STAND 

that provide cash or in-kind support for STAND’s 
projects.

Conclusion
These key performance indicators will be used by the 
Board annually to evaluate the performance of Board 
members, and to take corrective action and/or provide 
support where necessary and as appropriate.
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1. That a subcommittee 
comprising the Chair, 
Deputy Chair and 
Coordinator conducts a 
twice-yearly appraisal of 
the performance of Board 
members against the 
KPIs.

2. That these take place 
in June (a soft evaluation) 
and December (a more 
rigorous evaluation) of 
each year.

3. That the Coordinator 
provides quarterly 
updates (February, May, 
August and November) 
on attendance and 
contributions as per the 
attached documents for 
Board members to keep 
track of some of KPIs.

4. That after the appraisal 
of each Board member 
by the subcommittee, 
the Chair liaises with the 
Board member to provide 
feedback and engages 
with them around any 
matters related to their 
performance. 

7. The Coordinator, while 
also a Board member 
and vice versa, will be 
evaluated in terms of their 
contract. 

5. At the Board 
meeting subsequent 
to the appraisals and 
engagements with each 
Board member, a record 
of the appraisals – and 
any practical outcomes – 
as deemed appropriate 
by the Chair, is entered 
into the minutes.

6. The evaluation of the Chair will be conducted by the 
Deputy Chair and the two board members with the best 
attendance records and/or highest contributions to STAND 
along with the Coordinator, while the Deputy Chair will be 
evaluated by a subcommittee comprising the Chair, the two 
board members as above and the Coordinator. A record 
of these appraisals and any outcomes will be entered into 
the minutes at the next meeting, by the chairperson of the 
respective panel.

4.8 Development of  
Board Members after  
their Appointment
It is important that board members are cultivated and that 
they are regularly invited into aspects of the programming 
of the organisation in order to build their knowledge of 
the work and their buy-in to the vision. Finding out what 
excites a board member is key to helping them engage with 
the work and will make your role easier. Also identifying 
the skills that they are bringing, which could be of benefit 

to other board members, is key. Ensure that everyone on 
the governing body has an opportunity to share skills and 
acquire the skills necessary for working effectively.

Identify skills that might be useful – general orientation 
to governance, risk management, etc. – and try to organise 
workshops or provide materials that may assist your 
governing body to understand their role. This toolkit is a 
good start, but there are also a number of online resources 
and organisations that can provide valuable input. Please 
look at the list at the end of the Toolkit for ideas for where 
you could direct board members needing support.
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committees as needed by the organisation, in addition 
to meeting together for purposes of general oversight. 
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The number of committees will depend on what the 
organisation requires. 

Ideally each committee should have a minimum of three 
members. All members of the governing body should be able 
to sit in on any of the committee meetings as an observer.

Fundraising 
The Fundraising committee is  

a vital part of assisting the 
organisation to raise funding for 
their activities. This committee 
may support fundraising efforts 

by identifying new opportunities, 
opening doors to potential patrons 

and donors, running campaigns  and 
hosting events where fundraising 

can happen.

Social and ethics 
committee

The Social and ethics committee 
looks at the culture of the 

organisation and how it operates. It 
acts as the social conscience of the 
organisation and ensures that the 
organisation is aligning its practice 
to its ethical codes and that these 

in turn are in line with best practice. 
Within an NGO framework, it would 

also ensure that the benefits of 
programmes are indeed being 

experienced by the beneficiaries. 
It may also address sustainability, 

impact on the environment, 
relationship with stakeholders, 

interaction with and impact on the 
community within which it operates, 
the manner of its relationships with 

employees, its health and safety 
practices, etc. 

Here are some of the possible committees that could be created:

Human resources
The Human resources committee 
can assist management with the 

recruitment of staff and volunteers, 
they can attend final interviews for 

key positions and they could be 
mediators when conflict emerges 
within the team. They would also 

make recommendations about the 
appointment of key management staff.

Other
Define the committees that will  

serve the needs of the organisation. 
Do not have committees for the sake 

of committees, but rather because 
this will be an effective way of 

sharing responsibility and ensuring 
proper governance oversight  

of the organisation.

Board 
committees

Audit committee
The Audit committee conducts an 

annual review of all the finances 
and makes sure that the board can 
answer any questions coming from 
the external auditor and/or funders, 

regulators or other interested parties. 
The audit committee could be 

combined with a finance committee, 
which would look at issues such 
as investments, reserve funds, 

identifying lines of credit and making 
important financial decisions.

Risk management
The Risk management committee 
can identify risks, plan for risks and 

ensure that there are policies in place 
to manage risk responsibly. Risks can 

relate to finances, operations, staff, 
participants and beneficiaries, and 
the reputation of the organisation. 

This committee might make 
recommendations about types of 

insurance that should be taken  
out, as well as helping the 

management to plan to mitigate  
risks if and when they occur.

Remuneration 
The Remuneration committee looks 
at how the staff are remunerated and 
benchmarks salaries against those in 
the NGO sector, or more broadly. It 

makes determinations as to bonuses, 
treatment of annual leave and other 

potential forms of remuneration. 
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Policies are written guidelines that help an organisation 
to operate more effectively. They can help to reduce 
confusion and conflict, especially when the organisation 
becomes more complex. Policies should reflect guiding 
principles and should be developed as needed, so that the 
organisation does not become too rigid or bureaucratic. 

Keep policies short and clear. Ideally, they should be 
collectively formulated before being presented to the board 
for ratification, so that everyone has a chance to express 
their views and buy into the process. 

A simple method is: 
»  Define the issue that the policy addresses. Why is it 

there? Why has this policy come about? 
»  What is the procedure to follow? 
»  Who will be responsible for what? 
»  What happens if this policy is not followed or does not 

work? 
»  When will the policy be reviewed? 

Policies should emerge as needed. They are only 
meaningful if they are necessary – well understood, 
agreed and adhered to, regularly revised and updated. 
For example, a group may need a code of conduct if there 
are group dynamics that are difficult to manage, an HR 
policy for staff and volunteers, and a financial management 
policy. These can help guide organisational life and protect 
individuals by offering an impersonal frame of reference. 
But be careful of creating unnecessary bureaucracy – time 
and energy are also important assets. 

Tips
»  When there is confusion, conflict or 

the group finds itself ‘stuck’, these are 
opportune moments to ask: is there 
a policy that needs to be revised or 
developed to guide us?

Tool
PACT’s Governance Policy
Prince Albert Community Trust describes 
their policy document as “the writing up of 
every policy and procedure that touches 
on Governance (how we do things)”.

Here is a list of the contents of their policy document:
1.1. Administration: filing hard copy/electronic/which 

platforms used/what goes into each file etc.
1.2. Meetings: procedures around minutes and reporting 
1.3. Funding: how proposals are written/how funds are 

received/how funders are captured, and reported to
1.4. Communication: in house/donors/stakeholders/

resources/social media 
1.5. Human resources: training/files/contracts
1.6. Legal compliance from an NPO and PBO viewpoint: 

Updated letters of authority, trustee docs regularly 
updated/auditor’s IDs/bookkeeping system 

1.7. Beneficiary filing and registration: how it is done
1.8. Stock control and asset management 
1.9. Financial procedures: payments and how authorisation 

is done/monies through yoco/no-cash policy/18A 
certificates/petty cash/international funds/ 
bookkeeping

1.10. Data protection policy and POPIA Act
1.11. Bank docs and who has rights to sign and authorise
1.12. BEE status docs: latest
1.13. Partnerships: who they are and how we deal with them
1.14. Risk mitigation: log risks
1.15. Organogram and roles
1.16. Legal and regulatory compliance doc: defining the 

regulatory and legal environment in which PACT 
functions and seeing whether we adhere to this 
framework or not: if not, we have mitigating actions to 
bring us into compliance. 



GOVERNANCE , MANAGEMENT AND STAFFING |  37

ORGANISATIONAL POLICIES 5

We are now going to look at the typical elements of 
an organisational policy. 

It should be noted that all policies an organisation sets 
up need to be in line with the Constitution of the Republic 
of South Africa, which is the highest authority. Thereafter 
there will be other legislation, which it is important to follow. 
For example, fair labour practices must be followed and to 
this effect all basic conditions of employment should be in 
line with the Basic Conditions of Employment Act 1997, the 
Employment Equity Act of 1998 and the Labour Relations 
Act 1995.

5.1 Human  
Resources Policy
This aspect of the policy contains all the 

guidelines related to how you work with the people in your 
organisation. The guidelines should contain information 
about the expectations you have of employees and 
volunteers, recruitment, organisational obligations, 
standards of behaviour and disciplinary procedures. In 
addition, there may be information about remuneration 
and benefits, human resources development and training, 
performance reviews, how termination of employment is 
handled, and an anti-fraud and whistleblower policy. The 
disciplinary actions and procedures linked to any instances 
of inappropriate or unacceptable employee performance 
and behaviour should also be made clear in this policy.

Many of the details of the Human Resources policy 
will be contained in the contracts that you sign with your 
employees, independent contractors and sometimes with 
volunteers. It is important that all clauses in your contracts 
align with your policies. We will discuss more about these 
policies in Section 8: Staff.

5.2 Communications 
Policy
Communications policies relate to how 

the organisation communicates both internally, with its 
members if it has members and team, and more broadly 
with funders, partners, beneficiaries and the general public. 
There may be different guidelines and mechanisms for 
each of these groupings. There should also be guidelines 
for talking to the media; often there is a special social 
media policy, since social media has become a dominant 

mode of communication, marketing and publicity. Tools 
of communication such as newsletters, internal memos, 
emails, the organisational website, podcasts and blog 
pages, etc. may each have their own approach and 
specifications. Protocols for online and in-person meetings 
should also be documented.

5.3 Technology,  
Software and Data 
Management Policy

As technology has become more central to how 
organisations do things, it is important to put in place 
policies that guide its management. This policy will help 
people to consider how to collect data, process data, store 
it and secure it, who should have access to it, where it 
should be kept and to look at risk management strategies if 
there are system failures or security breaches. The POPIA 
Act (Protection of Personal Information Act) has made the 
processing of personal data more complex and important 
and these policies should refer to it in some way. 

5.4 Financial Policy
The financial policy will cover all the policies, 
processes and procedures governing how the 

finances are handled within an organisation. See the Toolkit 
on Financial Management for more information. This may 
include a section on procurement of goods and services. 
There may also be certain aspects of the policy that link 
to anti-fraud measures and protection of whistleblowers, if 
they wish to report on practices they consider problematic.

5.5 Health, Safety  
and Wellness Policy
This policy relates to the Occupational Health 

and Safety Act, 1993, which requires employers to develop 
and adopt an occupational health and safety policy. It 
may speak to a number of specific aspects, including but 
not limited to, responsibility for health and safety, general 
safety procedures, first aid training, emergency plans for 
offices, compensation for occupational injury and disease, 
non-smoking policy, HIV and AIDS policy, Covid-19 policy, 
and proactive approaches to substance abuse issues.
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5.6 Environmental 
Policy
This policy will deal with the impact of the 

organisation on the environment and will endeavour to 
ensure that the ecological footprint of the organisation 
is considered and that there is an effort to reduce 
environmental impact whenever possible.

5.7 Sexual 
Harassment, 
Discrimination  

and Bullying Policy
This policy speaks to the creation of a safe working 
environment for all employees, volunteers, partners and 
beneficiaries of the organisation’s work. It will define these 
terms and provide guidance as to how to minimise such 
incidents, how to report incidents when they occur and what 
will be done to respond to and investigate these complaints.

5.8 Disability and  
Inclusion Policy
This policy speaks to the intention to remove 

barriers for participation in the work of an organisation, 
and to celebrate difference and provide access wherever 
possible to all aspects of programmes. It may include such 
aspects as education and training, goals for inclusion  
and access and requirements of employees in relation  
to this policy.

5.9 Child  
Protection Policy 
For organisations working with children (and 

many Community Arts Centres fit this description), this 
is a very important policy. It may draw on aspects of the 
Child Protection Act 38 of 2005, including procedures for 
dealing with instances of bullying or sexual misconduct, 
and preserving in-person and online safety. It may also put 
in place minimum requirements for employees working with 
children, for example, for them to be cleared with a police 
clearance certificate of previous offences, and to have their 
record/name cleared against the National Child Protection 
Register. Reporting of suspected or witnessed child abuse 
should also be dealt with.

ORGANISATIONAL POLICIES5

It is impossible for an organisational policy to be 
exhaustive and there will always be some areas that are not 
covered. For this reason, it is important to have a code of 
conduct that can speak in more general terms to the kind 
of ethos and spirit of the organisation, and the principles 
with which you would like all employees and volunteers to 
engage with one another and the organisation.

If you would like to look at the policies that 
ASSITEJ SA has developed, you will find  

them here on the ASSITEJ SA Theatre4Youth site:  
www.theatre4youth.co.za/resources/ or  
www.standfoundation.org.za 

IMAGE BY STORYSET ON FREEPIK

http://www.theatre4youth.co.za/resources/
http://www.standfoundation.org.za
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6. Strategic Planning  
– Vision, Mission, Objectives
6.1 Introduction to  
Asset-based Planning 
CONTRIBUTED BY ELAMANZI/ IKHALA TRUST, ADAPTED 
FROM ABCD-E COURSE MATERIALS, 2020

Asset-based Community-driven Development (ABCD) is 
a paradigm or way of thinking – a state of consciousness 
that recognises and appreciates the gifts, talents and 
capabilities that each person has and builds on this. But it is 
also a transformative development process seeking to grow 
community assets for social and economic transformation. 
A development process can also be a consciousness – 
building opportunity, depending on how it is structured and 
facilitated. It is the process that ‘holds the magic’. A good 
process will always bring good outcomes. 
The reverse can also be true – a messy process can bring 
reactivity and collateral damage sometimes seen for years 
to come, e.g. when funding runs out, groups compete for 
scarce resources or resources are mismanaged. It might 

take some time, but it is worthwhile designing  
and facilitating good development processes in the  
way you engage communities (see Toolkit 1: Definitions, 
Environment and Roles) and grow collectivity, identity  
and strategy. 

In this section, we will look at how an ABCD 
 process can be applied for strategic planning.

6.2 ABCD Process 
ABCD is a process of self-mobilisation and organising 
for change. This process happens spontaneously in 
many communities and for most artists and cultural 
entrepreneurs. We have integrated Appreciative Inquiry 
and an ABCD Process1 as a universal methodology for 
individuals, organisations and communities to apply  
when facilitating their own development practice2. 

1 adapted from: An Asset-based Approach to Community Development: A Manual for Village Organizers. Produced by, SEWA Jeevika Project, Coady 

International Institute, St. Francis Xavier University, 2006
2 extracted from Elamanzi/Ikhala Trust: ABCD – E Course Materials, 2021

ABCD Process
A good process will always 

bring good outcomes

Dream

Discovery

Design

1. 
Motivation

‘Fertilise the 
soil’

2. 
Asset 

inventory & 
mapping

3. 
Visioning  

& planning

4. 
Mobilise
assets

+ Appreciative 
Inquiry

Destiny

5. 
Leverage

https://www.standfoundation.org.za/wp-content/uploads/2023/02/Toolkit-001_Definitions.pdf
https://www.standfoundation.org.za/wp-content/uploads/2023/02/Toolkit-001_Definitions.pdf
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The 4 Ds

»  DISCOVER “What gives life?”  
(The best of what is) 

»  DREAM “What might be?”  
(What is the world calling for?) 

»  DESIGN “What should be?”  
(The ideal – envisioning results)

»  DESTINY “How to empower, learn  
and improvise?” (Co-creation)

Appreciative Inquiry is introduced at the start of the 
process. It also sets the tone throughout.

Step 1
Motivation/ 
Appreciative Inquiry

Appreciative inquiry is the starting point – asking questions 
of appreciation to ‘fertilise the soil’, open the mind and 
bring positive energy into the planning process. We ask: 
What are we proud of? Who inspires us? What have we 
achieved? We can also discuss success stories, drawing 
out people’s experience, which is a powerful motivator. 
Community consultations that focus on appreciative 
conversations affirm past, present and future potentials as  
a solid foundation for strategic planning. It also encourages 
a positive, optimistic outlook.

Step 2 
Asset Inventory and Mapping
In order to: ‘Start with what we have’, we must 

first know what we have! We take stock to surface all kinds 
of assets: cultural, social, human, natural, material and 
financial assets. Asset mapping also builds relationships 
and shifts mindsets as people realise the potential.

Step 3
Visioning and Planning
With an appreciation of the asset base, 

visioning and planning naturally is next. Doing it this way 
around can encourage people to think ‘outside the box’, 
linking assets and opportunities. If planning is done before 
an asset inventory, there is a tendency for a group to think 
about short-term projects that may be popular. There is 

nothing wrong with these, but thinking can be limited. A 
vision that grows out of people’s assets and aspirations 
will give the group agency (capacity to act) and inspiration 
over the long term. Detailed action planning can assist with 
implementation by encouraging groups to pursue their 
‘low-hanging fruit’, starting with what they have. 

Step 4
Mobilise Assets
It is important that plans have short-term 

goals, which can immediately be implemented using assets 
readily available. Success in the short term can grow 
confidence and build leverage (bargaining influence) for 
partnerships and co-investments. We will look at Resource 
Mobilisation as part of the Fundraising and Income 
Generation Toolkit).
 

Step 5
Leverage
The process of realising the vision begins 

with people asking: “What can we do to make this vision 
happen?” External resources are ideally not tapped into 
until local resources are utilised. This puts organisations in 
a position of strength when dealing with outside agencies. 
There is a greater possibility of getting doors opening in 
a direction that will serve community interests, as others 
engage an organised group who knows what they want and 
are already co-investing. 

Lobbying for access to resources is an important aspect, 
based on an agenda that is locally defined.

STRATEGIC PLANNING – VISION, MISSION, OBJECTIVES6

Unlock &

unblock

Life-
giving 
Forces
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Tool
Exercise: Asset-based Planning
CONTRIBUTED BY ELAMANZI, 2022

Step 1
Appreciative Inquiry
»  What do we appreciate? What are we most proud of? 

What is good/positive here?
»  What are three important strengths/‘life-giving forces’ in 

our community? What sustains us?
»  Share a positive story of an artist/cultural group that did 

something good using what they have.
»  What about the person/situation made it successful? What 

can you learn from the story?

STRATEGIC PLANNING – VISION, MISSION, OBJECTIVES 6

Step 2
Asset Inventories

a. Human Assets 
What are the artistic/cultural skills, knowledge and positive 
qualities/attitudes in this family/community? Think about all 
art forms and cultural entrepreneurship…

Skills

Knowledge

Positive attitudes

b. Cultural Assets
What are the cultural assets – positive beliefs/customs/traditions/innovations in the community?

Principles/Values

Attitudes/Cultural Appreciation

Cultural Heritage

Natural Heritage

Festivals/Events

Creative Industries

Creative Occupations

Cultural Organisations

Spaces and Facilities

Other
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c. Social Assets
Draw a ‘Family Tree’ showing your network/support system 
– current and potential partners?

d. Natural and Physical Assets
Draw a map of the area/community – show the natural and 
physical assets. 

e. Financial Assets (Leaky Bucket)
Draw a Bucket for your organisation. What is coming into 
your ‘bucket’? Where do you get money from? What are the 
top three sources? Draw holes at the bottom – where do 
you spend money? Add each outflow. Where is most money 
going? List ideas for growing financial assets (i.e. plugging 
holes/leaks or increasing inflows).

STRATEGIC PLANNING – VISION, MISSION, OBJECTIVES6

Step 3
Vision/Leading Image 
What is our vision in the next few years if arts and culture 
flourishes? What can we create together? How will it feel? 
How will it look? What will we be doing? Draw a picture 
(Leading Image) and add some key words.

Step 4
Action Plan – Low-hanging Fruit
What can we do NOW (in the next three months) using  
what we already have to move towards our vision? List 
ideas (low-hanging fruit) to create an ACTION PLAN (What 
will we do, When, Who is responsible, Who else, What we 
have/need?).
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6.3 Formalising the  
Vision and Mission
We can take the work described above and formalise  
it into written statements, which are known as our Vision, 
Mission and Aims.

6.3.1 The Vision Statement
The vision statement is a statement of the reason for arts 
organisation’s existence and its underpinning values. It is 
often called “a picture” of your future, and is the inspiration 
for your strategic planning. It is how you define the dreams 
of your work or your organisation.

The vision statement is the answer to the question,
“Where do I/we want to go?”

It is an ideal vision of the future, which can be understood 
and shared by members of the community. It should be 
able to serve as an inspiring reminder of why you do what 
you do, and where you want to be in the future. It does not 
tell you how you will get there. Ideally it is short enough to 
be memorable.

6.3.2 Mission Statement
The mission statement essentially describes the processes 
or steps that you will follow to realise the vision (or the 
dream). The mission contains the aims and objectives of 

the organisation. It describes what you will be doing and 
why you will be doing it. Mission statements should also 
be short and to the point, while not being too limiting. They 
should be able to include the range of activities that your 
organisation will embark on.

»  The Aim is the ultimate goal or result that you would like 
to attain.

»  The Objective/s is the short-term goal that will help you 
reach your aim.

»  Activities are the actions taken to achieve your 
objectives.

Your vision and mission statements should  
clearly communicate:
»  Your principles and values;
»  Who you are, why you exist and what makes your 

organisation unique;
»  What your goals are and what you want to achieve;
»  Why people should want to associate with you.

[Adapted from ARTerial Network’s Arts  
Advocacy & Networking Toolkit. 2011: 19-21]

See more examples on the next page. 

STRATEGIC PLANNING – VISION, MISSION, OBJECTIVES 6

Example of a  
Vision Statement:
Lunchbox Theatre – Vision

A socially and environmentally conscious 
society in which people fulfil their creative 
potential and live in great harmony with 
each other and the natural environment.

Example of a  
Mission Statement:
Lunchbox Theatre – Mission

Instil positive change of attitudes and 
behaviour towards the environment, society 
and self through interactive educational 
and developmental theatre experiences.

Objectives
»  Raise awareness, interest and develop knowledge of environmental 

and social issues through interactive theatrical experiences.
»  Promote the use of drama as a highly effective educational and 

developmental tool.
»  Identify, nurture and promote talent and provide emerging artists 

with opportunities to grow both personally and professionally.
»  Increase support and appreciation for the performing arts and in 

particular, Lunchbox Theatre, as a valuable community asset.
»  Continue to develop Lunchbox Theatre into a well-renowned 

professional developmental theatre organisation.

https://www.lunchboxtheatre.co.za/ 

https://www.lunchboxtheatre.co.za/
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STRATEGIC PLANNING – VISION, MISSION, OBJECTIVES6

Case Study
The Amoyo Performing Arts Foundation

Butterfly Art Project

Our Mission: To uplift the communities 
of Imizamo Yethu and Hangberg one child at 
a time through an educational after-school 

and holiday programme offering high-quality dance, drama, 
music and performance classes. 

Our Vision: That all Amoyo children will 
continue into tertiary education after school, 
equipped not only with performing arts skills 

but also the life skills, self-esteem, self-confidence and self-
discipline to conquer their futures successfully. 

Our Philosophy: Amoyo means “spirit 
of appreciation” (appreciating everything 
and everyone) and our unique approach to 

upskilling and empowering the youth of Hout Bay is already 
having a huge impact, not only on the children but on their 
families and the broader community, too.

https://www.amoyo.org/ 

Vision: A community of active facilitators, 
who use their BAP skills in vulnerable 
communities to bring about healing, healthy 

social lives and inspire others through art.

Mission: BAP encourages creativity and 
healing through art to build strong communities 
of active, artistic and stable citizens that are 

able to recognise and utilise opportunities. By partnering 
with diverse educational institutions, offering mentorships, 
training for educators and art practitioners to run healing art 
classes in vulnerable communities, we build resources for a 
creative network for a greater South Africa and beyond.

Core Values 
»  We know about the healing power of art.
» We act with courage, challenge the status quo 

and find new ways to enable our beneficiaries and each other. 
»  We promote cultural inclusion, diversity and equal 

opportunities for all. 
»  We create safe and reliable spaces for our beneficiaries 

and our team. 
»  We care for quality and transparency on all levels and 

hold ourselves accountable for results.
»  We believe that art is not a luxury, but essential for 

healthy and holistic development.

Objectives 
Promoting: We promote the power of art to heal by 
demonstrating sustainable art teaching methods.
Enabling: We enable our beneficiaries with 
skills, tools and materials needed to work within 

disadvantaged communities.
Empowering: We empower our beneficiaries by 
offering opportunities to explore and grow their 

artistic abilities to bring positive changes to themselves  
and with those that they work with.

Healing: We bring diverse people, who believe in 
the healing power of art, together, to become BAP-

qualified art facilitators trained to provide a safe space for 
our beneficiaries to experience healing through therapeutic 
art activities.

Developing: We develop healing art projects, the 
Community Art Facilitator training curriculum, pilot 

projects and training methods to find local solutions for 
implementing art therapeutic principles in teaching.

https://www.butterflyartproject.org/ 

1

2

3

4

5

https://www.amoyo.org/
https://www.butterflyartproject.org/
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Tool
6.3.3 How to Write a Vision and Mission Statement

STRATEGIC PLANNING – VISION, MISSION, OBJECTIVES 6

The Vision Statement
Work together as a collective (preferably the governing 
body and any staff, but you could also include members 
of the broader community, potential beneficiaries and 
even possible partners) to brainstorm important words or 
ideas that best describe your organisation’s dreams for the 
future and record these. Write these up where everyone 
can see them. See how themes emerge as the process 
unfolds. Encourage people to be brave, bold and idealistic. 
Underline key words. Imagine the future that you want to 
contribute towards.

Look carefully at the key words and come to an 
agreement on what phrases or words best describe your 
vision, and ask:
»  Does it best describe what we hope to achieve through 

the work that we will be doing?
»  Does it set us apart from other organisations?
»  Does it balance inspiration with realism?
»  Does it give hope for a better future?

The Mission Statement
To create your mission statement, follow the same process 
as for the vision statement, but now write down your aims 
and objectives. What are you going to concretely do to 
achieve this vision?
»  Does it describe what our organisation will do and why  

it will do it?
»  Is it outcome-oriented?
»  Does it include everyone who will be part of the 

organisation?

In addition to your mission statement, which is one 
sentence long, you may add a list of objectives, which show 
in more detail how you intend to achieve these goals.

Testing and Sharing
Once you have written up your vision and mission, test it on 
some focus groups. Does it resonate for people? Is it clear? 
Does it feel appropriate? Is it inspiring?

Decide also how you will use your vision and mission. It will 
form part of your founding documents, but it may also be 
used in your annual reporting and on your website. Perhaps 
you want to create merchandise with your vision statement 
on it? How will you communicate your vision and mission to 
the broader public?

Adapted from ARTerial Network’s Arts Advocacy 
& Networking Toolkit. 2011: 19-21 and from  

https://ctb.ku.edu/en/table-of-contents/structure/
strategic-planning/vision-mission-statements/main 

IMAGE BY STORYSET ON FREEPIK
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7.1 Leadership 
Leadership can be defined as an art – a creative process 
of ‘lateral’ and ‘vertical’ thinking, connecting and weaving 
ideas. In this process of creation, there are multiple 
possibilities and leaders often move instinctively down 
pathways that feel right to them. Creativity cannot be 
predicted nor clearly mapped out. But out of it, something 
new emerges. 

Definition: Leadership is the ability to make good 
decisions and inspire others to perform well. 

A leader is someone who directs or influences a group 
towards achievement of their goals. 

When applied to an organisation, leadership usually means 
having vision, ethics and ideology that can influence others 
in a progressive direction. The ultimate aim of leadership 
in a development context is to ensure that the organisation 
pursues its vision and mission and that people grow as they 
move forward. 

As a leader you will need to hold authority and take 
responsibility. You will also be a trusted and reliable source 
of information. 

Leaders are expected to be honest, competent, 
inspirational and be an example. Your job is to motivate 
the team and ensure that everybody is moving in the same 
direction, whilst upholding high standards of accountability. 
A good work ethic is key.

7.1.1 Styles of Leadership
There are different styles of leadership, which have been 
identified as follows:

Transactional Leadership
Leaders rely on rewards and punishments to 

achieve optimal job performance. 

Positional Leadership or 
Autocratic Leadership

Leaders operate from a traditional understanding of power. 
They are concerned with their rank/status.

Transformational Leadership
Leaders set examples for followers, and develop 

followers into leaders; they provide moral authority.

Charismatic/Visionary 
Leadership

Leaders have the ability to inspire belief in their leadership 
as the source of authority on what is possible or desirable, 
and persuade others to be committed to these ends

Adaptive Leadership
Leaders work with followers to generate creative 

solutions to complex problems in rapidly changing 
environments.

Facilitative Leadership
Leaders aim to give access to anyone who can 

make a useful contribution to the situation, with emphasis 
on followers realising their ideals and creativity.

Situational Leadership 
Situational leadership takes into account the 

specific situation and personalities you are working with, 
considering what is the best leadership style for them. By 
being aware of each situation and its requirements, leaders 
can be flexible and adaptive. Some people need closer 
supervision and mentoring before they build up confidence 
and here a leader must be directive. Others do not like to 
be micro-managed but perform best with a laissez-faire 
leader who trusts them and lets them get on with the job 
with minimal interference. 

LEADERSHIP AND MANAGEMENT7

7. Leadership and Management
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LEADERSHIP AND MANAGEMENT 7

Tool

Tool

Consider your leadership style
»  What kind of communication encourages you to 

communicate more fully?
»  What kind of communication makes you clam up and 

communicate less?
»  What actions by a leader make you angry?
»  What actions by a leader increase your efficiency?
»  What actions by a leader make you feel insecure?
»  What actions by a leader make you feel appreciated?
»  What kind of leader are YOU? 
»  What are the positives and drawbacks of this style of 

leadership?

Consider your leadership style
If you are to aim for Level 5 executive leadership, then it 
may be useful to ask yourself some of these questions:
»  What is happening in the country/world that causes 

poverty (of mind, spirit, stomach)? 
»  What ideals are we striving to create together? 
»  What can be learnt from the past? 
»  What are the things to accomplish now? 
»  What can we do together that we can’t do alone?
»  What is possible 10 years from now? 
»  What are the concepts (mind maps) that are limiting or 

blocking people from seeing the possibilities? 
»  How do we shift mindsets so that we see more of the 

‘bigger picture’ and move forward together? 

7.1.2 Understanding 
our Perceptions
When we lead other people, we need to think about how 
we balance emotions and intellect. We perceive things 
differently, depending on whether the experience is 
subjective or objective.

A truism which can be useful to remember when dealing 
with people, is the following:
»  Everything that happens to ME I see through the filters 

of my EMOTIONS.
»  Everything that happens to YOU I see through the filters 

of my INTELLECT.
BUT
»  Everything I DO I see through the filters of my 

INTELLECT.
»  Everything YOU DO, I see through the filters of my 

EMOTIONS. 

How can you find a better balance between intellect and 
emotions when dealing with other people? Are there other 
ways of seeing the same situation?

7.1.3 “Level 5 Leadership”
This is a concept discussed in Jim Collins’ book Good to 
Great and can be useful to think about.

 Level 1: Highly Capable Individual
Makes productive contributions through talent, knowledge, 
skills and good work habits.
Level 2: Contributing Team Member
Contributes individual capabilities to the achievement of 
group objectives and works effectively with others in a 
group setting.
Level 3: Competent Manager
Organises people and resources towards the effective and 
efficient pursuit of predetermined objectives.
Level 4: Effective Leader
Catalyses commitment to and vigorous pursuit of a clear 
and compelling vision, stimulating higher performance 
standards.
Level 5: Level 5 Executive
»  Builds enduring greatness through a blend of personal 

humility and professional will.
»  Incredibly ambitious with ferocious resolve, but for the 

institution/goal, not for themselves.
»  Sets up successors for even greater success.
»  Combines qualities of all four previous levels.
[JIM COLLINS: GOOD TO GREAT]
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7.2 Management 
Definition: Management is a discipline rather than 
an art. A discipline of putting in place the nuts and 

bolts, so that the vision, mission and strategy become reality. 

Management is a combination of steps, methods and tools 
for keeping work on track according to plans, schedules and 
budgets. Management is about the day-to-day operations. 
You may be responsible for organising, monitoring and 
controlling the work, reviewing plans, updating schedules 
and balancing budgets. There may also be many 
administrative tasks – managing and maintaining systems. 
However, managing work does not mean that you are 
required to do everything. A good manager will delegate – 
share the workload and give others space to perform. 

In small organisations, those responsible for leadership 
and management are often the same people. Community 

organisations, in particular, usually start with a small 
collective – friends, neighbours who share both leadership 
and management functions. What is important is to be clear 
about the leadership and management roles required and 
try to have a balance of skills. As the organisation grows in 
complexity, it may be necessary to separate functions out, 
especially when you create a governance structure.

It is important that you do not forget the leadership role 
or the manager role as both are equally important. Don’t 
get caught up in the management process and forget about 
leadership. Unless there is a purposeful direction, clear goals 
and a connection to context, we may lose sight of what we are 
managing and why. Likewise, if there is too much leadership 
and not enough management, an organisation can become 
stuck in philosophy, unable to make its ideas practical. There 
has to be leadership for management to be effective and vice 
versa. It is rare to find both equally balanced in one person – 
we tend to have a preferences based on our personalities. 

Tool
Consider your tendencies using the tool below. Are you a leader or a manager? Or do you combine elements of both?

Activity: Leadership versus 
Management Subject Leader Manager 

Essence Change Stability 
Focus Leading people Managing work 
Have Followers Subordinates 
Horizon Long-term Short-term 
Seeks Vision Objectives 
Approach Sets direction Plans detail 
Decision Facilitates Makes 
Power Personal charisma Formal authority 
Appeal to Heart Head 
Energy Passion Control 
Dynamic Proactive Reactive 
Persuasion Sell Tell 
Wants Achievement Results 
Risk Takes Minimises 
Rules Breaks Makes 
Direction New roads Existing roads 
Truth Seeks Establishes 
Credit Gives Takes 
Blame Takes Blames 
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7.2.1 People Management 
People are the most important asset in any organisation 
and should be valued. Sometimes, just the sheer pressure 
and demands from work, families, friends and neighbours, 
depletes our energies and diverts attention away from what 
is important. 

In fact, a lot of Organisational Development is focused 
on dealing with human dynamics that may have become 
neglected resulting in conflict, confusion or power 
struggles. These human challenges are also a natural part 
of the development process and cannot be avoided. The 
way they are managed makes all the difference. 

People management is about how we recruit, orientate, 
induct, coach, mentor, supervise and support each other 
to build organisations that are effective and impactful 
(also rewarding) for those who are part of them. This may 
pertain to board members, staff and volunteers. Volunteer 
management is often a major part of running non-profit 
organisations – especially for organisations driven by 
volunteers. 

Ideally, if there is a clear strategic framework – vision, 
mission and planned activities, then it is easier to ask: if 
this is what we want to achieve, how should we organise 
ourselves and what human resources do we need to 
achieve this? People will then be recruited for specific 
reasons and their skills will be matched with what they do. 

But recruitment of volunteers and staff into organisations 
is not always a conscious and well-planned activity. 

Especially in the pioneering phase, people tend to mobilise 
their own networks (friends and family members) and 
volunteers willing to help. They may not necessarily be the 
best in terms of skills, experience and even attitudes.

Later on when resources become available, people who 
have been volunteering are the obvious candidates for paid 
work, but do not always have the capacity needed. This 
makes human resource management more complicated 
and challenging.

People management in community organisations is also 
often informal with unspoken understanding amongst 
people about leadership, communication, decision-making 
and conflict. If there are written policies it is often very 
different to what we observe in reality. We will look briefly 
at an organogram as a management tool and a sample of a 
Human Resource Policy of a small NGO. 

7.2.2 Organogram 
An organogram is a diagram of an organisation’s 
structure. It is a useful management tool, to clarify: 
»  the positions/titles of people in the organisation 
»  the levels of the structure (i.e. governance and 

operations) 
»  the flow of communication and accountability 

An organogram also helps us communicate the 
organisational structure to others. 

LEFT: The 
organograms from 
the Butterfly Art 
Project demonstrate 
a group process of 
determining lines of 
accountability within 
the organisation.



50 | GOVERNANCE, MANAGEMENT AND STAFFING

LEADERSHIP AND MANAGEMENT7



GOVERNANCE , MANAGEMENT AND STAFFING |  51

LEADERSHIP AND MANAGEMENT 7

7.2.3 What are the roles  
of a manager in a Community 
Arts Centre?
In the Community Arts Centre report to the SA-Flemish 
Community, completed in May 2006 by Gerard Hagg and 
Kgomotso Sekhabi, the following profile is offered as a 
description of the role of the manager. It remains true today.

 To download the original, go here:  
http://www.dac.gov.za/sites/default/files/final%20

report%201%20may%202006%20DAC%20PDF.pdf 

Profile of a Community  
Arts Centre Manager 
A community arts centre manager should be a generalist, 
not a specialist, as he/she has to manage a diversity of 
tasks in a complex environment. Core qualities are the 
ability to manage self, teams and a small multi-functional 
organisation in an entrepreneurial way. An educationalist or 
small business manager rather than an artist. 

The following attitudes are applicable: 
1. Ethics 
a. Integrity 
b. Grounded in values 
c. Professionalism 
d. Dedication 

2. Leadership by example 
a. Proactive 
b. Inspirational 
c. Hand-on 

3. Exploratory and innovative 
a. Sensitive to gaps, niches, opportunities 
b. Initiating new avenues 

4. Service delivery-focused 
a. An eye for user/community needs 
b. Client is central 

5. Outcomes-focused 
a. Solid planning fully implemented 
b.  How can our services make a positive difference to the 

livelihoods of users? 

The following knowledge base is required:
1. Thorough knowledge of management requirements and 
methods for a community-focused/based organisation. 
2. Familiar with arts and craft within a socio- 
economic context 
3. Basic knowledge of informal and formal  
education context 
4. Awareness of policy environment
a. Arts, educational and skills development policies 
b. General community development context 
c. Local government policy frameworks 

The following skills are applicable:
1. Leadership 
a. Strategic management 
b. Delegation of responsibilities and tasks 
c. Team building and management 

2. Entrepreneurial skills
a. Situation and demand analysis 
b. Small/Medium Business planning 
c. Implementation management 

3. General management skills
a. Administration 
b. Financial management 
c. Monitoring and evaluation 
d. Report writing 

4. Interpersonal skills
a. Communication 
b. Group facilitation 
c. Conflict management 

5. Networking 
a. Understanding functioning of networks 
b. Ability to communicate effectively 
c. Fostering partnerships 

6. Promotional 
a. Marketing of services/organisation 
b. Proposal writing 
c. Fundraising 
d. Organisational development 
e. Staff development

http://www.dac.gov.za/sites/default/files/final%20report%201%20may%202006%20DAC%20PDF.pdf
http://www.dac.gov.za/sites/default/files/final%20report%201%20may%202006%20DAC%20PDF.pdf
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The Community Arts Centre  
Manager: Ideals and Realities 
GRAHAM FALKEN, COMMUNITY ARTS PROJECT 

One way of approaching this complex role is to start 
with a ‘person specification’ indicating the essential and 
desirable skills, knowledge and experience required to 
effectively carry out such a job. It seems to me that the job 
title itself can be rearranged to indicate the different levels 
of importance and priority that can be attached to its core 
components, namely:

Manager > Community > Arts

What follows is an attempt to give substance to this idea. 
It should be read in conjunction with the accompanying 
‘Community Arts Centre Manager Matrix’, see above.

Manager 
»  Financial management 
»  Staff management – supervision & support/disciplinary 
»  Project management 
»  Resource management 
»  Marketing and Public Relations 
»  Information Technology 
»  Fundraising – local/national/international 
»  Legal context 
»  Government structures 

Community 
»  Communication skills 
»  Leadership skills 
»  Experience of community work 
»  Knowledge of community development theories 
»  Group work skills – boards of trustees/management 

committees/ politicians
»  Language skills

Arts 
»  Knowledge of sector 
»  Generalist background – not wedded to one discipline 
»  Networking skills 
»  Experience and/or knowledge of working with arts media 
»  Knowledge of sector-relevant legislation, institutions  

and funders 
»  Passion and genuine personal interest 

These are by no means exhaustive but can maybe serve as 
a useful starting point. 
COPYRIGHT: G.FALKEN/CAP

Tool
Questions to ask about Management 
»  How balanced is leadership and management in the 

organisation? 
»  Do the styles create resonance or dissonance? 
»  Is everyone clear about their roles and their 

responsibilities? 
»  Are staff and volunteers effectively managed and 

supported? 
»  How can people management improve? 
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8. Staff
8.1 Determining  
Staffing Needs
An organisation needs to look at its resources and 
capacities, as well as its needs, to determine how many 
staff members it needs to employ and what it can afford. 

It is important that the levels of payment (reimbursement) 
agreed to by the governing body and management are 
realistic and not exploitative. Levels of remuneration should 
take into account the context in which people are working, 
the broader socio-economic climate and the policies of the 
organisation. It is suggested that there should be no more 
than a 10-20% difference between what the top earners 
(management) and lowest earners are making. In addition, 
there should be adherence to the Employment Equity Act, 

which dictates that there is no discrimination on the basis  
of race, gender, disability or other factors.

When designing a project it is important to consider 
whether you will have the human resources necessary to 
fulfil the needs of the project, and to make sure that these 
costs are worked into the project budget. Sometimes a 
project can be entirely handled by those already working 
for the organisation, but in some instances, you may need 
to seek out specific skills. If this is the case, will you bring 
these into the organisation through providing training for 
those who are already employed or volunteering, or will you 
seek out experts who you can bring into the organisation 
on a short-term basis?

When you formalise an organisation, there are often various stages to the development:

Stages of organisational development

Volunteer governing body
provides independent oversight

Volunteer 
governing body 
and volunteers 
doing the work  

(may be the same 
people)

One paid full-time 
coordinator, with ad hoc 

project coordinators 
when funds are available 

(independent contractors), 
some volunteers

Full-scale organisation with 
permanent full-time and 

part-time staff, some ad hoc 
independent contractors 
for special projects, and 

volunteers helping to make 
major events or certain 
programmes happen

Volunteer staff, 
with perhaps one 

paid part-time 
coordinator

Several paid full-time staff (perhaps 
director, finance manager, project 
coordinator), contracts renewed 
annually, some part-time project 
coordinators, employed ad hoc, 

some volunteers

1 2 3 4 5
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8.2 Definitions of Different 
Types of Employment

Full-time Employees
An employee is regarded as being employed full-

time when they work for 35-40 hours per week, Mondays 
to Fridays. The terms of the contract may be linked to: (a) 
the continuation of funding for the project in which the 
employee works and/or for the organisation as a whole 
or (b) to a stipulated fixed-term which may or may not be 
renewed.

Part-time Employees
Where an employee works for less than 35 hours 

per week and/or less than five days per week, they will be 
regarded as being part-time. The conditions of employment 
will be stipulated in the contract. Contracts may be for a 
specific project or fixed-term only.

Fixed-term Contract Employees
A fixed-term contract appointment is where an 

employee is appointed for a specific period of time or in 
relation to the occurrence of a specific event. Fixed-term 
contract appointments can either be full-time or part-time. 
All issues relating to any benefits, which might be granted 
to a fixed-term contract employee, must be stipulated in 
the contract. The contract terminates automatically on 
its last day. An extension of the contract will be restated 
in writing with the relevant details re-stipulated. If an 
employer creates a reasonable expectation of permanent 
employment to a fixed-term employee, this person may 
refer unfair dismissals to the CCMA and may have the rights 
of a permanent employee. 

Volunteers
Volunteers are unpaid persons who work voluntarily 

within an organisation. They can be permanent, full-time, 
part-time or ad hoc. Many organisations start with a group 
of volunteers who work to establish the organisation and 
start to create an income source.

Definitions:
Ad hoc – when needed, not permanent,  

only for a particular purpose.
Permanent employee – a person employed for an 
undetermined period of time. A contract of employment 
for an undetermined period of time has no agreed date  
of termination. Such a contract is terminated by either  
the employer (dismissal) or the employee (resignation),  
on notice being given.

8.3 Role Descriptions  
and Contracts
To further clarify how the team fits together, it is always  
a good idea to have role descriptions for office-bearers  
and volunteers, and job descriptions for staff with  
attached contracts. 

On the opposite page is a sample job description 
for an administrator. Go here to find the sample 

contract for the same position. 

Go here for sample job descriptions for the following 
roles:
Director 
Finance Manager 
Communications Manager 
Operations Manager 
Social Media Officer 

https://www.standfoundation.org.za/wp-content/uploads/2023/02/Toolkit-002_Sample-contract.docx
https://www.standfoundation.org.za/wp-content/uploads/2023/02/Toolkit-002_JD_Director.docx
https://www.standfoundation.org.za/wp-content/uploads/2023/02/Toolkit-002_JD_Finance-Manager.docx
https://www.standfoundation.org.za/wp-content/uploads/2023/02/Toolkit-002_JD_Communications-Manager.docx
https://www.standfoundation.org.za/wp-content/uploads/2023/02/Toolkit-002_JD_Operations-Manager.docx
https://www.standfoundation.org.za/wp-content/uploads/2023/02/Toolkit-002_JD_Social-Media-Officer.docx
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Job Title: Administrator 
Job Purpose 
To ensure the efficient administration operations on  
a day-to-day basis in the office. 

Key Result Areas 
Reception 
»  Answer the telephone and respond to inquiries; 
»  Direct phone messages or inquires to the appropriate 

person or record messages where necessary; 
»  Receive visitors to the organisation in a professional  

and friendly manner. 

Office Administration 
»  Establish and maintain administration systems in close 

liaison with the Co-ordinator; 
»  Use computer word processing, spreadsheet and 

database software to prepare documents as required; 
»  Sort incoming and outgoing mail/faxes; 
»  Prepare and send outgoing mail, faxes and post; 
»  Maintain a filing system; 
»  Compile a needs list of stationery, consumables and 

office equipment; 
»  Source quotes; 
»  Place approved orders; 
»  Receive and distribute stationery, consumables and 

equipment for the office; 
»  Update and maintain an asset register; 
»  Co-ordinate the maintenance of infrastructure and office 

equipment;
»  Make travel, meeting and other arrangements (e.g. 

catering) for meetings and events; 
»  Provide secretarial and administrative support; 
»  Update and ensure the accuracy of the organisation’s 

database;
»  Back up electronic files; 
»  Administer petty cash.

Board Support 
»  Together with the Co-ordinator, prepare meeting agendas 

and supporting material for ExCo meetings; 
»  Ensure the timely distribution of material to the ExCo; 
»  Support the ExCo meetings with regards to travel and 

other arrangements; 
»  Type minutes of ExCo meetings drafted by the Secretary 

and distribute them where required; 
»  Create action lists for staff of issues arising from board 

meetings. 

Programme Support 
»  Disseminate memos and relevant information to staff and 

volunteers directed by the Co-ordinator; 
»  Provide administrative support to programmes where 

needed; 
»  Provide secretarial and administrative support to staff 

where needed; 
»  Co-ordinate logistics for programmes and special 

projects as directed by the Co-ordinator; 
»  Travel to support projects, campaigns and programmes 

where necessary; 
»  Ensure registers are completed. 

Tool
Sample Job Description: Administrator
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8.4 Contracts of 
Employment vs 
Independent Contractors
The protection provided by South African labour law 
legislation to employees is described in the Labour 
Relations, Act 66 of 1995, as amended (often referred to as 
‘the LRA’) and the Basic Conditions of Employment Act 75 
of 1997, as amended (often referred to as ‘the BCEA’). 

Employees are generally people who would fall under 
one or more of the following categories:
a. they work subject to the control or direction of another 

person, organisation or company;
b. the person’s hours of work are subject to the control or 

direction of another person, organisation or company;
c. the person forms part of that organisation or company;
d. the person is economically dependent on the other 

person, organisation or company for whom he or she 
renders services;

e. the person is provided with tools of trade or work 
equipment by the other person, organisation or 
company; or

f. the person only works for or renders services to one 
person, organisation or company.

On the other hand, Independent contractors provide 
a service and are paid for that particular service. An 
independent contractor is not subject to the control or 
direction of the organisation or company or person. An 
independent contractor is doing the work as part of their 
own business. On the contrary, employees enter into a 
contract of employment with an employer which creates 
an employment relationship and not a service provider 
relationship. The independent contractor does not enjoy 
the same protections and benefits under the law as the 
employee.

To see typical contracts for an employee and an 
independent contractor, go here 

8.5 Volunteer Management 
The main difference between staff and volunteers is that 
staff have a contractual commitment to the organisation 
for a specific job or position. They legally are entitled to a 
contract and job description, and usually receive some form 
of payment. In some CBOs, staff are not always necessarily 
paid, but there is a mutual commitment and obligation, and 
they can be held accountable. 

Volunteers tend to have a less formal arrangement and 
be ad hoc (in and out of the organisation). They usually 
give a service without financial remuneration, although 
there may be a small stipend. It tends to be harder to rely 
on and plan around volunteers who come and go. It is also 
harder to hold volunteers accountable without a contractual 
arrangement and related rewards. 

This does not mean that there should not be clear 
expectations and volunteer management systems. 
Volunteers also do need to be accountable. It just might be 
more difficult to hold volunteers to account than staff. 

It is recommended that where possible, volunteers also 
sign an agreement in order to clarify what can be expected 
of them and what the organisation offers its volunteers.

If the volunteer is going to be working with children 
directly, or with other vulnerable people such as the elderly 
or people with disabilities, then it is possible that the 
organisation will require a criminal record check (police 
clearance certificate) and/or for the volunteer to submit a 
Form 30 to the Department of Social Development, which 
is an enquiry as to whether their name is cleared on the 
National Child Protection register, as evidence that they 
have not committed any offences against a child. 

Note: This would also be relevant for any  
staff member.

You may also ask a volunteer to sign an undertaking made 
in good faith that they do not have a criminal record and 
have not committed any crimes against vulnerable people.

To find an example of a volunteer agreement,  
go here 

https://www.standfoundation.org.za/wp-content/uploads/2023/02/Toolkit-002_Sample-contract_independent-contractor.docx
https://www.standfoundation.org.za/wp-content/uploads/2023/02/Toolkit-002_Sample-contract_independent-contractor.docx
https://www.standfoundation.org.za/wp-content/uploads/2023/02/Toolkit-002_Volunteer-agreement.docx
https://www.standfoundation.org.za/wp-content/uploads/2023/02/Toolkit-002_Volunteer-agreement.docx
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“ Some of our volunteers were actually 
part of the project growing up and then 
decided that they wanted to give back 
because they had benefitted from the 
project. There’s this one gentleman who 
is now facilitating the drama. He was part 
of the drama development project. He 
landed a role in a film. I believe he’s got 
another role coming up... So that is one of 
the volunteers that is still involved in the 
project. In fact they just won awards at 
the ATKV last week because he directed 
the drama. So there is development and 
we are fortunate that they come back and 
they want to assist. ” 
– Alpha Fransman,  
Manager at Railton Foundation Swellendam

8.6 Working with Volunteers
Most of the elements of a Human Resource Management 
Policy above can be applied to volunteers but with 
adaptations. It is very beneficial, for example, to have a 
clearly defined recruitment, induction and support process 
for volunteers, with proper screening. 

Volunteers can apply formally for an internship in the 
organisation and can be contracted with a role description. 
Supervision can also apply to volunteers and disciplinary 
procedures. 

Some other useful tips for volunteer management  
are suggested below:

Make instruction sheets and clearly communicate 
what needs to be done. One of the keys to 

effective volunteer management is clear communication 
and task allocation. 

Constantly update volunteers. Certain situations 
will compel you to change previous instructions. 
Make them feel welcome. Teamwork is an 
essential factor in a volunteer’s organisation. 

Start with a short introduction to the rest of the group and 
allocate someone for volunteer supervision and support. 

Recognise hard work. Volunteering can be 
truly demanding. It can drain you physically and 

emotionally. Besides providing them with regular activities, 
you can also give them recognition, like certificates and 

gifts. How do you motivate and energise your volunteers?
Go for personal requests. You can recruit 
volunteers en masse, but it will be very difficult for 

you to assess their commitment to the organisation as well 
as their potential contribution to your goals. Thus, ensure 
that you can spend time to talk to volunteers one by one. 

Provide a good environment for volunteers. Keep in 
mind that volunteers, like you, are also sacrificing a 

lot. What you can do is to give them a positive environment. 
Develop their role description. The only time they 
can feel satisfied of their work is when they know 

they are accomplishing something. To help them assess 
how they are performing, you can provide role descriptions. 

Match your volunteers to their interests. It’s highly 
fundamental that you can bring out the potential 

volunteering characteristics and personality of every 
individual. One of the best methods to accomplish this is to 
match their skills to the organisation’s needs. You can also 
recruit volunteers purposefully e.g. when you know that you 
need a certain skill in the organisation then you can recruit 
someone to volunteer with those skills. 

Take advantage of a two-month adjustment period. 
Volunteers need some time to adjust – two months 

are recommended. You can make use of the period to orient 
and guide them and integrate them into the organisation. 

Communicate. Volunteers, whether new and 
old, still need supervision. Thus, ensure that your 

communication lines are open. Guarantee that you can also 
monitor them and give feedback. 

In addition, know what motivates your volunteers and 
acknowledge their strengths. Create opportunities for 
volunteers to grow through experience and open up 
pathways and possibilities. To manage volunteers: 
»  Understand why the organisation involves volunteers; 
»  Know how volunteers fit in with the overall structure of 

the organisation; 
»  Be committed to the involvement of volunteers; 
»  Know what motivates people to volunteer; 
»  Match the right volunteers with opportunities; 
»  Validate the contribution volunteers make; 
»  Build a team that values the contribution of all members; 
»  Ensure efficiency of the service at the same time as 

meeting the needs of volunteers; 
»  Deal with problems that arise promptly. 

1
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9.1 What is administration?
Administration can be defined as creating and 
maintaining operational systems and may include: 
»  keeping information safe and updated (record-keeping); 

Note: This has become particularly important 
since the Protection of Personal Information 

Act (POPIA) since it is a prosecutable offence to share 
personal information without permission.

»  keeping staff and volunteers informed about important 
decisions; 

»  supporting implementation of programmes and projects; 
»  organising and connecting the different parts of a project 

and organisation together. 

Good systems are: 
»  necessary and relevant; 
»  clear and simple; 
»  understood by everyone; 
»  enables flow of information and communication, and 

makes the work easier; 
»  supported by policies that give them their ‘authority’. 

Remember that a system is as strong as its weakest link. 
For example, if your report can only be written after a 
number of people submit their reports to you and one 
person finds it difficult, the whole system breaks down. 
That’s why – keep systems simple and manageable for 
everyone. 

It is a good idea to allow time for new systems to be 
phased in and old ones phased out. In the beginning, 
systems need to be reinforced and constantly emphasised, 
but over time people will get used to them and they will 
become part of the organisational culture. Also, don’t 
introduce unnecessary bureaucracy as it absorbs time and 
energy to maintain. 

9.2 What systems do we 
need to administer well?
In an organisation, systems might include: 

 Information Management 
Systems (hardware,  
software, data, network, 

people, processes)
»  Data base or CRM (Customer Relationship Management – 

an online tool to help you reach the people and build your 
network)

»  Correspondence (in/out) – generally email, but may also 
be written; may also take the form of WhatsApps and 
other messaging tools

»  Minutes of meetings
»  Reports 
»  Filing systems – how all of these are arranged; physical: 

files, cupboards, safe; external harddrives; online: Google 
Drive; Dropbox; ‘the cloud’

Communication Systems 
»  Notice-board – physical space
»  Memos/reminders 

»  Staff/volunteer meetings – physical, online?
»  Board meetings – physical, online?
»  Community meetings – physical typically
»  Annual General Meeting (AGM) – physical and online? 

Hybrid?
»  Phone for calls or sms
»  Smartphone or iPad for work
»  Computer with internet and/or Intranet (internal only)
»  Social media: Facebook, Twitter, Instagram, WhatsApp
»  Zoom, Microsoft Teams, Webex, other conferencing tools
»  Online project management tools such as Monday.com, 

Trello, etc. to connect with people and plan

Financial Management 
Systems 
»  Bank account 

»  Bank statements 
»  Requisitions 
»  Member fees/contributions 

9. Administration
ADAPTED FROM IKHALA TRUST AND ELAMANZI’S ORGANISATIONAL DEVELOPMENT 
AND PROJECT MANAGEMENT COURSE MATERIALS, PP 43 - 47



GOVERNANCE , MANAGEMENT AND STAFFING |  59

ADMINISTRATION 9

»  Income and expenditure files 
»  Transport log 
»  Invoicing system
»  Asset register
»  Excel spreadsheets for budgets and financial reports
»  Online accounting package such as Pastel,  

Xero or QuickBooks
»  Payroll system
»  Cheque book 
»  Systems for receiving funds such as PayPal, Yoco

Planning, Monitoring  
and Evaluation Systems 
»  Daily diary

»  Calendar – wall calendar or shared Google Calendar
»  Attendance register 
»  Photo displays 
»  Sales book 
»  Audience feedback forms
» Gantt chart
»  Ongoing M&E forms for programmes 
»  M&E survey forms
»  Baseline assessments
»  Continual assessments
»  Final assessments
»  Records of interviews

To find out more about these systems, go to 
Toolkit 6: Programme and Project Management 

9.3 A Guide to  
Effective Meetings 
THIS SECTION HAS BEEN ADAPTED FROM BLOSE AND 
BLOSE, A GUIDE TO EFFECTIVE MEETINGS, 2011

Meetings are an important part of communication and 
information sharing in an organisation. They can be lively, 
effective ways to facilitate group thinking and decision-
making, or be boring and a waste of time. We can decide 
whether to have ‘meetings for the sake of meetings’ or ‘a 
meeting with a purpose’. 

“ Meetings should help us get results: 
they are a mechanism for achieving 
action in our organisations. ”– How to Manage Meetings – Alan Barker,  
The Sunday Times

Definition: “A meeting is a group of people 
thinking purposefully together. …. This does  

not mean that we wish people to think alike… But we  
also need discipline in the meeting. Our conversation 
needs to be channelled… we should know the reason  
for the meeting…” 
– Alan Barker
 
Meetings are a form of collective communication. It is 
therefore useful to think about what kind of communication 
is productive.

Communication is about sending and receiving 
messages and tensions may arise unnecessarily as a result 
of poor communication. There are three main kinds of 
communication: 
»  Debate – there are two (or more) positions on a particular 

issue and people are trying to convince others that they 
are right. It is a ‘win’/‘lose’ situation with the winner being 
the one who is most convincing. Neither feels particularly 
satisfied after a heated debate. 

»  Discussion – the communication is a bit deeper and 
exploratory as those involved make efforts to get 
more information and share their views. The quality of 
communication is better and there is more understanding. 

»  Dialogue – is a much deeper communication, a 
connecting of heart, mind and spirit, and understanding 
the meaning behind words. When in dialogue, people 
start ‘thinking together’ and interweaving ideas. David 
Bohm, who did extensive work on dialogue, said that 
by improving dialogue, we can heal the world and that 
dialogue improves our collective intelligence. We listen 
deeply, see the intention of the person, and hold them in 
the highest respect. 

Listening at three levels 
To be effective listeners, we must learn to listen to the 
whole person – not just the words being said, but also to 
what the person is trying to say and what lies between 
or behind the words. We listen to thoughts, feelings and 
intentions. There are three levels of listening: 
»  Listening to the SELF 
»  Listening to the OTHER 
»  Listening to the energy FIELD 

In as much as it is challenging to listen in different ways, it is 
also a challenge to express ourselves more clearly. 

https://www.standfoundation.org.za/wp-content/uploads/2023/02/Toolkit-006_Programming.pdf
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Meetings enable us to: 
»  Discuss matters affecting us as a group or an organisation; 
»  Listen to different perspectives and gain insight into ways 

of thinking;
»  “Think together” as a collective;
»  Take a decision on what action to take or how to handle a 

certain matter; 
»  Give authority (mandate) to someone or an organisation 

to do something on our behalf; 
»  Put a stop to something that is no longer necessary e.g. 

terminate a partnership;
»  Exchange information so that everyone is kept informed; 
»  Monitor progress; 
»  Solve problems or resolve conflict; 
»  Inspire and connect. 

Begin with a Purpose  
in Mind (Stephen R. Covey) 
A good start towards an effective meeting is to have  
a clear purpose and specific objectives to be achieved  
from the meeting. 

Failure to Plan, is Planning  
to Fail (Stephen R. Covey) 
Leave nothing to chance. One of the powerful influences  
of meetings and their outcomes is the setting of an agenda. 
You must have a good reason for including a new item on 
the agenda. The timing of the meeting (morning, noon, 
evening or weekend) will have an effect. The venue can 
either assist or hinder the meeting. Long meetings tend to 
lose focus and become talkshops or complaint sessions. 

Sending the Minutes of the Previous Meeting, the 
Agenda together with the Notice of the Meeting early will 
go a long way towards reducing the time spent adopting 
an agenda or correcting and adopting minutes. It is also 
helpful to prioritise the agenda, putting the most important 
items to be discussed first. 

Encourage maximum participation by all members 
in a meeting – everyone has value. 

Ensure that the decisions taken in the meeting are not 
the product of a few dominant ‘loud mouths’ who consume 
the largest portion of the speaking ‘airtime’. Decisions 
pushed down by the Chairperson and a small clique will fail 
at the stage of implementation when collective action and 
energy is needed – everyone has value. Do not discuss a 
topic for a long time and then leave it because there is no 
agreement or you have become tired of it. 

Close matters, don’t leave them hanging – the meeting 
must take clear decisions. 

Meeting Procedures 
A group of people can achieve a lot more than 
a single person. That is why meetings are so 

important. A meeting brings together a group of people 
who make decisions and take action. But a meeting is only 
successful if it is run properly. A chaotic meeting can lead 
nowhere and make people angry. It is also a waste of time, 
energy (and money). A good meeting is orderly and follows 
good procedure. There should also be good preparation 
beforehand: 
»  Prepare an agenda; 
»  Gather reports (for example, the Treasurer might produce 

a Financial Report);
»  Book a venue that is suitable for the meeting. This is the 

first thing to do after you have decided the date and time; 
»  Send out a Notice of the Meeting in advance; 
»  Send the Minutes of the Previous Meeting and Reports 

together with the Notice where possible. 

The Chairperson of a meeting plays the role of a facilitator, 
a guide and when needed a judge or referee. The 
Chairperson guides the meeting, and: 
»  Ensures that the correct procedures are followed; 
»  Ensures time is used efficiently; 
»  Checks that the meeting covers all points on the agenda 

in the correct order; 
»  Facilitates – tells members when they may speak; 
»  Stops people if they repeat themselves, go off the point 

or abuse others; 
»  Ensures that all views are heard; 
»  Stays neutral and does not take sides; 
»  Treats everybody fairly; 
»  Protects the dignity of members; 
»  Stays calm; 
»  Avoids talking too much; 
»  Sums up discussions to give clarity; 
»  Ensures that decisions reflect the will of the majority. 

The Secretary also plays a critical role when it comes 
to practical arrangements, such as booking a venue, 
organising photocopies, sending invitations and receiving 
correspondence directed at the organisation. He/she works 
closely with the Chairperson to set the agenda and ensure 
everything is properly organised. 
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To make sure that you get the most out of a meeting, 
there are general procedures that all the people attending 
the meeting should adhere to. These rules are set for the 
purpose of creating order and it is a collective responsibility 
to ensure that rules are followed. 

A meeting is a space where people might discuss 
and debate issues and sometimes there can be serious 
disagreements. But it is important to encourage a culture 
of respect, even when people disagree. Members play a 
key role in the meeting by being prepared, bringing their 
attention, wisdom and full contribution to the engagement. 

Members have a duty to: 
»  Listen when others are speaking – being quiet while the 

member is making his or her point; 
»  Address the Chairperson when they speak; 
»  Respect the role of the Chairperson as the facilitator 

of the meeting, do not get involved in ‘bi-laterals’ 
(a discussion for two people) with another member. 
Everyone has a right to speak on any matter; 

»  Stick to the agenda and issue at hand, do not include 
matters not connected with what is discussed; 

»  Be clear and specific with your point of view; 
»  Be constructive – make practical suggestions. If you 

disagree with something, give an alternative; 
»  Don’t personalise issues, maintain respect for other 

members and the meeting itself. 

Setting an Agenda 
The agenda is a list of matters or topics that 
are to be discussed in a meeting. Everyone 

should have a chance to review and contribute to the 
agenda. However, an agenda must not be overcrowded 
as there will not be enough time to discuss everything 
properly. An agenda usually has the following: 
»  Opening and welcome: Some meetings might open with 

a prayer and welcome which sets the tone; 
»  Apologies: The Secretary ensures that members sign the 

attendance register and shares whether any apologies 
were received; 

»  Additions to the agenda: The Chairperson asks members 
to add if there is an important matter they wish to raise 
before the agenda is adopted; 

»  Reading and Adoption of Minutes of the Previous 
Meeting: The minutes of the previous meeting are 
reviewed to see if they are accurate, a true reflection of 
the discussions and decisions taken. The minutes are 

then “proposed for adoption” and “seconded”; 
»  Matters arising from the minutes: The meeting discusses 

unfinished business from the previous meeting. If there 
were decisions taken in the last meeting, this is the time 
to track progress (monitoring). It is very important that 
there be continuity; 

»  Reports: The meeting discusses reports (e.g. field 
reports, progress and financial reports); 

»  New business: The meeting deals with new issues that 
were not part of the last agenda;

»  General: This is a space for announcements, 
congratulations and any other less important matters;

»  Date of the following meeting: Members decide  
on a suitable date and venue for the next meeting; 

»  Closure: The Chairperson closes the meeting. 

Taking Minutes 
The minutes are a record of what happened 
at a meeting. Minutes don’t need to be 

typed – they could be written in a minute book or file so 
that records are safely stored. Generally, it is the task of a 
secretary (or administrator) to take minutes. 

Minutes do not have to be very detailed and report 
everything that was said. They must just sum up the main 
points or motions discussed and record the decision taken. 
It is always important to indicate whether a decision was 
reached by a vote or unanimous consensus. 

It is important to record who has moved a motion and 
who seconded it because it is evidence that the meeting 
followed the correct procedures in arriving at a resolution. 
The minutes must be impartial and objective. The Secretary 
may not take sides or give personal interpretation of what 
people said. The minutes must be accurate. If the Secretary 
is not sure about something, he/she can ask the group 
or Chairperson to explain it. The headings in the minutes 
should be the same as the agenda items. They must also 
follow in the same order. 

Organisations often use standard formats for agendas 
and minutes but, if you are considering ways to make 
meetings more effective, we think it better to make up 
your own format and procedure, to be sure that they suit 
your organisation and support and invigorate the way it is 
governed.

Standard agendas can undermine effective meetings 
as they usually (unintentionally) obscure the main purpose 
of the meeting. People attending meetings need to be 
alerted to the intended focus points of the meeting so that 
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they know how to prepare for the meeting. One (seemingly 
simple) idea for an agenda is to put the most important  
item first – so many times meetings cycle through the  
usual agenda items and then run out of time for the one 
crucial thing!

Most minutes also record that the meeting began with 
a review, corrections to, and then approval of the minutes 
of the previous meeting. Although this is a rather standard 
approach, it often results in the meeting being bogged 
down in details from the very start and, especially if there 
has been a gap of more than a couple of weeks since that 
previous meeting, only those with superhuman powers 
of recall will be able to remember the discussions and 
decisions accurately enough to suggest substantive 
corrections. The corrections that are raised are most often 
spelling errors or typos, or when the item was about you, 
and then you do remember what was said!

It is best to check, correct and approve minutes as 
soon as possible after the meeting, while everyone still 
remembers it more or less accurately. Ideally, minutes 
should be sent out within a couple of days after the 
meeting with a request for corrections to be submitted 
within a week. Some organisations set a definite period 
of, say, 48 hours from the end of the meeting for the 
production of minutes. This means that those who attended 
the meeting are able to refer to them for action points so as 
to be able to move forward productively and effectively.

The checking of previous minutes may then be omitted 
from the agenda of the following meeting, and only ‘action 
items’ referred to.

There are three types of minutes: Action minutes record 
only the decisions taken, but not the discussion which led 
towards the decision; Discussion minutes record the gist 
of the discussion which led to the final decision; Verbatim 
minutes record as accurately as possible what each person 
contributed to a meeting. 

Generally, Action minutes are considered an acceptable 
form of minute-taking, unless the issue is complex and 
the discussions around it need to be retained for future 
purposes.

The following is a suggested structure for minutes: 
»  Organisation name
»  Date of meeting
»  Time of meeting 
»  Venue (physical or online or both)

»  Purpose (Board meeting, Staff meeting, Fundraising 
committee meeting etc.)

»  Name of Chairperson
»  Present (those attending)
»  Apologies (those who have sent their apologies  

in advance)
»  Absent (those who are not here and have not  

sent apologies)
»  Agenda (this should have been circulated ahead  

of the meeting)
»  Quorum (this refers to whether there are enough 

members present to vote and take decisions, according to 
your constitution)

»  Approval of minutes from previous meeting (if not already 
done), note who approves, who seconds

»  Matters arising from minutes or old business (things that 
were not handled at the last meeting for one reason or 
another)

»  New business, which may include reports of activities 
between the last meeting and this one, as well as 

»  Discussion/decisions. These may include:
• Summary of key discussions 
• Actions taken or agreed to (with persons responsible, 

and time by when the action should be completed)
• Next steps
• Voting outcomes (e.g. who proposed, seconded, 

approved)
• Items to be held over to the next meeting
• New business
• Record of any on-going or arising conflicts of interest

»  Next meeting (date and time)
»  Time that the meeting adjourns
»  Signed by:  

• Secretary (or person taking the minutes)
• Chairperson (once minutes have been approved)

Don’t be afraid to change things around, and aim for 
accuracy, brevity, focus and then a springboard for action!

Minutes are very important for governance, since all 
important decisions should be ratified by the board. 

The minutes prove that this was indeed the case.

ADMINISTRATION 9

Download a structure  
for minutes here 

https://www.standfoundation.org.za/wp-content/uploads/2023/02/Toolkit-002_Structure-of-Minutes.docx
https://www.standfoundation.org.za/wp-content/uploads/2023/02/Toolkit-002_Structure-of-Minutes.docx
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