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ABSTRACT 

This study examined how strategic communication functioned within education agencies in Ghana 

during a period of declining external assistance and intensified domestic responsibility. A 

qualitative case study design was employed, drawing on interviews with senior officials and 

document review across selected education institutions. The findings showed that communication 

assumed increased institutional importance as agencies adjusted to reduced aid and rising 

accountability pressures. Communication practices shifted toward domestic justification, public 

visibility, and organisational positioning. The study also found uneven institutionalisation of 

communication, reflected in wide variation in unit status, professional influence, and policy 

guidance. In addition, communication played a central role in attracting private and development 

partners and in shaping institutional credibility. However, capacity constraints, bureaucratic delay, 

and unequal bargaining power limited partnership outcomes in several cases. The study concluded 

that communication now operated as a governing capability rather than as a technical support 

function within Ghana’s education sector. The findings highlighted the need for stronger 

structures, clearer authority, and coherent communication policy to support institutional 

performance in a post-aid environment. 

Key Words: Strategic communication, Education, governance, Donor withdrawal, Partnerships 
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CHAPTER ONE 

INTRODUCTION 

1.1 Background to the Study 

Foreign aid has long played a critical role in Ghana’s national development (Cudjoe, 2024; 

Park, 2023). Appiah-Otoo et al. (2022) note that aid has taken the form of grants, concessional 

loans, debt relief, and technical assistance across public sectors. These flows have historically 

financed healthcare, agriculture, water and sanitation, governance reforms, and infrastructure. 

Education, however, has remained one of the most structurally exposed sectors because of its 

deep integration with donor financing mechanisms. Over time, aid inflows have become both 

less predictable and substantially reduced. The OECD (2025) reports a 9% decline in official 

development assistance in 2024. Donor Tracker projects further cuts from key partners such as 

the United States and Germany, while McKinsey (2025) estimates possible global shortfalls of 

up to US$60 billion compared with 2023 levels. These reductions reflect donor reprioritisation, 

global economic volatility, and intensifying geopolitical competition (Iannantuoni, 2025; 

UNCTAD, 2025). In response, Arhin (2024) and Ntim and Botchway (2023) observe that 

countries including Ghana are being compelled to seek non-donor development paths. This 

shift aligns with the “Ghana Beyond Aid” agenda, which privileges domestic resource 

mobilisation and regional cooperation over external dependency. 

Within this context, the education sector stands out for its persistent reliance on external 

finance. Lewin (2020) argues that many education systems in Sub-Saharan Africa have been 

shaped by donor priorities, often at the expense of domestic ownership and policy coherence. 

World Bank (2024) data show a 23% decline in education aid to Africa between 2020 and 

2021. This reduction exposed the vulnerability of donor-dependent systems. The IMF (2022) 
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stresses that resilient education systems require long-term institutional capacity, particularly in 

communication and stakeholder engagement. Education institutions occupy a distinctive 

position in the public sector because they manage both service delivery and societal 

expectations of development, equity, and mobility. In Ghana, donor involvement has 

underpinned major reforms. The 1987 Education Reform Programme, supported by the World 

Bank, introduced the Junior Secondary School system and expanded infrastructure (World 

Bank, 1989; 2008; Casely-Hayford et al., 2007). More recent initiatives include the Ghana 

Accountability for Learning Outcomes Project, the Secondary Education Improvement Project, 

and the Complementary Basic Education Programme. Each initiative depended not only on 

funding but also on structured communication practices involving reporting systems, public 

accountability, and stakeholder mobilisation. 

As aid contracts, this communication architecture has weakened. Ministry of Finance budget 

statements show declining education grants (Ministry of Finance, 2024; 2025). This 

contraction has disrupted programme continuity and weakened stakeholder engagement. 

Education agencies now face reputational and operational pressures previously absorbed by 

donors’ reporting systems and communication units. Similar patterns appear in Uganda and 

Kenya, where donor exit eroded institutional trust. Rwanda, by contrast, embedded 

communication units and public reporting tools within education governance and sustained 

partner confidence after aid withdrawal (IMF, 2020). 

As Ghana repositions itself beyond dependence on external aid, the role of communication 

within education governance expands. Education institutions must now maintain credibility, 

coordination, and partner confidence with fewer external assurances. Communication therefore 

functions as an organising capability rather than a support activity. This study examines how 

agencies under Ghana’s Ministry of Education deploy strategic communication in response to 

declining foreign aid in order to sustain credibility, stakeholder engagement, and partnerships. 
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This framing situates communication as central to institutional adaptation within Ghana’s 

education sector. 

1.2 Problem Statement 

Ghana’s education sector operates as a multi-agency institutional ecosystem under the Ministry 

of Education, involving bodies responsible for policy, regulation, service delivery, and quality 

assurance. For decades, this system has been sustained by donor financing, which supported 

infrastructure, programme implementation, and reform (Lewin, 2020; World Bank, 2024). Key 

initiatives, including the Education Reform Programme, the Ghana Accountability for 

Learning Outcomes Project, the Secondary Education Improvement Project, and the 

Complementary Basic Education Programme, were embedded within this structure and 

externally financed (Casely-Hayford et al., 2007; World Bank, 2008). Although resources were 

channelled through individual projects, donor requirements shape communication practices, 

reporting systems, and partnership frameworks across agencies. This settlement is now under 

strain as official development assistance declines (OECD, 2025; Donor Tracker, 2025; 

McKinsey, 2025). 

As donor financing contracts, adjustment within Ghana’s education sector is no longer confined 

to budgeting but extends to how agencies organise authority, coordinate programmes, and 

manage external relationships. Ghana’s Beyond Aid agenda promotes domestic resource 

mobilisation and partnership diversification (Cudjoe, 2024; Arhin, 2024). Donor withdrawal 

therefore creates sector-wide pressure rather than isolated organisational strain. It alters 

reporting routines, weakens coordination, and reshapes information flows (Riddell & Niño-

Zarazúa, 2016). Comparative evidence shows that education systems preserve confidence 

when communication is reorganised across agencies, as in Rwanda, but experience trust 

erosion when it remains fragmented, as in Uganda and Kenya (IMF, 2020). What remains 

unclear is how this process is unfolding within Ghana’s multi-agency education system. 
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In Ghana, communication practices in education agencies remain largely operational rather 

than strategic (Kankam, 2022; Kwasi-Agyeman, 2020; Wu & Baah-Boakye, 2009), reflecting 

broader regional patterns (Ngondo & Klyueva, 2023). The unresolved issue is therefore not 

whether communication matters, but how agencies are aligning roles, coordinating strategy, 

and repositioning authority across the education ecosystem under aid decline. Despite 

increasing attention to donor exit, empirical evidence on these institutional adjustments within 

Ghana’s education sector remains limited. This study therefore examines how agencies 

reorganise communication to sustain credibility, partnerships, and institutional coherence as 

foreign assistance contracts. 

1.3 Research Objectives 

This study is guided by the following research objectives: 

1. To examine how agencies under Ghana’s Ministry of Education are adapting their 

strategic communication practices in response to declining foreign aid. 

2. To assess the extent to which strategic communication is institutionalised within these 

agencies as a mechanism for sustaining credibility and stakeholder engagement. 

3. To analyse how strategic communication is used to attract and manage partnerships and 

alternative sources of support in a context of donor withdrawal. 

1.4 Research Questions 

In line with the objectives, the study seeks to answer the following questions: 

1. How are agencies under Ghana’s Ministry of Education adapting their strategic 

communication practices in response to declining foreign aid? 

2. To what extent is strategic communication institutionalised within these agencies as a 

mechanism for sustaining credibility and stakeholder engagement? 
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3. How is strategic communication used to attract and manage partnerships and alternative 

sources of support in a context of donor withdrawal? 

1.5 Significance of the Study 

This study contributes to understanding how education agencies in Ghana respond 

institutionally to declining foreign aid. As donor funding contracts, the ability of these agencies 

to maintain partnerships, public trust, and operational credibility increasingly depends on how 

communication is organised and applied. Yet existing research offers limited insight into how 

strategic communication functions within recipient institutions once donor support weakens. 

The study is significant in three respects. First, it provides evidence from agencies that operate 

at the centre of policy implementation, shifting attention from schools to institutional actors 

that manage programmes, partnerships, and accountability. Second, it contributes to 

scholarship on strategic communication by examining its role in a context of financial 

constraint and institutional transition, rather than in stable or corporate settings where it is more 

commonly studied. Third, it offers policy-relevant insights for improving communication 

structures within the education sector, with implications for sustaining partnerships and 

organisational legitimacy during aid withdrawal. 

By focusing on how education agencies communicate under changing funding conditions, the 

study advances debate on institutional adaptation in donor-dependent sectors. Its findings are 

expected to inform policy decisions on communication strategy, organisational design, and 

partnership management in education governance. 

1.6 Scope of the Study 

This study focuses on selected agencies under Ghana’s Ministry of Education as a sectoral case 

for examining how public institutions employ strategic communication to sustain partnerships 

and institutional credibility amid declining foreign aid. The education sector is adopted because 
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of its historical dependence on donor funding and its heightened exposure to aid withdrawal, 

which makes it an appropriate context for analysing organisational adaptation. The study is 

limited to public agencies responsible for policy implementation, programme coordination, and 

external engagement, excluding schools and private institutions. It concentrates on strategic 

communication as an institutional function rather than on educational outcomes or teaching 

practice. Evidence is drawn from interviews, policy documents, and institutional records 

relevant to the post-aid transition, and the findings are intended to generate analytical insights 

rather than sector-wide statistical generalisations. 

1.7 Outline of Chapters 

The study unfolds across five chapters, each building on the previous to provide a coherent 

narrative. Chapter One introduces the research problem, outlines the objectives, and explains 

why the study matters. It frames the background, clarifies the gap, and presents the questions 

that guide the entire inquiry. Chapter Two reviews existing literature and conceptual debates. 

It engages key definitions, frameworks, and empirical studies relevant to foreign aid, education 

governance, and institutional communication. This chapter helps position the research within 

broader academic and policy discussions, offering both comparison and critique. Further, 

Chapter Three explains the methodology. It outlines the research design, sources of data, and 

analytical approach. Chapters Four and Five present the findings and discuss their implications. 

The final chapter draws conclusions and offers recommendations for practice, policy, and 

future research. 

1.8 Operational Definitions 

This section specifies how key terms are used in this study. The definitions reflect their 

application within the research rather than abstract theoretical meanings. 
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• Strategic communication refers to the deliberate use of communication by education 

agencies; it supports explanation, visibility, and engagement.  

• Institutionalisation of communication denotes the degree to which communication is 

formally embedded within organisations; structure and authority matter.  

• Declining foreign aid refers to the reduction or withdrawal of donor support 

experienced by education agencies; it is treated as a lived institutional condition.  

• Partnerships are structured relationships between education agencies and external 

actors; they extend beyond funding alone.  

• Education agencies are public institutions operating under Ghana’s Ministry of 

Education; they perform policy, regulatory, coordination, or service functions.  

• Stakeholders are individuals or groups that influence or are affected by education 

agencies; their expectations shape institutional behaviour.  

1.9 Chapter Summary 

This chapter established the foundation for the study by introducing the research problem, 

context, and rationale. It defined the objectives and questions that shape the inquiry and 

explained why the topic holds relevance across academic, policy, and practical domains. The 

chapter also outlined the scope of the study and previewed the structure of the remaining 

chapters. 
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CHAPTER TWO 

LITERATURE REVIEW 

2.1 Introduction 

The chapter provides a foundation for understanding the dynamics of foreign aid, public sector 

partnerships, and strategic communication. The overarching aim is to synthesise key scholarly 

contributions that illuminate how aid flows shape institutional practices, how communication 

frameworks influence credibility, and how partnerships can be leveraged amid declining donor 

support. By engaging with empirical findings, theoretical perspectives, and comparative 

insights, this section situates the study within a broader discourse that connects aid dependency, 

institutional reform, and communication strategies.  

2.2 Theoretical Review 

2.2.1 Resource Dependence Theory 

Resource Dependence Theory explains organisational behaviour as a response to external 

control over critical resources. Organisations are not self‐sufficient. They rely on actors that 

possess funding, legitimacy, expertise, or access to markets, which creates relations of power 

and constraint (Pfeffer & Salancik, 1978). A central tenet is that dependence varies with 

resource concentration, discretion, and importance, while power rests with those who control 

scarce inputs (Emerson, 1962). Consequently, organisations pursue boundary‐spanning 

strategies to reduce vulnerability. These include diversification of revenue, alliance formation, 

co-optation of influential actors, and structural reconfiguration (Hillman et al., 2009; Ulrich & 

Barney, 1984).  
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Another core idea is that power is relational and reciprocal rather than fixed, which means 

organisations can reshape dependence through negotiation and repositioning within networks 

(Casciaro & Piskorski, 2005). The theory also recognises strategic choice under constraint, 

where leaders make calculated adaptations instead of passive compliance (Oliver, 1991). 

Furthermore, external actors such as donors and regulators shape organisational actions 

through resource control and monitoring (Frooman, 1999). Recent work extends the theory by 

emphasising interdependence management as an ongoing capability rather than a one‐off 

adjustment (Drees & Heugens, 2013; Malatesta & Smith, 2014). 

2.2.2 Stakeholder Theory 

Introduced by Edward Freeman in his 1984 work Strategic Management: A Stakeholder 

Approach, Stakeholder Theory challenged the primacy of shareholder value. Freeman argued 

that sustainable success requires balancing the interests of multiple groups including 

employees, customers, communities, and regulators. The theory evolved as a response to 

growing concerns about corporate responsibility and legitimacy in society. 

The central assumption is that organizations operate within networks of interdependent 

relationships. Value creation emerges not only from financial outcomes but from addressing 

the expectations of diverse stakeholders (Freeman et al., 2007). Ignoring these relationships 

risks conflict, loss of legitimacy, and long-term failure. 

Key concepts include stakeholder identification, salience, and engagement. Tools such as 

mapping and prioritisation frameworks help organizations manage competing claims. The 

theory also differentiates between primary stakeholders, whose involvement is essential for 

survival, and secondary stakeholders, who influence reputation and legitimacy (Mitchell et al., 

1997). 
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Its purpose extends beyond profit maximisation. It reframes organisational success as 

relational, ethical, and inclusive. Scope encompasses corporate governance, strategic planning, 

and public relations practice, where effective stakeholder management is seen as crucial to 

long-term sustainability. 

The strengths of the theory lie in its ethical orientation and managerial flexibility. It 

acknowledges diverse claims and embeds accountability into decision-making (Phillips, 2003). 

Yet, critics highlight its lack of precise guidelines for resolving competing demands. Some 

argue that its broadness makes it impractical as a prescriptive model (Jensen, 2002). 

Nonetheless, the theory continues to shape debates in business ethics, communication, and 

management. Its emphasis on interdependence and accountability ensures continued relevance 

in contemporary organizational practice. 

2.2.3 Relationship to the Study 

This study is theoretically anchored in Resource Dependence Theory and Stakeholder Theory. 

First, the Resource Dependence Theory provides the foundation for understanding how the 

education sector became structurally reliant on donor funding and why the reduction of external 

support creates organisational vulnerability. It explains how education agencies seek to 

minimise uncertainty by strengthening external relationships, diversifying resource sources, 

and repositioning themselves within donor and partnership networks. Within this perspective, 

strategic communication functions as a mechanism for managing dependence through 

negotiation, visibility, and alignment with potential sources of support. 

Further, the Stakeholder Theory as well complements this framework by explaining how 

education agencies manage relationships with diverse actors whose cooperation is essential for 

operational survival. Education agencies engage donors, corporate bodies, civil society groups, 



11 
 

communities, and government institutions, all of which hold differing expectations and levels 

of influence. Stakeholder Theory highlights the need to identify, prioritise, and consistently 

engage these actors in order to sustain trust and institutional credibility. Strategic 

communication is therefore not limited to information dissemination but operates as a 

structured process of engagement through which relationships are cultivated, accountability is 

demonstrated, and partnership expectations are coordinated. 

Together, Resource Dependence Theory and Stakeholder Theory position strategic 

communication as both a resource management strategy and a relational governance tool. 

Resource Dependence Theory explains the imperative for education agencies to secure 

alternative sources of support, while Stakeholder Theory clarifies how communication is used 

to sustain legitimacy and partner confidence. Their combined application offers a coherent 

analytical lens for examining how education agencies institutionalise strategic communication 

practices and use them to attract, manage, and sustain partnerships amid declining foreign aid. 

2.3 Strategic Communication 

Strategic communication may be defined as the purposeful and coordinated use of 

communication by an organisation to achieve its mission and long-term objectives (Hallahan 

et al., 2007). While public relations emphasises relationship building and dialogue between 

organisations and publics, strategic communication broadens this scope by integrating 

communication across management, marketing, and political functions (Grunig & Hunt, 1984; 

Grunig, 2009; Pedersen et al., 2021). Unlike traditional public relations, which often focuses 

on reputation and media relations, strategic communication is rooted in institutional strategy 

and decision-making (Argenti, 2016). L’Etang (2008) positions public relations as a mediating 

function, but strategic communication extends mediation into leadership systems and 

organisational control processes (Zerfass et al., 2018). In this sense, public relations manages 

relationships, whereas strategic communication structures organisational direction. Strategic 



12 
 

communication therefore does not replace public relations but situates it within a wider 

management framework. 

The central principles of strategic communication include goal alignment, audience orientation, 

internal coherence, ethical conduct, and continuous evaluation (Botan, 2021; Cornelissen, 

2020). Freberg (2021) demonstrates that consistency across platforms sustains legitimacy, yet 

flexibility is required to adapt messages to diverse stakeholder expectations. While Kunadt 

(2025) highlights long-term planning as essential, Hallahan et al. (2007) stress that 

communication must remain responsive to context. Public relations may prioritise relational 

outcomes, but strategic communication foregrounds institutional performance. Together, these 

views position communication as a strategic resource rather than a technical support activity. 

2.4 Strategic Communication and Partnerships 

Strategic communication underpins the formation and durability of partnerships across public, 

private, and non-governmental sectors by aligning interests, clarifying roles, and coordinating 

action (Grimm et al., 2024). Donor agencies frame collaborations as shared development 

ventures to strengthen legitimacy and public confidence (Tsvetkova & Rushchin, 2021), a 

strategy also shown to mobilise political and institutional support in emerging economies 

(Tugyetwena, 2023). Recipient institutions operationalise these frames through reporting 

systems, stakeholder engagement routines, and visibility practices that sustain institutional 

credibility beyond project cycles (Ministry of Finance, 2024; 2025). Trust and credibility are 

therefore communicative achievements rather than automatic outcomes. Transparency, 

consistency, and professional conduct strengthen institutional authority (Hon & Grunig, 1999), 

yet communication can also mask unequal power relations by presenting partnerships as neutral 

despite asymmetries (Muganzi, 2022). 
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Partnership communication further intensifies within multi-actor settings characterised by 

uneven power and competing priorities (Civera et al., 2025). Education agencies navigate these 

pressures through negotiation practices shaped by cultural and institutional differences (Guo, 

2025). Communication structures participation by framing shared purpose, while 

simultaneously regulating authority (Weder, 2022). Digital platforms facilitate ongoing 

engagement and visibility (Kent & Taylor, 2016), though they also expose partnerships to risks 

such as misinformation and exclusion (Alzoraiki et al., 2024). Organisational divergence, 

ambiguous messaging, and resource inequalities weaken collaboration, particularly when 

coordination depends on donor-funded systems (Zoleta et al., 2021; Muganzi, 2022). 

As donor involvement recedes, the burden of coordination and communication shifts more 

prominently to recipient institutions. Education agencies are increasingly required to sustain 

credibility, manage partnerships, and maintain public visibility with constrained organisational 

resources (Ministry of Finance, 2024; 2025). Governance effectiveness in this context becomes 

closely tied to institutionalised engagement routines and accountability mechanisms rather than 

externally supported systems (Hassan et al., 2022). Donor withdrawal has been associated with 

weakened reporting structures and reduced communicative integration in education systems in 

contexts such as Ethiopia, Malawi, and Sierra Leone, where externally funded coordination 

mechanisms previously structured stakeholder interaction (Riddell & Niño-Zarazúa, 2016). 

Comparative assessments further indicate that communication capacity shapes institutional 

continuity, with contrasting experiences observed in countries including Rwanda, Cambodia, 

and Nepal, where variations in institutionalised communication influenced post-donor 

credibility and coordination outcomes (IMF, 2020). These patterns are well documented, 

although sector-level communication reorganisation within multi-agency education systems 

has received limited focused attention. 

2.5 Public Sector Partnerships 
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Public sector partnerships in education are sustained through communication as much as 

through formal agreements (Kiprono, 2025; Wango et al., 2025). Collaboration among 

governments, donors, corporations, and civil society depends on how goals are explained, roles 

are defined, and results are demonstrated (Syal et al., 2021). In this respect, communication 

operates as the organising mechanism of cooperation rather than as a support function (Izak et 

al., 2024). Education partnerships function as communicative systems in which authority, 

responsibility, and trust are continuously constructed through interaction and public 

presentation. 

Globally, ministries of education that invest in coordinated communication structures tend to 

achieve more durable partnerships (Sienkiewicz-Małyjurek & Owczarek, 20220). Finland’s 

education reforms were accompanied by systematic public engagement that strengthened 

policy legitimacy and public confidence (Salonen-Hakomäki et al., 2024). Rwanda 

institutionalised national education communication units after reductions in external financing 

to maintain transparency and donor confidence (Kayitesi, 2024). Following reductions in 

concessional World Bank financing (World Bank, 2017), Vietnam re-embedded externally 

funded reforms into domestic institutions rather than continuing parallel donor structures. In 

contrast, several studies from Sub-Saharan Africa show that donor exit often produces 

institutional instability when reporting systems, stakeholder engagement, and narrative control 

remain fragmented (Ndombi, 2021; Suva, 2025). These patterns suggest that partnership 

endurance depends on reputation management, expectation coordination, and accountability 

visibility rather than on funding alone. 

Corporate engagement in education shows that communication functions as a strategic asset. 

Multinational firms use corporate social responsibility initiatives such as IBM’s SkillsBuild 

and Microsoft’s education partnerships to build credibility and organisational identity 

(Bhardwaj et al., 2024; Sehgal et al., 2020). As aid declines, education agencies must rely on 
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transparency, reputation management, and strategic positioning to sustain legitimacy and 

bargaining power, since those unable to maintain public credibility lose influence despite 

operational capacity. 

2.6 Public Sector Partnerships and Strategic Communication in Ghana 

When it comes to Ghana’s education system, public sector partnerships cannot be discounted. 

Education agencies rely on structured engagement to coordinate external actors, mobilise 

resources, and maintain institutional credibility (Mensah & Gordon, 2020). This becomes 

evident in long-standing education partnerships involving multilateral donors such as the 

World Bank, UNICEF, USAID, JICA, and the UK Foreign, Commonwealth and Development 

Office, whose support to Ghana has historically included school infrastructure, teacher 

development, and curriculum reform (Global Partnership for Education, 2025; Ministry of 

Education, 2022). These programmes were accompanied by formal communication 

mechanisms such as performance reporting, stakeholder briefings, and public accountability 

releases. As a result, partnership sustainability depended not only on financing but on how 

reforms were presented, justified, and evaluated through institutional communication channels. 

Corporate social responsibility initiatives now position the private sector as a central actor in 

Ghana’s education partnership landscape (Fusheini & Salia, 2021). The MTN Ghana 

Foundation’s scholarship scheme, Vodafone Ghana Foundation’s Instant Schools initiative, 

and AngloGold Ashanti’s support for secondary and tertiary education illustrate sustained 

corporate engagement (Citinewsroom, 2022; Graphic Online, 2022; Vodafone Ghana 

Foundation, 2016), with communication practices conferring legitimacy through annual 

reports, beneficiary accounts, and public events, while enabling state agencies to signal policy 

delivery and institutional relevance. As donor funding declines and fiscal pressures intensify, 

the strategic value of communication has increased under Ghana’s “Beyond Aid” agenda, 

which prioritises domestic resourcing and diversified partnerships. Education agencies are 
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therefore under growing pressure to signal capacity, efficiency, and measurable outcomes to 

philanthropic actors such as the Mastercard Foundation, whose work in Ghana and across 

Africa spans scholarships, secondary education reform, and EdTech initiatives (CAMFED, 

2024; FAWE, 2024; Mastercard Foundation, 2024; T-TEL, 2023). Mariam (2025) shows that 

fragile communication systems constrain collaboration, whereas deliberate and forward-

oriented engagement enables partnership expansion. Consequently, strategic communication 

extends beyond administrative reporting to function as a mechanism of credibility, 

coordination, and support mobilisation under financial constraint. 

2.7 Empirical Review 

First, Odoom et al. (2024) assessed government communication around Ghana’s Free SHS 

policy using a survey of 491 respondents analysed through inferential statistics. While the 

policy was perceived as financially beneficial, official communication was judged insufficient 

in addressing quality concerns and articulating long-term value, leading to calls for 

transparency, participation, and continuous evaluation. 

Shifting from programme delivery to fiscal priority-setting, Naz (2025) examined whether 

strategic communication could influence education investment in Balochistan. Interviews with 

education specialists and communication practitioners showed that underinvestment reflected 

communicative failures as much as fiscal constraints. Institutional messaging, media 

narratives, and advocacy shaped policy salience, thereby affecting expenditure. Naz 

recommended ICT-enabled public communication, stronger government–media relations, and 

communication-led reform. Similarly concerned with collective direction, Kumi (2020) 

analysed how Ghana’s “Beyond Aid” agenda was communicated through 67 interviews. 

Although widely endorsed, its operational meaning for education remained unclear due to weak 

messaging on implementation and financing, compounded by politicisation, which diluted 

institutional readiness. 
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As these studies foreground practice, governance, and policy change, Menashy (2018) 

examined communication as power within the Global Partnership for Education. Interviews 

and document analysis revealed that participatory language masked asymmetrical flows, with 

donors dominating agenda-setting and reporting. Control over communicative infrastructure 

sustained donor authority and restricted recipient voice. Extending the governance lens to 

finance, Lewin (2020), using historical spending data, showed persistent aid reliance across 

Sub-Saharan Africa and concluded that domestic revenue mobilisation was the sustainable 

route. 

Finally, at the level of evaluation and legitimacy, Riddell (2018) found that accountability 

regimes privileged donor metrics and interpretations, limiting organisational learning among 

recipients. Accountability thus functioned primarily as donor communication rather than 

institutional development. Collectively, the studies demonstrate that communication shapes 

acceptance, priorities, power relations, funding trajectories, and accountability in education 

aid, yet often fails to deliver sustained local ownership without participatory design and fiscal 

anchoring. 

2.8 Research Gaps and Synthesis 

Existing scholarship has established the risks of donor dependency in education systems and 

documented declining external financing across Sub-Saharan Africa (Lewin, 2020; World 

Bank, 2024). Studies also show that communication shapes governance, trust, and 

accountability in education reform and donor relationships (Menashy, 2018; Riddell, 2018; 

Hon & Grunig, 1999). However, most research examines donor policy, national reform 

outcomes, or individual institutions rather than communication restructuring across education 

governance systems. While the influence of aid on education policy is well documented, there 

is limited empirical analysis of how communication responsibilities are redistributed within 

multi-agency systems once donor reporting frameworks dissolve. Further, existing work gives 
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priority to donor perspectives, with little attention to recipient-side institutional adjustments 

(Riddell & Niño-Zarazúa, 2016). This study therefore fills a significant gap by examining how 

education agencies within a shared governance system recalibrate communication under aid 

contraction, and how these adjustments affect alignment, credibility, and partnerships. 

 

2.9 Chapter Summary 

This chapter reviewed key theoretical, conceptual, and empirical literature on foreign aid, 

education governance, strategic communication, and partnerships. Resource Dependence 

Theory and Stakeholder Theory provided the analytical foundation, while sector-specific 

studies highlighted the centrality of communication to accountability and trust in education 

systems. The chapter established that although donor withdrawal and education financing are 

well examined, how education agencies reorganise communication within a shared governance 

system remains under-researched. The literature therefore justifies the present study’s system-

level focus and positions strategic communication as an institutional mechanism rather than a 

support activity. 
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CHAPTER THREE 

RESEARCH METHODLOGY 

3.1 Introduction 

This chapter outlines the methodological framework adopted for the study. It explains the 

research design, population, sampling techniques, data collection methods, analysis 

procedures, and ethical considerations. The chapter situates the chosen qualitative approach 

within the research objectives and provides justification for its suitability. The overarching aim 

is to detail the processes through which the study’s research questions were addressed, ensuring 

rigor, credibility, and alignment with the philosophical underpinnings of qualitative inquiry. 

3.2 Research Method 

Qualitative research is best understood as an approach that seeks to interpret meanings rather 

than measure variables (Mason, 2017; Merriam, 2009). It explores lived experience, context, 

and practice through close engagement with participants. Creswell and Poth (2018) argue that 

it enables the study of problems in depth, while Denzin and Lincoln (2018) maintain that it is 

grounded in interpretivist traditions that view reality as socially constructed. This orientation 

privileges thick description over numerical generalisation (Silverman, 2020; Flick, 2018). It 

also emphasises subjectivity and context, with Patton (2015) stressing that the focus lies in 

exploring the how and why of social life, and Bryman (2016) insisting that design should 

follow purpose rather than rigid templates. Data are often collected in natural settings 

(Schwandt, 2014), interpreted holistically, and linked to the wider environment (Seale, 2018). 

Qualitative inquiry is also characterised by flexibility in design and the use of diverse sources 

(Charmaz, 2014). Dialogue provides a route to insight (Kvale & Brinkmann, 2009), while small 

but information-rich samples allow for depth (Ritchie & Lewis, 2003). Document analysis 
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complements interviews by broadening the evidence base (Bowen, 2009), and triangulation 

enhances credibility (Denzin, 2017). The method supports interpretive analysis and reflexivity, 

as shown in thematic analysis (Braun & Clarke, 2006; Braun & Clarke, 2021). Trustworthiness 

is assured through credibility, transferability, dependability, and confirmability (Lincoln & 

Guba, 1985), while quality is guided by sincerity and resonance (Tracy, 2010). For this study, 

the qualitative method was essential because it captured how agencies under Ghana’s Ministry 

of Education organised communication in response to aid decline. It also enabled triangulation 

of interviews and documents to reveal strategies, practices, and beliefs that could not be 

reduced to numbers (Miles et al., 2014; Nowell et al., 2017). 

3.2.1 Case Study Design 

The case study design provides a focused lens for examining complex phenomena in real-life 

contexts. Yin (2018) defines it as an empirical inquiry that investigates a case within its 

environment, especially when boundaries are not clear. Stake (1995; 2006) views it as a way 

to understand the particular in detail, while Merriam and Tisdell (2016) describe it as a bounded 

system that makes the unit of analysis explicit. It is also recognised for its ability to show both 

the uniqueness of the case and its connection to wider conditions (Simons, 2009; Thomas, 

2011). Case studies often rely on multiple sources of evidence, which strengthen validity and 

richness. Baxter and Jack (2008) highlight that embedded designs allow subunits to be 

examined within a broader case, while Thomas (2011) stresses the need to define case, 

phenomenon, and context. Gerring (2007) notes that careful bounding of time, place, and 

organisational scope ensures analytic clarity, and Flyvbjerg (2006; 2011) adds that although 

generalisation is limited, case knowledge can be powerful and transferable. 
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In this study, the case study design was appropriate because the “case” was defined as Ghana’s 

education governance ecosystem rather than individual organisations. The Ministry of 

Education and its agencies were examined as an interconnected system in which 

communication structures, coordination mechanisms, and partnership practices were 

distributed across multiple institutional units. Agencies were treated as embedded subunits 

through which system-level processes were observed, rather than as self-contained cases. This 

design enabled analysis of how communication was organised across institutional boundaries 

under conditions of declining foreign aid. Evidence was drawn from interviews and documents 

to capture both operational practice and sector coordination. By adopting this approach, the 

study produced a holistic account of how communication was repositioned, institutional roles 

were recalibrated, and partnerships were maintained within Ghana’s education system as donor 

support contracted. 

3.3 Target Population 

The target population refers to the group from which insight is drawn (Babbie, 2020). Defining 

this group clearly strengthens validity (Neuman, 2014) and ensures that data collection remains 

aligned with study objectives. For this study, the target population was defined as 

communication and public relations personnel within agencies under Ghana’s Ministry of 

Education, including heads of units, directors, and senior officers responsible for 

communication strategy. These officials operate within Ghana’s education governance system 

at points where information flow, coordination, and partner engagement intersect. Participants 

were therefore selected as institutional communication actors rather than organisational 

representatives, enabling analysis of how strategic communication was organised and aligned 

across the education sector under conditions of declining foreign aid. 
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3.4 Sampling 

Sampling involves selecting participants to investigate specific phenomena (Cohen, Manion, 

& Morrison, 2018). In qualitative research, adequacy depends on relevance rather than sample 

size, with saturation guiding credibility (Creswell & Creswell, 2017; Marshall et al., 2013). 

Sampling strategies therefore align participant selection with research aims (Etikan et al., 2016; 

Robinson, 2014). This study adopted purposive sampling to engage participants with direct 

responsibility for strategic communication within the education sector (Patton, 2015). The 

approach prioritised depth over representativeness (Saunders et al., 2019; Teddlie & Yu, 2007). 

3.4.1 Sample Size 

Sample size refers to the number of participants or units selected from a population to be 

included in a study. Creswell and Creswell (2017) note that in qualitative research, the concern 

is not statistical representation but the ability to capture depth and meaning. Similarly, 

Malterud, Siersma, and Guassora (2016) argue that qualitative adequacy depends on 

information power rather than quantity alone. For this study, the decision to engage eight (8) 

participants aligned with the principle that smaller samples can yield substantial insights when 

the scope is narrow and the participants are strategically placed within their organisations 

(Sandelowski, 1995; Polit & Beck, 2010). 

The choice of eight (8) participants was supported by several scholars. Guest et al. (2006) found 

that data saturation often occurred within the first dozen interviews, particularly when 

participants occupied similar roles. Mason (2010) also demonstrated that depth of analysis 

rather than numerical size determined the robustness of qualitative outcomes. These arguments 

justified the current selection as logical and defensible. Furthermore, Bowen (2009) showed 

that triangulating interview evidence with document analysis enhanced validity and reduced 
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reliance on large numbers. Consequently, adopting a sample of eight (8) ensured that the study 

remained manageable, produced rich data, and stayed consistent with established 

methodological guidance. 

3.5 Data Collection Methods 

Data collection refers to the process through which a researcher gathers information to answer 

the study’s questions and meet its objectives. As Creswell and Creswell (2017) emphasise, 

careful planning of data collection enhances the credibility and reliability of the study. Flick 

(2018) also notes that combining different methods enables triangulation, which strengthens 

validity. In qualitative research, interviews and document analysis are two of the most widely 

adopted methods (Silverman, 2020; Mason, 2017), as they allow the researcher to capture 

perspectives, narratives, and records that together provide a fuller understanding of social 

phenomena. 

3.5.1 Interviews 

Interviews were one of the primary sources of data in qualitative research. Kvale and 

Brinkmann (2009) described interviews as professional conversations aimed at producing 

knowledge. Similarly, Merriam and Tisdell (2016) argued that interviews allowed the 

researcher to explore participants’ experiences in depth. In this study, semi-structured 

interviews were conducted with officials from selected agencies under the Ministry of 

Education. The semi-structured format allowed for consistency across interviews while 

providing flexibility to probe further into issues as they emerged. This approach was 

particularly effective for uncovering strategies, challenges, and practices in institutional 

communication. 
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The participants for these interviews included directors, communication officers, and 

programme leads who directly managed or influenced communication activities within their 

agencies. Rubin and Rubin (2012) explained that selecting participants with direct experience 

ensured the collection of rich and relevant data. The interviews were guided by open-ended 

questions designed to elicit detailed narratives rather than brief answers. According to Seidman 

(2013), such questions encouraged participants to reflect and elaborate on their experiences, 

thereby producing detailed insights. Each interview lasted between 45 and 60 minutes, and 

with participants’ consent, the interviews were audio-recorded to ensure accuracy in 

transcription and analysis. 

3.5.2 Interview Guide 

Since interviews were selected as the data collection method, the interview guide was the 

suitable tool for facilitating this process. The interview guide is a structured list of themes and 

questions that directs discussion while allowing flexibility for probing (Brinkmann, 2014; Qu 

& Dumay, 2011). It was developed from literature on strategic communication, public sector 

partnerships, and qualitative interviewing (Kallio et al., 2016; Turner, 2010) and included 

broad, open-ended questions to capture narratives on communication practices, challenges, and 

strategies. The guide ensured coherence and comparability without limiting depth (Patton, 

2015), aligned data collection with research objectives and theory (Bryman, 2016), and 

supported systematic exploration of how communication was organised and adapted amid 

declining foreign aid, thereby strengthening credibility and trustworthiness. 
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3.5.3 Data Collection and Management 

Building on the semi-structured interviews and the interview guide, data collection proceeded 

in clearly defined phases. Data collection involved semi-structured interviews supported by an 

interview guide. Eight officials were recruited through invitation letters, information sheets, 

and consent forms, with interview sessions scheduled within a four-week period either in 

private offices or via secure platforms such as Zoom (Rubin & Rubin, 2012). Prior to each 

interview, the guide was shared 48 hours in advance, consent was reconfirmed, and anonymous 

study identification codes were assigned. Recording equipment was tested, and participants 

were reminded of the voluntary nature of participation and their right to withdraw at any stage 

(Kvale & Brinkmann, 2009; Merriam & Tisdell, 2016). Each interview followed a structured 

yet flexible format, with field notes used to capture contextual information and nonverbal cues. 

Relevant non-confidential documents were also requested to support triangulation. 

Following each interview, audio files were encrypted, and verbatim transcripts were produced 

within 72 hours to enhance accuracy. Public documents, reports, and strategic plans was 

collected concurrently, catalogued systematically, and compared with interview narratives to 

ensure consistency and corroboration (Hodder, 2000; O’Leary, 2017). All data was stored 

securely with password protection, while consent forms were kept separately from interview 

materials. An audit trail was maintained to document analytic decisions and file management 

processes, thereby strengthening credibility, dependability, and confirmability. 

3.6 Data Analysis 

This study employed thematic analysis to interpret qualitative data. Thematic analysis, initially 

articulated by Braun and Clarke (2006) and later developed into reflexive thematic analysis to 

emphasise the researcher’s interpretive role (Braun & Clarke, 2019), provided a systematic 

framework for analysis. The analytic process followed six stages: familiarisation through 
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transcription and repeated reading, generation of initial codes by labelling data segments, 

searching for themes through the clustering of related codes, reviewing themes for coherence 

and consistency, defining and naming themes, and producing the final report supported by 

illustrative quotations and documentary evidence. Reflexive notes were maintained throughout 

the analytic process, and coding was managed through manual charting or qualitative data 

analysis software to ensure transparency and methodological rigour (Nowell et al., 2017). 

This method was appropriate for examining how education agencies adapted their 

communication practices amid declining foreign aid. Interview data were coded inductively, 

while also attending deductively to issues identified in the literature and research questions. 

Policy documents and reports were subjected to the same coding procedures to facilitate 

triangulation and strengthen analytic validity (Hodder, 2000). Rigour was reinforced using 

Lincoln and Guba’s (1985) criteria of credibility, transferability, dependability, and 

confirmability, supported by systematic analytic frameworks that enhanced reliability and 

coherence (Miles et al., 2014). These procedures ensured that the findings remained grounded, 

credible, and analytically robust. 

3.7 Ethical Considerations 

Ethical considerations were central to this qualitative study because of the direct interaction 

with participants and the handling of sensitive institutional information. Protecting the dignity, 

rights, and welfare of participants was fundamental to research integrity (Creswell & Creswell, 

2017). Ethical principles guided all stages of the research process, from participant recruitment 

to data dissemination (Bryman, 2016). Ethical clearance was obtained from the relevant review 

board prior to the commencement of fieldwork. Participants received an information sheet and 

consent form outlining the study’s purpose, procedures, and rights. Written informed consent 

was obtained, and participants retained the right to withdraw at any point, reflecting the 

principles of transparency and voluntary participation (Orb et al., 2001). 
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Confidentiality was strictly maintained through the use of pseudonyms and secure data storage 

procedures. Audio recordings and transcripts were encrypted, while consent forms were stored 

separately from research data (Kaiser, 2009). Reflexivity was also practiced throughout the 

study to remain attentive to potential biases and power relations inherent in qualitative research. 

As Tracy (2010) observed, reflexivity strengthens ethical integrity and analytic sincerity. 

Findings were therefore reported with care and sensitivity, ensuring that meaning was 

preserved without compromising participant confidentiality. 

3.8 Conclusion 

This chapter detailed the methodological choices adopted for the study. By employing a 

qualitative research design, the study generated in-depth insights into how agencies under the 

Ministry of Education in Ghana adapted their communication practices amid declining foreign 

aid. The use of purposive sampling, semi-structured interviews, and document analysis ensured 

that the data collected was rich, contextually grounded, and aligned with the study’s objectives. 

The next chapter presents the findings, organised around the research questions and themes 

that emerged from the analysis. 
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CHAPTER FOUR 

DATA ANALYSIS AND DISCUSSION 

4.1 Introduction 

This chapter presents the findings of the study and explains how empirical data were analysed 

in relation to the research objectives. Drawing on interview material and document review, the 

analysis identifies key patterns in how strategic communication is organised, practised, and 

repositioned within education agencies under conditions of declining foreign aid. Findings are 

presented thematically, with sections reflecting the relative strength of patterns emerging from 

the data rather than uniform structure, and illustrations are drawn from participant accounts 

and institutional records to support analytic credibility. 

4.1.1 Institutional Profile of Participating Agencies 

Data was generated from interviews with eight senior personnel working within public 

education governance institutions in Ghana. Participants occupied roles linked to financing and 

coordination, regulation and quality assurance, service delivery and access, and public 

knowledge and learning systems. All interviewees held positions with responsibility for 

communication, coordination, or policy-related decision-making, ensuring that accounts were 

grounded in institutional practice. Levels of professional experience ranged from mid-level to 

senior appointments, reflecting variation in exposure to organisational processes. To protect 

institutional identity, neither agency names nor individual titles are disclosed, and participants 

are identified only through coded labels. The functional positioning of participants’ 

institutions, which provides the contextual basis for interpreting variations in communication 

practice, is summarised in Table 4.1. 
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Table 4.1: Functional Classification of Coded Agencies 

Code Group Institutional Role 

RES1–RES2 Financing and international coordination 

RES3–RES5 Regulation and quality assurance 

RES6–RES7 Service delivery and access 

RES8 Public knowledge and learning systems 

Source: Filed Data (2025) 

4.2 Overview of Emergent Themes 

Analysis of the data revealed three broad patterns that capture how education agencies are 

reorganising communication in the context of declining foreign support. First, communication 

has shifted from a support function to an institutional survival tool, with agencies relying more 

heavily on communication to maintain visibility, manage expectations, and assert relevance in 

the absence of stable external funding. Second, the degree to which communication is 

established as a formal institutional function varies considerably across agencies, with strong 

differences observed in staffing, authority, and internal recognition. Third, communication has 

become central to partnership mobilisation, as agencies increasingly depend on public 

reputation, message control, and engagement practices to attract non-donor support and sustain 

external relationships. These themes are presented unevenly in the sections that follow in order 

to reflect the analytical weight of the data rather than impose uniform structure. 

4.3 RQ1: Communication as Institutional Survival Mechanism 

The enquiry showed that as donor support declined, communication became integral to 

institutional continuity rather than a technical function. The data indicated that agencies relied 

on communication to sustain authority, regulate expectations, and preserve legitimacy under 

increasing uncertainty. Communication practices shifted toward image reinforcement, 

stakeholder alignment, and internal stabilisation. These findings suggested that survival 
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depended not only on financial resources but on the ability of institutions to actively construct 

relevance through controlled messaging and strategic visibility. 

4.3.1 Communication following donor withdrawal 

Following the withdrawal of external financing, communication shifted from routine activity 

to an institutional organising function, as agencies absorbed responsibilities previously carried 

by donor systems for reporting, justification, and public positioning. Funding-oriented agencies 

stressed credibility signalling and relationship maintenance, while regulatory and service 

agencies prioritised mandate protection, authority, and coordination. These patterns reflect 

resource dependence and strategic adaptation rather than passive adjustment (Pfeffer & 

Salancik, 1978; Frooman, 1999; Hillman et al., 2009; Oliver, 1991; Casciaro & Piskorski, 

2005; Drees & Heugens, 2013), with education and Ghana-specific studies confirming similar 

effects after donor exit (Lewin, 2020; Riddell & Niño-Zarazúa, 2016; World Bank, 2024; 

Kumi, 2020; Ministry of Finance, 2024; 2025), and communication scholarship framing 

communication as a managerial capacity under uncertainty (Hallahan et al., 2007; Argenti, 

2016; Zerfass et al., 2018; Cornelissen, 2020). 

Meanwhile, RES6 explained how practices were recast when formal donor templates 

disappeared: 

When the project cycles stopped, the way we communicated changed at 

once. Before, donors gave us schedules, formats, and language for 

progress. After the funds reduced, nothing came with structure, yet the 

public still demanded explanation. We began crafting reports ourselves, 

not because policy directed us to, but because silence looked like failure. 

Communication changed from a task to a shield, especially when 

programmes stalled. (RES6, Interview, November, 2025) 

In contrast, RES2 emphasised external-facing pressures that followed donor departure: 

Once international support declined, the silence from partners did not 

mean the pressure stopped. We had to initiate contact, justify programmes, 
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and present ourselves as stable without borrowing credibility from donors. 

Communication became momentum. If we did not speak deliberately, we 

were simply forgotten in the network that decides where attention and 

resources go. (RES2, Interview, November, 2025) 

In addition, RES4 focused on authority preservation within regulatory work: 

Our concern was not partnerships first; it was authority. When donors 

were around, policies carried weight by association. When they left, our 

directives were questioned. We had to explain mandates repeatedly, not 

because the law changed, but because confidence changed. 

Communication took the form of internal briefings, staff circulars, and 

continuous reminders of why our work mattered. (RES4, Interview, 

November, 2025) 

Likewise, RES1 described a financing context that required deliberate positioning: 

In a funding agency, the moment donors pull back, you are suddenly visible 

and invisible at the same time. Everyone looks to you for answers, yet 

nobody protects you anymore. Communication had to expand in two 

directions: outward to reassure partners, and inward to sustain staff 

morale. We learned that funding without explanation became suspicion. 

(RES1, Interview, November, 2025) 

The findings showed that agencies redefined communication as an organising function rather 

than a technical task, aligning more with Resource Dependence Theory than Stakeholder 

Theory because resource loss, not ethics, drove behaviour. Stakeholder perception remained 

relevant (Freeman, 1984; Mitchell et al., 1997), but survival through visibility and meaning 

control dominated. Menashy (2018) and Riddell (2018) showed how donor withdrawal 

exposed institutional weakness, while IMF (2020) and Kayitesi (2024) illustrated that 

internalised communication, as in Rwanda, strengthened resilience. Overall, resource 

conditions shaped conduct more strongly than relational concerns, with shifts in dependence 

preceding changes in communication (92 words). 

4.3.2 Visibility, reporting, and legitimacy work 

The data here, showed that, after external verification declined, visibility and reporting became 

central instruments of legitimacy. Agencies used communication to construct institutional 
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presence, replace donor symbolism, and display order during uncertainty through rewritten 

reports, increased notices, and stronger executive briefings. This aligned with claims that 

credibility develops through structured engagement rather than assertion (Hon & Grunig, 1999; 

Kent & Taylor, 2016; Weder, 2022) and that visibility is forward-looking work (Cornelissen, 

2020; Freberg, 2021; Kunadt, 2025). Prior education studies and Ghana-focused research 

similarly confirmed that authority rests on how value is narrated and defended (Samoff & 

Stromquist, 2001; Odoom et al., 2024) (96 words). 

In this light, RES5 underscored the symbolic role of reporting: 

What people underestimate is that reporting is not about numbers; it is 

about reassurance. When donors were present, reports went upward. Now 

they go outward. They are written to be read by the public, not just by an 

office in another country. That forced us to think about language, tone, 

and explanation. It became performance with purpose. (RES5, Interview, 

November, 2025) 

Similarly, RES7 highlighted visibility as institutional continuity: 

Once funding decreased, our fear was disappearance. Not closure, but 

irrelevance. We increased engagement activities not because we had more 

money, but because silence meant we did not exist. Communication 

became our proof of life. Communities needed to see us before they trusted 

us. (RES7, Interview, November, 2025) 

Moreover, RES3 emphasised the political dimension of communication: 

Our reports now spoke as much to Parliament and the public as to any 

partner. That changed how we wrote. We documented not just outputs but 

decisions. Legitimacy depended on showing that choices were reasoned, 

not secret. Communication worked as governance evidence. (RES3, 

Interview, November, 2025) 

Meanwhile, RES8 focused on the learning public: 

For us, the audience was not donors; it was users. We knew that if citizens 

stopped engaging, funding arguments failed. So we invested in public 

communication. Not advertising, but explanation. People supported what 

they understood. (RES8, Interview, November, 2025) 

These patterns reflected Stakeholder Theory more directly than the prior theme, as agencies 

prioritised presence, explanation, and trust among varied publics. Freeman et al. (2007), 
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Phillips (2003), and Mitchell et al. (1997) affirmed the centrality of legitimacy through 

engagement. Yet the findings also challenged Jensen (2002) by demonstrating that broad 

stakeholder focus did not dilute management action; instead, it structured it. The literature on 

partnership communication (Grimm et al., 2024; Civera et al., 2025; Muganzi, 2022; Zoleta et 

al., 2021; Izak et al., 2024) reinforced the observed link between narrative and authority. The 

data thus suggested a layered explanation: resource dependency explained urgency, while 

stakeholder processes accounted for method. Communication did not simply inform; it 

authorised. This dual pattern explained why agencies sustained reporting even when funding 

did not follow immediately. Presence preceded provision, and legitimacy preceded partnership. 

4.3.3 Communication within leadership systems 

As external support declined, communication moved into the centre of everyday leadership. It 

became a tool for guiding staff, explaining decisions, and sustaining confidence, rather than a 

task left to specialist units. Leaders framed change and defended strategy as part of routine 

management. This shift reflects work that places communication within executive 

responsibility (Argenti, 2016; Cornelissen, 2020; Zerfass et al., 2018) and governance research 

on leadership under pressure (Hassan et al., 2022; Mensah & Gordon, 2020). Resource 

Dependence Theory explains this change, as leaders took communicative control when external 

protection weakened (Pfeffer & Salancik, 1978; Hillman et al., 2009). 

At one point, RES3 described leadership communication as translating policy into conviction: 

We did not just issue instructions anymore; we explained them. Staff were 

anxious, unions were asking questions, and the public expected certainty. 

Our leadership work became a constant exercise in meaning-building. 

Every directive had to carry purpose, otherwise it was resisted or 

misunderstood. (RES3, Interview, November, 2025) 

Elsewhere, RES1 presented executive communication as organisational protection: 
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When funding reduced, staff morale went down as fast as budgets. 

Leadership communication stopped being ceremonial. It became survival 

talk. We had to explain why salaries delayed, why projects slowed, and 

why we still mattered without external logos behind us. (RES1, Interview, 

November, 2025) 

In addition, RES6 highlighted leadership visibility: 

Our managers were suddenly visible everywhere such as meetings, 

briefings, media. Not because rules demanded it, but because people 

needed reassurance. Leadership without communication felt like 

abandonment. Speaking constantly became part of governance. (RES6, 

Interview, November, 2025) 

Likewise, RES4 described communication as internal diplomacy: 

Authority could no longer rest in policy alone. Staff questioned directives 

emotionally, not legally. So leadership communication had to become 

diplomatic. We persuaded before we instructed. (RES4, Interview, 

November, 2025) 

These patterns suggested that leadership processes depended strongly on communication 

structures. Stakeholder Theory explained part of this shift as leaders balanced expectations 

from staff, unions, communities, and external actors (Freeman et al., 2007; Mitchell et al., 

1997). However, Resource Dependence Theory offered a stronger account. Leadership 

behaviour changed primarily due to loss of resource security rather than moral obligation. 

Communication filled the gap left by donor authority and replaced external validation with 

internal coherence. The findings therefore supported dependence logic more strongly than 

relational balancing, even though both frameworks remained informative. 

4.3.4 Coordination gaps and internal strain 

Under conditions of financial pressure, internal weaknesses in coordination became harder to 

contain. Standard procedures and workflow structures weakened, leading to overlapping 

duties, slow communication, and unclear lines of responsibility. Rather than improving 

efficiency, communication networks became strained. Earlier studies similarly show that 
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funding withdrawal often disrupts coordination and increases organisational tension (Riddell 

& Niño-Zarazúa, 2016; Lewin, 2020; Drees & Heugens, 2013), while public management 

research reports declining integration in periods of fiscal stress (Hassan et al., 2022; Ndombi, 

2021; Suva, 2025). 

RES5 described breakdowns in routine coordination: 

Before, if we needed data from another agency, donors structured it. 

Deadlines existed outside us. When that stopped, cooperation slowed. We 

waited, followed up, waited again. It was not refusal, it was exhaustion. 

Everyone was overwhelmed. (RES5, Interview, November, 2025) 

Meanwhile, RES2 explained information overload stating that "when systems fragmented, 

everything came to communication desks. We received messages meant for other departments. 

Coordination collapsed into inboxes." Furthermore, RES7 described operational friction, "we 

worked in the same sector but stopped moving in sequence. One agency released information 

the other had not seen. Communities blamed us all equally." In similar terms, RES8 noted 

institutional fatigue, "we spent more time explaining confusion than delivering services. 

Communication drained energy instead of organising it." 

These experiences reflected system-level stress more than individual failure. The findings 

resonated with Zoleta et al. (2021) and Muganzi (2022), who described similar strain in 

partnership networks. They also reflected Kent and Taylor (2016) and Weder (2022) in 

showing how poor communicative integration destabilised trust. Resource Dependence Theory 

again offered the stronger explanation; when shared external coordination disappeared, the 

system absorbed its own disorder. Stakeholder Theory added texture by explaining relational 

consequences, but dependence logic explained causation. Communication therefore functioned 

both as a pressure point and as an attempted remedy. 
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4.4 RQ2: Institutionalisation of Communication Practice 

Building on this shift, the data revealed uneven integration of communication into 

organisational structures. In some agencies, communication functioned within formal systems 

and senior oversight, while in others it remained scattered across administrative units. This 

variation shaped levels of coordination, accountability, and public engagement. The findings 

showed that where communication lacked status and authority, institutional response to 

funding pressure was weaker and less coherent.  

4.4.1 Status of communication units 

The findings showed that agencies differed markedly in how far communication had been 

embedded structurally. A minority described dedicated communication units headed by senior 

officers who reported close to executive leadership. In such cases, communication staff had 

clear mandates, budget lines, and formal involvement in planning cycles. This evidence 

reflected arguments that institutionalised communication structures served as preconditions for 

strategic practice (Cornelissen, 2020; Hallahan et al., 2007; Zerfass et al., 2018; Silverman & 

Smith, 2024). It also mirrored studies that presented communication units as important for 

coordinating multi-stakeholder environments in the public sector (Gupta et al., 2021; Hassan 

et al., 2022; Mensah & Gordon, 2020). 

RES3 described this position in the following terms: 

In our agency, communication had a directorate status. The unit sat at the 

same table as planning and finance. That meant issues of messaging, 

stakeholder engagement, and media response were considered when 

strategies were formed, not after the fact. We were not waiting to be told 

what to say; we were part of deciding what would be done. (RES3, 

Interview, November, 2025) 

In some agencies, communication was integrated into leadership and functioned as internal 

advice, consistent with studies that link executive visibility to proximity to decision-making 
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(Argenti, 2016; Cornelissen, 2020) and with evidence from Ghana that effective partnerships 

rely on established communication offices (Mensah & Gordon, 2020). In others, arrangements 

were minimal and low-ranking, leaving communication reactive rather than strategic, a pattern 

also reported in Ghana and other African contexts (Wu & Baah-Boakye, 2009; Kankam, 2022; 

Ngondo & Klyueva, 2023). RES6 explained this constraint as follows: 

We had one person managing communication for the whole service, yet 

the structure still treated that function as if it was just issuing press 

releases. There was no directorate, no seat at top management. When 

challenges emerged around funding or policy, communication came in 

late, after decisions had already been taken and criticised in public. 

(RES6, Interview, November, 2025) 

In a related way, RES7 highlighted the absence of formal recognition: 

On paper, we had a communications officer. In practice, the role was 

squeezed between administration and protocol. There was no clear unit, 

no defined team. That meant we depended on goodwill from other 

departments to gather information, and messages often reached the public 

with gaps or delays. (RES7, Interview, November, 2025) 

Funding and coordination agencies presented another variation. Some had communication 

functions formally located within corporate affairs or external relations, with explicit 

responsibility for donor and partner engagement. Others lacked separate units but assigned 

these tasks to planning or international cooperation divisions. These arrangements reflected 

Resource Dependence Theory, which suggested that structures evolved in relation to critical 

resource environments (Pfeffer & Salancik, 1978; Hillman et al., 2009; Drees & Heugens, 

2013). Where agencies depended heavily on external networks for support, the data suggested 

more deliberate attention to how communication was organised. 

As RES1 noted: 

Our communication set-up grew out of necessity. When partners became 

more demanding, leadership realised that leaving engagement to chance 

was too risky. A small unit was created, but it reported through finance 

because the justification came from resource concerns rather than image 

alone. (RES1, Interview, November, 2025) 
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These findings suggested that structural status depended strongly on perceptions of 

communication as either a technical support service or a strategic capability. Stakeholder 

Theory helped to explain aspirations to manage diverse publics more deliberately (Freeman et 

al., 2007; Phillips, 2003; Mitchell et al., 1997). However, Resource Dependence Theory 

appeared to offer a closer fit to the observed pattern, as agencies gave higher structural status 

to communication when resource conditions made external engagement and reputation central 

to survival. Communication units expanded or stagnated in relation to perceived dependence 

on external stakeholders, which reflected the core propositions advanced by Pfeffer and 

Salancik (1978) and elaborated by Frooman (1999) and Malatesta and Smith (2014). 

4.4.2 Role clarity and professional authority 

Beyond structural status, the findings pointed to significant variation in how communication 

roles were understood and respected within agencies. In some agencies, officers had clear 

duties, regular expectations, and direct access to leadership, which positioned them as advisers 

on risk, public sentiment, and institutional standing. This aligns with research that describes 

communication professionals as interpretive specialists rather than technical staff (Hallahan et 

al., 2007; Botan, 2021; Zerfass et al., 2018) and with studies that stress professional authority 

as essential for influence in governance and policy settings (L’Etang, 2008; Farinloye et al., 

2020; Ngondo & Klyueva, 2023). 

RES4 illustrated this position by stating: 

My responsibilities were clearly outlined. I was expected to advise 

management on implications before announcements were made, not 

simply to tidy up language afterwards. When major policy documents were 

being prepared, the communication office had a defined role in shaping 

how they would be presented to teachers, unions, and the media. (RES4, 

Interview, November, 2025) 
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In such agencies, communication staff were part of leadership discussions and acted as 

interpreters of stakeholder expectations for management, in line with Stakeholder Theory and 

studies that cast them as organisational intermediaries (Freeman et al., 2007; Mitchell et al., 

1997; Grunig, 2009; Kent & Taylor, 2016). In others, authority was weak and involvement was 

limited to crisis moments, creating a gap between title and influence. This pattern reflects 

earlier accounts from Ghana and Sub-Saharan Africa that place practice within media handling 

and protocol (Wu & Baah-Boakye, 2009; Ngondo & Klyueva, 2023) and arguments that 

marginal treatment restricts impact on policy and investment climates (Naz, 2025; Odoom et 

al., 2024). RES2 captured this frustration as follows: 

The organisation liked to say it valued communication, but in practice we 

were informed after decisions had already leaked. We were called when 

damage had to be managed, not when choices were being considered. That 

made it difficult to advise or to prevent misunderstandings. (RES2, 

Interview, November, 2025) 

Similarly, RES5 described the consequences for professional identity: 

Our job descriptions sounded strategic, but daily work felt reactive. We 

responded to requests for speeches and social media posts with little 

information about the thinking behind them. It was difficult to challenge 

this, because communication was still seen as a service rather than 

expertise. (RES5, Interview, November, 2025) 

RES8 also emphasised the ambiguity around authority: 

People assumed that anyone who could write could handle 

communication. That perception reduced our influence. We were 

consulted for editing, not for judgement. (RES8, Interview, November, 

2025) 

These accounts reflected a tension between structural recognition and practical authority. 

While some agencies granted communication units formal status, their staff still experienced 

marginalisation in decision-making. Resource Dependence Theory helped to explain why 

budget-holding departments sometimes overshadowed communication professionals, since 

control of resources translated into agenda-setting power (Pfeffer & Salancik, 1978; Hillman 

et al., 2009). At the same time, Stakeholder Theory remained useful for understanding how 
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communication officers framed their own practice as representing multiple publics whose 

perspectives were otherwise underrepresented in executive deliberations (Freeman et al., 2007; 

Kent & Taylor, 2016). The data therefore suggested that role clarity and authority remained 

contested, with professional aspirations for strategic input often constrained by resource-based 

hierarchies. 

4.4.3 Communication policy weakness or absence 

The findings also showed that formal communication policies were either weak, outdated, or 

entirely absent in several agencies. Participants repeatedly indicated that their work was guided 

by past practice, personal judgement, and informal norms rather than by structured institutional 

frameworks. This situation reflected what Zerfass et al. (2018) and Silverman and Smith (2024) 

described as low communication maturity, where organisations lacked documented standards 

for planning, evaluation, and crisis response. It also echoed public sector communication 

research that stressed the importance of policy frameworks for consistency, transparency, and 

accountability (Gupta et al., 2021; Hassan et al., 2022). 

RES6 described the situation in blunt terms: 

We had no communication policy that matched the realities we were 

facing. There were old guidelines about press statements, but nothing that 

spoke to social media, stakeholder engagement, or digital reporting. Most 

decisions depended on who was on duty and how cautious or bold they 

felt. (RES6, Interview, November, 2025) 

RES7 similarly pointed to the reliance on informal routines: 

What we did was based on tradition. People said, ‘This is how it has 

always been done,’ but no one could show a document. That made it 

difficult to justify decisions when they were challenged by the public or by 

other agencies. (RES7, Interview, November, 2025) 

Where policies existed, they often focused narrowly on media handling and did not address 

internal communication, stakeholder mapping, or partnership engagement. This narrowness 
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contradicted the broader understanding of strategic communication advanced in the literature, 

where authors such as Hallahan et al. (2007), Cornelissen (2020), and Botan (2021) presented 

communication as encompassing internal, external, and digital dimensions. It also stood in 

contrast to international examples, such as Rwanda and Finland, where communication 

frameworks had been deliberately crafted to support education reforms (IMF, 2020; Kayitesi, 

2024; Salonen-Hakomäki et al., 2024). 

RES1 remarked on this disconnect: 

Our documents focused on how to clear press releases, not on how to plan 

communication around major reforms or funding changes. When donors 

stepped back, we realised that we lacked written guidance on how to 

explain difficult decisions to staff, parents, or Parliament. (RES1, 

Interview, November, 2025) 

RES3 also highlighted the implications for coordination: 

Without a shared policy, each department communicated in its own way. 

Some were cautious, others were promotional. The result was that our 

messages did not always reinforce one another. Partners received mixed 

signals about our priorities. (RES3, Interview, November, 2025) 

These experiences speak to core debates on communication and institutional reform. Prior work 

shows that weak investment in communication frameworks often produces misunderstanding 

and resistance to reform (Naz, 2025; Odoom et al., 2024; Kumi, 2020), a pattern confirmed by 

the findings. The study also indicates that prolonged donor presence discouraged the 

development of domestic policies, since external reporting once supplied structure (Riddell, 

2018; Menashy, 2018; Lewin, 2020). Resource Dependence Theory explains this persistence: 

as donors provided both finance and templates, agencies had little incentive to formalise local 

systems. Stakeholder Theory remains relevant for trust and legitimacy, but dependence logic 

clarifies why policy vacuums endured despite sustained advocacy (Hallahan et al., 2007; 

Cornelissen, 2020; Gupta et al., 2021). 
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4.5 RQ3: Communication and Partnership Formation 

Against this structural backdrop, the findings showed that agencies increasingly depended on 

communication to attract partners and secure alternative support. The data indicated that 

reporting practices, narrative framing, and public positioning were used to project credibility 

and invite collaboration. However, organisational gaps constrained the depth of engagement 

and limited partnership stability. 

4.5.1 Attraction of private and development actors 

The data showed that agencies increasingly used communication to attract private foundations, 

corporate programmes, and alternative development partners through deliberate positioning 

rather than passive receipt of support. Mandates, achievements, and needs were framed to align 

with funder priorities, reflecting efforts to diversify dependence (Pfeffer & Salancik, 1978; 

Frooman, 1999) and recent African education practice (CAMFED, 2024; FAWE, 2024; 

Mastercard Foundation, 2024; T-TEL, 2023). Communication officers worked with technical 

units to produce concept notes, profiles, and evidence briefs that presented gaps as investment 

opportunities, consistent with views of communication as value framing in contested funding 

environments (Hallahan et al., 2007; Cornelissen, 2020; Botan, 2021; Kunadt, 2025). RES1 

noted that partnership attraction required deliberate presentation rather than assumption: 

We recognised that donors were no longer circulating in the way they used 

to. New partners did not simply arrive at our door. We therefore prepared 

clear, accessible briefs that showed what we had achieved with limited 

resources and where additional support would have the greatest effect. 

These documents were not only technical; they were written to persuade. 

(RES1, Interview, November, 2025) 

Other agencies with service delivery and access mandates described outreach to corporate 

foundations that were interested in education as part of their social responsibility portfolios. 

Participants reported that they used communication channels such as websites, public events, 
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and targeted correspondence to present their institutions as credible vehicles for implementing 

scholarships, infrastructure projects, or community learning initiatives. This practice mirrored 

analyses of corporate social responsibility in Ghana and elsewhere, which indicated that firms 

preferred partners that could demonstrate transparency and institutional capacity (Bhardwaj et 

al., 2024; Sehgal et al., 2020; Citinewsroom, 2022; Graphic Online, 2025; Vodafone Ghana 

Foundation, 2016). 

RES7 illustrated this approach in relation to corporate partners: 

We started treating the private sector as a potential partner rather than a 

distant observer. Our communication highlighted communities we served, 

success stories from learners, and systems we already had in place. When 

companies saw that we were organised and accountable, they were more 

willing to discuss collaboration. (RES7, Interview, November, 2025) 

The findings also indicated that agencies with international coordination roles sought to 

reposition themselves as attractive interlocutors for multilateral and regional initiatives. They 

used diplomatic language and emphasised alignment with global agendas such as the 

Sustainable Development Goals, inclusive education, and digital learning. This strategy 

reflected earlier work on public diplomacy and strategic communication, where states and 

agencies sought to present themselves as credible partners in international policy arenas 

(García, 2021; Tsvetkova & Rushchin, 2021; Amevor, 2025). 

RES2 remarked on this international dimension: 

Our communication emphasised that Ghana remained a serious partner 

in education even as aid declined. We drew attention to our policy reforms 

and internal reforms, so that potential collaborators could see continuity 

and seriousness. We were not begging for help; we were inviting 

partnership. (RES2, Interview, November, 2025) 

Across the agencies, therefore, attraction of private and development actors depended heavily 

on how communication presented institutional competence, alignment with broader agendas, 

and evidence of prior success. Resource Dependence Theory provided a strong explanatory 

frame, because the behaviour observed reflected attempts to mitigate vulnerability by 
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expanding the network of supporters (Pfeffer & Salancik, 1978; Hillman et al., 2009). 

Stakeholder Theory complemented this by clarifying why agencies diversified their narratives 

for different audiences, presenting technical detail to some and social impact stories to others 

(Freeman et al., 2007; Mitchell et al., 1997). The findings did not suggest that partnership 

attraction was purely instrumental; participants also emphasised the desire to extend service 

reach. Nevertheless, resource concerns remained central to the way communication strategies 

were conceived. 

4.5.2 Credibility signalling and narrative control 

A second feature of the findings concerned how agencies sought to use communication to 

signal credibility and maintain control over narratives about their performance. The data 

demonstrated that agencies used communication to signal credibility and shape narratives after 

donor validation declined. Annual reports, audited accounts, evaluation results, and beneficiary 

stories became tools for demonstrating reliability, supporting the view that trust grows through 

openness and dialogue rather than claims alone (Hon & Grunig, 1999; Kent & Taylor, 2016; 

Weder, 2022). Ghanaian evidence likewise showed that public acceptance of policy depends 

on explanation and justification (Odoom et al., 2024; Kumi, 2020). As scrutiny increased, 

agencies planned messages more carefully, managed timing, and engaged journalists and 

opinion leaders to retain control over interpretation and public confidence. 

RES5 explained this shift in emphasis: 

We could no longer rely on partners to speak for us. In the past, donor 

reports served as proof that we were on track. Now we needed to produce 

our own evidence and tell our own story. That meant investing more effort 

in how we framed our achievements and our setbacks. (RES5, Interview, 

November, 2025) 

Agencies also described efforts to synchronise internal and external messaging, so that staff at 

different levels communicated consistent information to stakeholders. This approach echoed 
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communication frameworks that recommended internal alignment as a foundation for external 

credibility (Cornelissen, 2020; Silverman & Smith, 2024; Izak et al., 2024). 

RES3 highlighted the importance of this internal focus: 

Legitimacy did not depend only on media statements; it depended on what 

our own staff said in classrooms, offices, and community meetings. We 

therefore shared key messages internally before public announcements, so 

that colleagues could answer questions with confidence. (RES3, Interview, 

November, 2025) 

At the same time, participants acknowledged the difficulty of maintaining narrative control in 

a competitive media and political environment. Social media amplified criticism and created 

pressure for rapid responses. Communication officers reported that they needed to monitor 

public discussion and adjust their messaging when misunderstandings spread. This experience 

reflected broader debates about digital communication in public institutions, where scholars 

such as Freberg (2021), Kent and Taylor (2016), and Farinloye et al. (2020) described both 

opportunities for engagement and risks of reputational damage. 

RES6 commented on this dynamic: 

Information travelled faster than our formal channels. Social media could 

spread incomplete or inaccurate versions of our work before we had 

spoken. We had to become more proactive and more present, otherwise 

other people’s stories defined us. (RES6, Interview, November, 2025) 

Credibility signalling also involved deliberate demonstration of accountability. Agencies 

referenced financial reporting to Parliament, independent audit processes, and collaborative 

evaluations with civil society or academic partners. These efforts mirrored international calls 

for stronger domestic accountability in education financing (Hassan et al., 2022; Zickafoose et 

al., 2024; Oketch et al., 2020) and reflected arguments by Riddell (2018) that understanding of 

aid effectiveness depended on transparent communication. 

RES8 provided an example from a knowledge and access institution: 
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We invited stakeholders to events where we presented not only our 

successes but also our constraints. That openness-built respect. People 

could see that we were serious about learning and improvement, not only 

about praise. (RES8, Interview, November, 2025) 

In all, these practices suggested that citation by donors had been replaced by domestic methods 

of credibility building. Resource Dependence Theory remained relevant, because agencies 

sought to reassure potential supporters that they represented low-risk, high-impact partners 

(Pfeffer & Salancik, 1978; Hillman et al., 2009). However, Stakeholder Theory offered a 

particularly strong lens in this subtheme, as agencies managed perceptions among multiple 

audiences, cultivated trust, and tried to shape shared understandings of their role (Freeman et 

al., 2007; Phillips, 2003; Mitchell et al., 1997). Communication served both as evidence and 

as narrative, blending factual reporting with interpretive framing in ways that reflected 

contemporary work on strategic communication in public sectors (Hallahan et al., 2007; 

Cornelissen, 2020; Gupta et al., 2021). 

4.5.3 Constraints in managing partnerships 

Despite strategic intent, many agencies faced barriers that weakened partnership management. 

Capacity limits, bureaucracy, political influence, and unequal power relations often constrained 

communication efforts, reflecting wider critiques of aid governance and collaboration under 

fiscal pressure (Samoff & Stromquist, 2001; Menashy, 2018; Riddell & Niño-Zarazúa, 2016; 

Ndombi, 2021; Suva, 2025). A central problem was understaffing and limited skills in 

communication units, where few officers handled multiple functions at once, reducing 

responsiveness and making sustained engagement with partners difficult. RES4 summarised 

this challenge: 

We knew that partnership management required ongoing communication, 

but the team was too small to maintain consistent contact with all 

stakeholders. We prioritised crises and high-visibility events, which meant 
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that relationship building often took place in brief windows rather than 

through sustained dialogue. (RES4, Interview, November, 2025) 

Another constraint arose from bureaucratic procedures. Participants explained that even when 

communication officers developed compelling proposals or responses to partner interest, 

internal approvals could take considerable time. Potential partners sometimes lost momentum 

or redirected resources elsewhere while agencies awaited clearance from multiple layers of 

authority. This pattern reflected broader governance concerns in the literature, where slow 

decision-making processes in public institutions reduced agility in responding to opportunities 

(Nyanyofio et al., 2022; Hassan et al., 2022). 

RES2 described this situation in relation to external actors: 

Some partners expected quick confirmation. Our internal processes 

involved several endorsements and legal reviews. By the time we 

concluded, their funding cycles had moved on. Communication created 

interest, but administrative delays weakened our ability to convert that 

interest into actual partnerships. (RES2, Interview, November, 2025) 

Participants also referred to negotiating from positions of relative weakness. They observed 

that agencies sometimes accepted terms that were not fully consistent with their strategic 

priorities because they feared losing scarce resources. This experience reflected critical 

accounts of partnership where organisations with limited leverage struggled to assert their 

preferences (Menashy, 2018; Muganzi, 2022; Tugyetwena, 2023). 

RES5 commented on this dilemma: 

In theory, partnerships were supposed to be mutual. But, we sometimes felt 

compelled to accept conditions because we did not have alternatives. 

Communication helped us to present our case, but it did not remove the 

fact that we needed the support more than the partners needed us. (RES5, 

Interview, November, 2025) 

In addition, political dynamics influenced which partnerships could be pursued or sustained. 

Participants mentioned shifts in priorities following changes in leadership or policy direction. 

Agreements that had been carefully negotiated and communicated sometimes lost support 
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when political attention moved elsewhere. This dynamic echoed Kumi (2020) and Ntim and 

Botchway (2023), who described how political narratives in Ghana shaped the implementation 

of broader development agendas, including Ghana Beyond Aid. 

RES6 reflected on this source of uncertainty: 

We invested time in building relationships around certain reforms, only 

for priorities to change after leadership transitions. Partners asked 

whether the commitments would endure. Our communication could 

reassure them to a point, but we could not fully control political decisions. 

(RES6, Interview, November, 2025) 

These constraints suggested that communication alone could not resolve structural and political 

challenges in partnership management. Nevertheless, the findings indicated that robust 

communication capacity improved agencies’ ability to navigate them, by clarifying 

expectations, documenting agreements, and maintaining engagement even when progress 

slowed. From a theoretical standpoint, Resource Dependence Theory explained why agencies 

accepted unfavourable conditions at times, given their reliance on external support (Pfeffer & 

Salancik, 1978; Hillman et al., 2009). Stakeholder Theory added an important perspective by 

highlighting the ethical and relational tensions that practitioners experienced when balancing 

organisational needs with the expectations of communities, staff, and partners (Freeman et al., 

2007; Phillips, 2003). Communication practitioners occupied a complex space in which they 

sought to protect institutional interests while also advocating for transparent and respectful 

partnership practices. 

4.6 Cross-Agency Contrasts 

The data showed that communication practice differed consistently across institutional types, 

not because of individual leadership style alone, but because of mandate location within the 

education system. Agencies responsible for financing and international coordination treated 

communication primarily as an instrument for external positioning and partner engagement. 

Their inquiry into communication focused on reputation management, proposal framing, and 
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strategic engagement with non-state actors. By contrast, regulatory and quality assurance 

agencies placed greater weight on mandate explanation and internal authority, using 

communication to manage compliance, professional discipline, and institutional credibility. 

Service delivery agencies, on the other hand, emphasised public reassurance and community 

engagement, with communication directed toward sustaining confidence among beneficiaries 

rather than attracting external capital. The Ghana Library Authority displayed a distinct 

orientation, with communication centred on visibility and public learning rather than regulation 

or financing. These variations demonstrated that communication practice followed institutional 

role more closely than organisational culture, and that differences observed in Themes One 

through Three reflected patterned institutional conditions rather than isolated administrative 

choices. Across agencies, the findings therefore depicted a stratified communication system in 

which emphasis, direction, and intensity were shaped by functional responsibility within the 

education sector. 

4.7 Chapter Summary 

This chapter showed that reduced external support elevated communication to a core 

institutional function across agencies. Communication supported organisational continuity, 

leadership action, and partnership building. The findings also revealed uneven formal 

integration, seen in differences in unit status, professional authority, and the presence of policy 

frameworks. These differences followed institutional roles rather than chance. Communication 

practices reflected responsibility structures within the education system and shaped responses 

to pressure and scrutiny. The next chapter relates these findings to theory and examines 

implications for practice and policy. 
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CHAPTER FIVE 

SUMMARY OF FINDINGS, CONCLUSION AND RECOMMENDATIONS 

5.1 Introduction 

This chapter synthesised the results of the study and drew the inquiry to a close through 

interpretation, conclusion, and forward guidance. Attention moved from analytical description 

to reflective assessment of what the findings revealed about communication practice within 

Ghana’s education governance system. The chapter therefore consolidated evidence from 

earlier chapters and examined its implications for institutional organisation, leadership 

practice, and partnership work. In addition, it outlined action-focused recommendations and 

identified directions for further scholarly attention. 

5.2 Summary of the Findings 

The study examined how strategic communication functioned within selected education 

agencies during a period characterised by declining foreign assistance and increased domestic 

responsibility. The inquiry focused on changes in communication practice following donor 

withdrawal, the place of communication within leadership systems, institutional structures 

supporting communication work, and the role of communication in partnership mobilisation. 

The objectives were pursued across agencies with differing mandates in order to reveal 

patterned behaviour rather than isolated experience. 

The findings showed that communication assumed expanded relevance once donor-led 

coordination systems weakened. Agencies no longer depended on externally provided 

reporting frameworks to structure public communication. Communication activities therefore 

shifted toward internal explanation, domestic accountability, and institutional positioning. 

Messages became more locally oriented, and reporting increasingly targeted communities, 
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professional groups, and national actors rather than international sponsors. Communication 

consequently operated as a means of institutional continuity under pressure. 

Furthermore, leadership practice became distinctly communication-oriented. Authority was 

exercised through explanation, visibility, and reassurance rather than instruction alone. 

Managers placed greater emphasis on interpretation of policy change and financial constraint. 

Routine leadership work became communicative in form. As a result, senior officials were 

required to mediate uncertainty and sustain confidence through extended engagement with staff 

and the wider public. 

In addition, institutional support for communication displayed wide variation. Some agencies 

maintained formally recognised communication units with decision-level access, while others 

operated with minimal staffing and uncertain authority. The presence or absence of policy 

frameworks further shaped practice. Where written guidance was lacking, decisions depended 

largely on precedent and discretion. Partnership activity intensified across agencies, yet 

constraints relating to capacity, bureaucracy, and negotiation power limited success in several 

cases. Communication facilitated access to external actors but did not eliminate structural risk. 

5.3 Conclusion 

The inquiry began with a concern about how education agencies in Ghana responded to the 

reduction of external financial support. It sought insight into how communication practice 

changed under conditions of fiscal contraction and institutional transition. Earlier chapters 

established the context of declining aid and positioned communication as an underexplored 

dimension of governance reform. The need for empirical attention to institutional 

communication emerged from this background. 

Subsequently, the study engaged agencies operating within different functional areas of the 

education sector. Through field data and documentary review, the inquiry traced changes in 
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reporting practice, leadership engagement, organisational structure, and partnership work. The 

analysis revealed progressive reliance on communication as a controlling mechanism within 

institutions. Communication shifted from auxiliary task to core activity. 

Thereafter, interpretation of the findings demonstrated that communication influenced 

institutional stability, authority, and external engagement. Patterns differed across institutional 

roles, yet a common emphasis on visibility, coherence, and positioning was evident. The 

formation of partnerships and maintenance of credibility depended increasingly on deliberate 

communication effort. Leadership engagement also became symbolically important in 

managing uncertainty. 

Finally, the study closed with the position that strategic communication now operated as a 

governing capacity within Ghana’s education system rather than a support function. 

Institutional resilience depended on communication practice as much as on regulation or 

financing. The study therefore established that communication was central to institutional 

performance under constraint and would remain so as Ghana strengthened domestic capacity. 

5.4 Recommendations 

In light of the findings, the Ministry of Education should develop a national strategic 

communication framework for agencies within the education sector. The framework should 

extend beyond media relations to cover internal communication, partnership engagement, and 

public accountability. Clear guidance would promote consistency and institutional coherence. 

Governing councils and management boards of education agencies should elevate 

communication units to senior administrative status where this remained absent. Placement 

within top management structures would improve access to decision-making and increase 

institutional responsiveness. Communication leadership should be positioned alongside 

planning and finance functions. 
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Agency heads should issue formal role definitions for communication personnel. Clear 

authority would strengthen professional contribution and reduce reactive dependence. Staff 

development programmes should include communication leadership as part of capacity 

building. 

Inter-agency coordination mechanisms should be introduced to harmonise messaging across 

the sector. Shared platforms for briefings and information exchange would reduce 

inconsistency and support public clarity. 

5.5 Areas for Further Research 

Future research should examine strategic communication practice within decentralised 

education systems. Comparative studies across African countries would illuminate institutional 

variation. Longitudinal inquiry would clarify how communication capacity evolves over time. 

Research on private sector engagement in education governance would also extend 

understanding of partnership dynamics. 
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APPENDIX 

INTERVIEW GUIDE 

Thank you for agreeing to take part in this study. The purpose of this research is to explore 

how agencies under Ghana’s Ministry of Education adapt their communication strategies in 

response to the decline in foreign aid. Your insights will help us understand how strategic 

communication supports credibility, stakeholder engagement, and partnerships in this context. 

• Participation is voluntary, and you may choose not to answer any question or withdraw 

at any point without penalty. 

• With your consent, this interview will be audio-recorded to ensure accuracy. 

• All responses will be kept confidential. Your name will not appear in any report; 

instead, a pseudonym or code will be used. 

• The interview will take approximately 45–60 minutes. 

 

A. Background and Rapport 

1. Please describe your role in this agency and how it involves communication or 

stakeholder engagement? 

B. Strategic Communication amid Declining Aid (Objective 1) 

2. How has your agency’s communication strategy changed in response to the decline in 

foreign aid? 

3. What challenges have emerged in sustaining communication activities under reduced 

funding? 

C. Institutionalisation of Public Relations (Objective 2) 

5. How is Public Relations structured or formalised within your agency? (e.g., units, 

policies, frameworks) 

6. In what ways does your agency work to build and maintain credibility and trust with 

stakeholders? 

D. Communication for Partnerships and Support (Objective 3) 

7. What communication approaches have been effective in attracting new partners or 

alternative funding sources? 

8. How do you see communication shaping your agency’s sustainability in the future? 

E. Reflections and Forward-Looking Insights 

10. What lessons can other public agencies in Ghana learn from your agency’s 

experience? 

11. What improvements or innovations would you suggest for strengthening 

communication strategies? 
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Do you have any final thoughts on the role of communication in advancing the “Ghana 

Beyond Aid” agenda? 


