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EDITOR'S page

Unleash Your Hidden Leader

eadership isn't a position but a state
of mind, as Donna Prestwood and
Paul Schumann remind us in the new
e-journal Strategic Creativity
(www.strategic-creativity.org).
We all have a leader lurking within us. In
today’s chaotic, complex world, it’s vital
to get in touch with that secret source
of power.

To do so, you need to harness your
intuition, creativity, and versatility (see

World.” She uses the example of Outward
Bound to spotlight the importance of
moving beyond your comfort zone and
leading “with” your teammates. To un-
cover your true leadership potential, see
her 10 tips on page 18.

Another hallmark of the leader is to
be open to change (see “Make Change
Happen by Avoiding these Mistakes,”
page 32). But be sure to tailor your plan
to your organization’s needs (see “Match

“P”s, as it is the key to organizational
longevity.

They are also wise to choose
“people” as their second essential “P.” No
organization will survive without the right
people and a leader who knows how to
motivate and inspire them.

In their e-article, “New Principles of
Leadership,” Prestwood and Schumann
urge that you “enoble, enable, empower,
and encourage others and yourself.”
Empowerment won’t work without
ennoblement and enablement, they point
out. Begin by letting go of the negative
and looking for a new perspective (see
“Diffusing Self-Doubt” on page 31).

You can’t embrace the leader within
till you know yourself through and
through. Assess your fears, skills, and
tolerance for change. Find the chains
that bind you to your past, and throw
them aside. Open your soul to the poten-
tial of the unknown, and let your inner

Empowerment
won’t work without

ennoblement.
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“Different Thinking Is Not Wrong” on
page 32). You must be willing to take risks
and make mistakes (see “What a Leader
Isn’t” on page 32).

At the same time, it’s crucial to let go
of your ego and become part of the team,
as Mary Ann Siegel emphasizes in
“Thoughts on Leadership in the Nonprofit

Your Change Strategy to Your
Organization’s Maturity” on page 19).
Also be careful to funnel creativity
and change in the right direction.
Without focus and strategy, the result
can be bedlam. The authors of “Seven Ps
for Sustaining Success” (page 21) astute-
ly list “planning” as the first of the seven

leader soar. m

Jéc WW/ ‘c /(e__

Jill Muehrcke
Editor, Nonprofit World



www.ababooks.org

What Every Nonprofit Director and Manager Should
Know about Effective Governance for Nonprofits

Nonprofit Governance Library p,.Just

2002 7x 10 Paperback Product Code: 5070392P Ub’i
$99.95 (1-9 copies); $89.95 (10 - 25 copies) ShEd

This Library, including three publications, Guidebook for the Directors of Nonprofit Corporations, Second
Edition; Nonprofit Governance and Management; Nonprofit Resources: A Companion to Nonprofit
Governance, offers legal guidance on directors' duties, rights, risks and obligations; practical how-to-
commentary; sample forms and letters; handy checklists; and pointers for both nonprofit directors and
staff. Also, the third title in this Library is a reference listing books, handbooks, professional journals,
government publications, foundation reports, case and statutory citations, and Internet sites related to
nonprofit governance. The Three publication titles within the Library are described as:

1) Guidebook for Directors of Nonprofit Corporations, Second Edition
By the Committee on Nonprofit Corporations, ABA Section of Business Law
2002 280 pages 7 x 10 Paperback

A new edition of the ABA’s most popular title, this accessible guidebook is designed for directors and
prospective directors of all types of nonprofit corporations. The Guidebook, written in plain-English
commentary, addresses general legal principles and corporate governance issues to provide nonprofit
directors with a comprehensive understanding of their roles. The new Second Edition adds full-length
chapters covering today’s changed political and legal environment for nonprofits; tax ramifications of
profit and joint ventures; employee relationships, laws, and policies; duties of directors in special cir-
cumstances such as change-of-control events and bankruptcy.

2) Nonprofit Governance and Management
Edited by Victor Futter, Judith A. Cion and George V. Overton
2002 744 pages 7x 10 Paperback

This updated edition of Nonprofit Governance-The Executive’s Guide expands the scope of its popular
predecessor to address issues relevant to both directors and managers of nonprofits. Drawing on the
expertise of nonprofit executives, directors, lawyers, and other professionals experienced in organization
and management, this new edition offers step-by-step guidelines, sample forms and letters, handy check-
lists and pointers to additional resources. Topics include accounting, board and committee operations,
grant writing, Internet laws, liability, membership, mission statements, state regulations, and much more.

3) Nonprofit Resources: A Companion to Nonprofit Governance

Edited by Victor Futter

2002 80 pages 7x 10 Paperback

A reference containing hundreds of helpful up-to-date listings of books, handbooks, professional
journals, government publications, foundation reports, case and statutory cites, and Internet sites.

Each entry includes complete bibliographic details to guide you straight to the information you need.
Entries are arranged by topic for quick, convenient look-up. Topical coverage includes accounting,
charity, directors, effective boards, fiduciary duties, governance, health care, hospitals, information
flow, lobbying, membership associations, nominating committee, orientation, private foundations,
records retention, and more!

ORDER TODAY!

Visit www.abanet.org/buslaw/catalog/pubs.html
to learn more about this publication and others in the Business Law Section.

References may be kept up to date through periodic supplementation, revisions and companion volumes sent on approval. Any supplementation issued within three months of
purchase will be sent at no additional charge. You may change or cancel any upkeep service at any time by notifying the American Bar Association in writing.

AMERICAN BAR ASSOCIATION

’ www.ababooks.org Publications Orders /&
L Phone: 1-800-285-2221 P.O. Box 10892 1 )
SEERELS Fax:  1-312-988-5568 Chicago, IL 60610-0892 iy
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LETTERS 2o the editor

Gay-Friendly Article
Applauded

I really appreciated seeing the article
on workplace issues for Gay and Lesbian
employees (“Do You Have a Gay-Friendly
Organization?”) in your magazine’s Vol.
21, No. 1issue. So many publications shy
away from this topic. Yet the workplace
environment has such a huge impact on
the day-to-day lives of Gay employees.

I sent a copy of the article to the
United Way here in Detroit. They have
just started a diversity group, and creat-
ing an accepting atmosphere for Gay and
Lesbian employees is one of the first
issues they are confronting. I'm sure your
article will be a big help to them. Kudos
for taking the topic on!

Dan McDougall, Program Officer
City Connect Detroit

Detroit, Michigan
cityconnectdetroit.org

The Perfect Answer

I honestly don’'t know what I would
do without Nonprofit World. Every time
it arrives, I devour it eagerly, and it always
has the perfect answer to a problem I'm
wrestling with at the time. It truly is a
treasure of valuable information. And the
on-line access to past articles is absolute-
ly brilliant-another great way to find the
answer to any question I may have.

I was amazed to discover that
Nonprofit World is celebrating its 20th
anniversary this year. I have been manag-
ing small nonprofit organizations in the
northeast for 12 years and learned about
Nonprofit World seven years ago. If only
I had known about it when I started out
in the field! It would have saved me much
gnashing of teeth and pulling out of hair.

Thanks, Nonprofit World, for being a
wonderful resource for so many years.

T K. Klein

N.C.E.A.

Colonia, New Jersey

Little Disagreement
with Volunteer Article

I enjoyed Susan Ellis’s article,
“Do Volunteers Deserve the Board’s
Attention?,” in your Vol. 21, No. 1 issue. It
was a pleasure to read an article on how
to manage volunteers with which I hardly
disagreed! There aren’t many. I'm still
amazed at the consecutive years of waste
of volunteer time and talent of which
nonprofit managers are capable.
Thank you most kindly, and best
wishes with the economy.
Nick Levinson
New York, N.Y.

Missing Article?

We recently purchased the Nonprofit
World CD-ROM, which includes past
Nonprofit World articles. As I was read-
ing the article “Communicate Your
Message with Community Resources”
(Vol. 8, No. 1), I realized it is part of a
series on “Using Communications Re-
sources to Advantage.” The next article in
the series, “Nonprofit Communications
on a Shoestring: Thriving in the Midst of
Crisis” (Vol. 8, No. 2) is described as Part
3. Logic would indicate that these are
consecutive articles; however, it seems
Part 2 is missing. Could you help me
locate Part 2 of this series?

Zuzanna Szkudlarek

The Sustainability Network
Toronto, Ontario, Canada
info@sustain.web.ca

No, there isn’t a missing article,
although your confusion is understand-
able. There are actually five articles in
the series:

1. “Put Your Annual Report on Video,”
Vol. 7, No. 5

2. “Communicate Your Message with
Community Resources,” Vol. 8, No. 1

3. “Nonprofit Communications on a
Shoestring,” Vol. 8, No. 2

4. “PSAs-Free But Not Easy,” Vol. 8,
No. 3

5. “Picture Your Organization on
Videotape,” Vol. 8, No. 4

We're delighted that you find the
CD-ROM of articles useful. Another
option is to order Public Relations &
Communications, Leadership Series, in

which these articles also appear
(www.snpo.org).
-Ed.
PLEASE GET IN TOUCH

We would love to hear your
response to anything in Nonprofit
World, your comments about any
aspect of the nonprofit sector, and
your concerns about your daily
work. Please get in touch in any of
the following ways:

Drop us a note at:
Letters to the Editor
Nonprofit World
P.0. Box 46346
Madison, Wisconsin 53744-5346

E-mail to: -
muehrcke@core.com

Please include your name, address,
and phone number. If you'd like your
comments to appear anonymously,
please let us know. We look forward
to hearing from you!



FIRST alert

Flaws Found in Nonprofit Watchdog Groups

As donors demand greater accounta-
bility from nonprofits on how they use
their funds, watchdog groups and non-
profit rating services (charitywatch.org,
charitynavigator.org, ministrywatch.com,
give.org, guidestar.com, etc.) have sprung
up. A new study brings these groups’
ratings into doubt.

Standards used by such groups
assume that all charities are similar
enough in their operating expenses that
they can be compared usefully with one
set of criteria. But this study (“Research
about Fundraising and Administrative
Costs,” www.coststudy.org) shows that
nonprofits’ efficiencies vary because of a
number of factors, including the organiza-
tion’s size, age, and subsector. The study’s
findings include the following:

e Large organizations spend
more on management and general
expenses than do small organizations, all
other factors being equal.

¢ Organizations with primary
missions in arts, education, environment,
and health have higher management and
general expense than other nonprofits.

¢ Older nonprofits have higher
management costs than new nonprofits.

e Small nonprofits with govern-
ment funding have higher management
costs.

e Smaller, older organizations
have higher fundraising costs than larger,
newer organizations.

¢ Arts and environmental groups
have lower fundraising ratios (ratio of
fundraising costs to contributions re-
ceived) than human-service organizations.

¢ Educational groups have higher
fundraising ratios than human-service
groups.

Other factors not yet studied may
play an even greater role in fundraising
and management cost differences. These
include: the executive director’s role in
fundraising, the fundraising staff’s experi-
ence, fundraising competition in the orga-
nization’s “micro-niche,” the board’s
involvement in fundraising, and the
fundraising tactics used.

The study concludes that the best
comparisons are made among organiza-
tions that are similar in several ways,
including subsector, budget size, and age.
The researchers plan to continue examin-
ing factors that may affect fundraising
cost ratios. In the next phase of their
study, they will analyze differences in
organizations using direct mail, telephone
appeals, special events, and other
fundraising vehicles.

Where Are Your
Missing Workers?

Unscheduled absences rose to
an all-time high last year, a recent
survey (www.cch.com) finds. More
than two-thirds of these absences
were caused by reasons other than
illness, including family and personal
issues, stress, and entitlement men-
tality. Organizations with good
morale reported fewer absences than
those with poor morale. Programs
rated most effective at combating
unscheduled absenteeism were paid
leave banks (also known as paid time
off), alternative work arrangements,
compressed work weeks, leave for
school functions, on-site child care,
employee assistance plans, and
telecommuting.

Board Member Must Pay for Bad Investments

A board member of a nonprofit organization who also serves as the organi-
zation’s investment advisor is solely responsible for bad investments, according
to a New York appellate court (Scalp & Blade v. Advest).

The Scalp & Blade Scholarship Association had employed its board mem-
ber and his firm to manage its investment portfolio. When the value of the port-
folio tanked, the Association sued for $330,000, the difference between the port-
folio’s value and its hypothetical worth if it had been prudently invested.

The trial court found for the Association, and the advisor sought contribu-
tions from his fellow board members to help pay the damages, alleging that they
had also breached their fiduciary duty. The court found that the advisor was not
entitled to any contribution from the rest of the board.

See “Investment Guidelines” in Nonprofit World, Vol. 13, No. 1, and “How to
Pick the Right Investments,” Nonprofit World, Vol. 15, No. 6 (www.snpo.org).
Also see Don Kramer's Nonprofit Issues, www.nonprofitissues.com.

September ¢ October 2003

o1



Te]
o
=z
=
AN
Ke)
>
k]
—
2
+—
4=
(@]
L
o
c
@]
=z

(@)

“legitimate subjects of charity.”

Elderly are Legitimate Subjects of Charity

People over 60 are an appropriate charitable class even if they aren’t in poor health or financial need, according to the
Commonwealth Court of Pennsylvania. The ruling came in regard to a charity that provides low-cost housing to seniors but
doesn’t screen them for income or health status (Grace Center Community Living Corp. v. County of Indiana). Taxing
authorities opposed exempting the charity from real estate taxes on the grounds that it didn’t benefit a substantial number of

The Court disagreed, allowing the exemption. It held that the elderly are appropriate objects of charity simply because
of the “emotional, social, and physical challenges which increase with age” regardless of their health or finances.

Nonpraofits Protest Proposed Postal Ruling

The Alliance of Nonprofit Mailers
(www.nonprofitmailers.org) has joined
with other nonprofit groups to urge the
U.S. Postal Service to alter its proposed
rule on cooperative mailings to better
protect charities from unscrupulous
fundraisers. Under the proposed USPS

rule, cooperative mailing rules would be
relaxed to allow commercial fundraisers
much easier access to mailing at the pre-
ferred, nonprofit rates. The result is like-
ly to be a proliferation of one-sided and
abusive arrangements between nonprof-
its and commercial fundraising firms.

o Solutions / Executive Recruitment
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Partners in Your Success!

Recognized leaders in philanthropy ...

The Alford Group was founded in 1979 to provide leadership to not-for-profit
organizations. In our 24-year history, we have partnered with more than 800
organizations, offering the best in business practice to help our clients succeed.

Today, more than ever, challenging times require visionary leadership.

Let us put that tradition and expertise to work for you!

¢ Resource Fundraising /| Development

¢ Organizational Management Consulting

TAG EXECUTIVE SERVICES LLC

QVO
OAV

THE ALFORD GROUP INC.

Chicago ® Detroit ® Portland ® San Diego

1-800-291-8913 ¢ www.alford.com ® info@alford.com

Strengthening the not-for-profit community

Seattle ® Washington, DC

The Alliance, along with the
Association of Fundraising Profession-
als, the Direct Marketing Association,
and Independent Sector, submitted an
alternative ruling to the USPS. Their
suggestions would protect nonprofits
from abuse by commercial fundraisers
by requiring charities and fundraisers
to meet the following six criteria in
order to qualify for the nonprofit
mailing rate:

¢ The commercial fundraiser must
have no undue influence over the
nonprofit’s decision-making process.

e A written contract signed by a
board member or officer of the non-
profit organization is required.

¢ The funds collected must be con-
trolled by the nonprofit.

¢ The donor list must be owned and
controlled by the nonprofit.

¢ The fundraiser mustn’t retain any
ownership rights to any intellectual
property in the fundraising package.

o [If the fundraiser extends credit to
the nonprofit, repayment can’t be
based on the continued employment
of the fundraiser by the nonprofit.

Nonprofit World ¢ Volume 21, Number 5 September/October 2003
Published by the Society for Nonprofit Organizations

5820 Canton Center Road, Suite 165, Canton, Michigan 48187
734-451-3582 ® www.snpo.org



FUNDRAISING forum

Is an Auction Right for Your
Organization?

Here’s what to keep in mind.

BY MICHELLE HOLMAN

ore than 100,000 charity
auctions occur in the U.S.
each year. Organizations
from local schools to
national nonprofits are
using auctions to raise funds and fill the
gap left by dwindling funding sources. Is
an auction right for your organization?
Here are some things to consider.

Does an auction fit into your
fundraising and strategic plans?
Auctions can be great social gatherings
and community-building events. If the
event is planned and executed well,
donors go away feeling positive about
your cause and often turn into long-term
supporters. Guests enjoy auctions
because they receive something tangible
in return for their donation. Sponsors
appreciate the exposure, and the event
can be a valuable team-building activity
for your staff, volunteers, and supporters.

But will an auction complement your
other fundraising activities? Will your
donors be receptive? Are there new audi-
ences you are trying to reach? How can
you make your auction different from
others in your market? What timeframe is
best for holding it? When will competition
in the form of other special events be
minimal? Consider talking with top

donors and other key influencers to
gauge their interest in an auction and
what would make them attend.

What’s your budget? While auc-
tions can raise thousands of dollars in
just a few hours, there are many costs
involved. Expenses include food, bev-
erages, flowers, venue, entertainment,
computer management systems, rented
equipment, and publication of auction
invitations and catalogs. Don’t skimp on
lighting, a good sound system, and an
auctioneer, all of which can make or
break an auction. And don’t overlook
simple things like table decorations,
which people love to take home.

To get a handle on your budget,
outline auction goals, and estimate all

Keep in mind
that 70% of
revenue comes
Jrom the live
auction portion
of the evening.

preparation costs. When budgeting, keep
in mind that 70% of revenue comes from
the live auction portion of the evening
(85% of the items’ stated value is received
by the charity), 20% from the silent auc-
tion (50% of the stated value is made), and
10% from “fund-a-cause” (of which 100%
benefits the charity). While many things
can be donated, there will still be hard
costs involved. Use ticket sales and spon-
sorships to cover these costs. By planning
ahead, you can accurately determine how
much you'll need to raise through auction
revenue to reach your goal.

Do you have enough time to plan
the event? Planning should start 11
months ahead to make sure there’s
enough time to secure a venue, recruit
volunteers, procure items, and organize
and publicize the event. In addition to
recruiting an auction chair and co-chair,
it's a good idea to form committees of vol-
unteers to oversee such areas of respon-
sibility as procurement, silent auction,
live auction, decorations and set-up,
entertainment, invitations, volunteer
coordinator, publicity, registration, check
out, item pick-up, and clean-up.

Procurement takes time and is an
important key. The success of an auction
depends on the value and demand for

September ¢ October 2003
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CREATIVE FUNDRAISING IDEAS

Seek Unique
Auction Items

The more unique the
items you put up for bid, the
more money they're likely to
reap. Examples of success-
ful auction items include a
one-ton dumptruck-load of
cow manure and a life-size
dog cut from a piece of pine
by a chainsaw carver. See
www.benefitauction.com.

Make It Personal

An auction to raise money for fami-
lies of flight attendants who perished on
September 11, 2001, raised over $289,000
in one evening. The silent auction in-
cluded signed memorabilia and artwork
personalized to September 11. The live
auction included dates with flight
attendants, pilots, firefighters, police
officers, and federal agents. Think of
ways you can personalize your auction
to your cause.

Try a Silent
Auction Emcee

Live auctions always
have an auctioneer describ-
ing each item up for bid.
Try that same approach
with a silent auction.
Have an emcee with a
portable microphone walk
among the auction items
and describe them. See
www.stevensoninc.com.

items up for bid. The best lots are items,
experiences, and activities that are not
easily purchased, which have greater
value and will encourage people to attend
the event. When determining procure-
ment items, think about the make-up of
prospective attendees, their interests,
and a realistic budget range for bidders.
School auction? Put kids’ artwork or
class projects, the latest computer or
entertainment systems, a family ski trip,
or vacation to Disneyland up for bid. Be
creative with your lots! You'd be sur-
prised at the interest in a group father-
son baseball outing or a mothers-only
social gathering hosted by a well-liked
parent. Assign committee members
specific categories to target, such as
restaurants, hotels, and entertainment.
Find out who knows whom, and leverage
those relationships.

Make time to talk with people at
organizations similar to yours who have
run successful auctions. If possible,
attend a charity auction seminar, which
will offer helpful insights.

Nonprofit World ¢ Volume 21, Number 5 September/October 2003
Published by the Society for Nonprofit Organizations
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Do you have the necessary
resources? Determine whether you or a
dedicated staff member has the time and
energy to plan an auction and coordinate
with the auction chair, co-chair, and com-
mittee members. You'll also need a team
of volunteers on-site to support the event.
The night of the event, plan on one vol-
unteer for about every 10 guests. For
example, a 250-person event would have
six volunteers at registration, four spot-
ters during the live auction, six at item
pick-up, and nine for set-up and clean-up.
Be upfront with your staff and volunteers
on the responsibilities and time commit-
ment involved.

Many larger organizations use event-
management software to electronically
manage auction event planning and
processes—from procurement to bid

You'd be surprised
at the interest in a
group father-son
baseball outing.

tracking. Payment-processing technology
streamlines auction check-in, virtually
eliminates end-of-evening cashier lines,
speeds fund transfer, and lowers credit-
card processing expenses—meaning
you'll have more funds to benefit your
organization. m

Resources

Alford, Jimmie, Resource Development
Videotape.

“Going, Going, Gone! How Much Can
Charity Bidders Deduct?”, Nonprofit World,
Vol. 19, No. 5.

Major, Mimi, “Taming the Beast: Four Keys
to that Special Event,” Nonprofit World, Vol.
20, No. 4.

Muehrcke, Jill, Are You Sitting on a Gold
Mine? Fundraising Self-Assessment Guide.

Muehrcke, Jill, ed., Fundraising and
Resource Development, Leadership Series.

These resources are available from the
Society’s Resource Center, www.snpo.org.

Michelle Holman is director of sales for
AuctionPay, which helps nonprofits meet
fundraising goals, cut costs, and improve
the guest and volunteer experience with an
easy-to-use electronic payment processing
solution. An active community volunteer,
Holman has more than 10 years’ experience
n nonprofit fundraising and effective auc-
tion operations. For more information, visit
WWW. AUCLTONPAY.cOM.



Crisis in the Boardroom—

BOARD 7room

Can We Avoid Catastrophe?

Only if we make some drastic changes—and fast.

BY GARY SNYDER

et’'s be direct, the nonprofit sector
is in crisis! Nonprofit organizations
are on the verge of apocalypse.
Without some immediate atten-
tion, they're going to be DOA—
dead on arrival.

The Past

Nonprofit organizations are society’s
response to an issue that needs to be
addressed. Nonprofits are typically held
in high esteem, as evidenced by their tax
status and the relatively innocuous regu-
lations under which they're monitored.
It’s implicit that they will regulate them-
selves and provide for the public good. In
large measure they are working well, but
a small and increasing number of non-
profits are poised to spoil everything.

The Present

The nonprofit sector is massive and
far-reaching. More than 1.5 million non-
profits exist in the U.S. with contribu-
tions of about $200 billion, representing
about 15% of the U.S. Gross Domestic
Product (GDP). Thousands of young peo-
ple will begin their careers by joining the

tens of thousands of Americans
employed in the nonprofit sector. One to
three million board seats are either
vacant or turning over. While this creates
a severe crisis, it presents a great oppor-
tunity to educate those joining the forces
of the nonprofit world.

Nonprofit and for-profit boards have
rejected the notion that they aren’t per-
forming in the best interests of their
stakeholders. Yet there’s ample evi-
dence—Enron, Global Crossing, Lucent,
WorldCom, Waste Management, and
others—of corporate boards not fulfilling
their fiduciary responsibilities. Nonprofit
organizations have had their share of
problem agencies, including United Way,
Red Cross, the Baptist Foundation, and
others whose boards have failed to
govern effectively.

Because nonprofits have been held
sacred, we've turned our heads and disre-
garded the obvious similarities with the
corporate world. But there’s no reason to
believe that nonprofits would manage
and govern themselves better than for-
profits, except for the greed component
in the for-profit sector. Even if nonprofit
board members have more pristine
motives, they're equally ineffective.

So What's the Problem?

With hundreds of billions of dollars of
donations on the table every year, there’s
an assumption that management and gov-
ernance of the nonprofit agencies is flaw-
less. Unfortunately, that’s not the case.

People join nonprofit boards
because they want to “do good.” Virtually

A small and increasing number of

nonprofits are poised to spoil everything.
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every member of the board is a volunteer.
Therefore, the goal of board meetings is
to seek camaraderie and minimize con-
flict. Bad news isn't welcome, and coun-
terpoints are often considered rude.

Few board members are sufficiently
prepared to guide the organization. As a
result, the executive staff is in the seat of
power and the front line for all decision
making, Staff members are exposed to
issues before the lay leadership is aware
of them. Frequently, the board is kept
in darkness about problems brewing.
Communication between board and staff
typically needs improvement. The board
is often caught in a crisis that could have
been mitigated by earlier intervention.

And a Solution!

If nonprofits want to keep their tax
advantages, they must move quickly to
change the way boards operate. Both
board and staff must gain the skills need-
ed to govern—those tools that are indis-
pensable to make thoughtful and appro-
priate decisions. Staff members must sup-
port their board to create a symbiotic
relationship between the two. The power
couple of the future is the board leader-
ship and the executive staff.

The days of the board rubber-
stamping staff recommendations must
end. It is crucial to develop a culture that
fosters accountability by the board at all
levels. It’s up to the board, not the staff, to

Frequently, the board is kept in darkness

about problems brewing.

recruit new board members. Understand-
ing financial statements is a board man-
date, not a casual discussion. Cultivating
outside relationships is a leadership
activity, not a staff function. Adherence
to a focused annual agenda, thoughtfully
considered, is an imperative.

The Result

When a board exercises its authority
and staff is used appropriately, organiza-
tional failure is minimized. The board will
be able to handle bad news, not simply
the rosy assumptions that were standard
fare from staff in the past. Mechanisms
for feedback and controls will feel com-
fortable. Assessment of board and staff
performance will reflect reality rather
than perceptions. With those changes in
place, regulators and politicians won't
need to impose their will on the nonprofit
sector, as they are poised to do.

Nonprofit organizations are a vital
part of our society. Board business is
serious business. So, let’s get going and
reform it! m

Resources

Brudney, Jeffrey & Vic Murray, “Improving
Nonprofit Boards: What Works & What
Doesn'’t?”, Nonprofit World, Vol. 15, No. 3.

Houle, Cyril, “How Effective Is Your Board?
A Rating Scale,” Nonprofit World, Vol. 8, No. 5.

Muehrcke, Jill, ed., Board Leadership &
Governance, Leadership Series.

Stewart, Andrew, “Long-Range Financial
Planning: The Board’s Role,” Nonprofit World,
Vol. 11, No. 6.

Weisman,
Videotape.

Carol, Board Governance

These resources are available from the
Society’s Resource Center, www.snpo.org.

Gary Snyder 1is president of Mentor
Associates (6584 Pleasant Lake Ct., West
Bloomfield, Michigan 48322, 800-878-8870,
mentorassoc@hotmail.com), a consulting
firm specializing in supporting boards of
directors.
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ENTREPRENEURIAL spirit

Keep or Kill? Score Your Programs

Use this tool to decide which activities to nurture—and which to abandon.

BY JERR BOSCHEE

ntrepreneurs in the nonprofit
sector have encountered a
stunning irony.
When they began explor-
ing earned-income strategies
during the 1980s and 1990s, they were
searching for new sources of revenue to
help them maintain and expand their
programs. They were dealing with a sim-
ple, deadly fact: Traditional sources of
revenue—charitable contributions and
government subsidies—couldn’t keep
pace with social needs.

So they set out to find the money
they needed to serve more people—only
to learn that the first rule of entrepre-
neurship is contraction. The last thing
they expected to wind up with was
fewer programs, but that’s what hap-
pened. The pioneers in the field learned
a harsh lesson: It is not possible to be all
things to all people.

THE GOSPEL
ACCORDING TO
DRUCKER

The concept of “organized abandon-
ment” began to seep into the nonprofit
sector in the mid-1980s when manage-
ment guru Peter Drucker turned his
attention to the field and recoiled from
what he saw.

The first rule of

entrepreneurship
is contraction.

Too many nonprofits were becom-
ing increasingly unwieldy, unable to give
their clients the attention they deserved
because they no longer had the neces-
sary time or resources. And much of the
pain was self-inflicted. Multi-service
organizations grew frenetically, adding
programs every year, spreading them-
selves thinner and thinner.

Drucker had some blunt advice: If
your products or services aren’t number
one or number two in the market, kill
them. Rather than trying to be all things
to all people, concentrate on doing the
best possible job in a few, carefully
chosen areas.

His advice ran against the grain of
the traditional nonprofit mentality, but
most nonprofit managers eventually do
admit they're trying to serve too many
masters, and Drucker’s suggestion gives
them a lifeline, a way to simultaneously

sharpen their organizational focus and
expand their impact.

Unfortunately, the process can be
painful. It isn't easy to Kkill programs,
especially if they're the pet projects of
board members or funders. And there is
an important caveat: Organized aban-
donment for nonprofits does not mean
eliminating a program just because it
loses money. If the nonprofit is the best
or only provider of a program that’s
critically needed, it has an obligation to
continue the program—and a managerial
challenge to find other sources of
revenue to cover the cost.

At its heart, organized abandonment
requires a nonprofit to be honest with
itself—exceedingly difficult for any
organization, nonprofit or otherwise. But
the results have been worth it, and the
ultimate winners have been the clients.
Nonprofit entrepreneurs have discov-
ered that reducing the number of pro-
grams they offer has actually enabled
them to serve more people and to
serve them better—because they've
had the time and resources to expand
their efforts.
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THE ORGANIZED
ABANDONMENT GRID®

One of the decision-making tools
nonprofits have been using for the
past decade to decide which programs
to eliminate is “The Organized
Abandonment Grid™® (see below). This
grid enables them simultaneously to
analyze the social purpose and financial
impact of each program they offer—and,
ultimately, weigh the programs against
one another.

Before they can use the tool effec-
tively, however, nonprofits must decide
whether they're pursuing a “sustain-
ability” or “self-sufficiency” model.
Sustainability can be achieved through a
combination of charitable contributions,
public sector subsidies, and earned
revenue, but self-sufficiency can be
achieved only by relying completely on
earned revenue. If nonprofits are more
interested in sustainability than self-
sufficiency, they can factor philanthropic

and government support into their calcu-
lations of financial impact. If they prefer
to concentrate on self-sufficiency, then
they should use charitable contributions
and government subsidies only as tie-
breakers at the end of the process when
making final decisions about which pro-
grams to expand, maintain, reduce,
divest, or eliminate.

The Organized Abandonment Grid®
is designed to answer two questions
about each product or service the non-
profit offers:

¢ Regardless of who provides it or
whether anybody can pay for it, how
many people in the community truly
need it—and how critical is their need?

e What are the financial implica-
tions? Can the product or service be
profitable, or will it result in losses?

Nonprofits use the horizontal axis
on the grid (a five-point scale) to answer
the “social purpose” question and the

vertical axis (a seven-point scale) to
answer the “financial impact” question.
The intersection of the two scores leads
them to a cell with one of five labels,
each with a specific set of mandates:

¢ Definitely: These programs defi-
nitely deserve more resources. They are
high on both the social purpose and the
financial impact scales.

¢ Probably: These programs prob-
ably deserve more resources. They are
high on either the social purpose or the
financial impact scale.

¢ Maybe: The mix of social pur-
pose and financial impact is inconclu-
sive. The organization may or may not
want to keep these programs (and the
decision may rest in part on the size,
strength, and number of competitors).

¢ Probably not: These programs
should probably be eliminated. Either
there is very little or no social purpose,
or they could cause severe financial dam-
age to the rest of the organization.

The Organized Abandonment Grid®

Copyright © The Institute for Social P
SOCIAL PURPOSE
Notes: "Profits” and "losses”
are for annual operations and include CRITICAL SIGNIFICANT SOME MINIMAL NONE
all direct and indirect costs; "profits” are pre-tax
and prior to capital re-investment
5 4 2 1
P 21% OR MORE 7 DEFINITELY DEFINITELY DEFINITELY PROBABLY MAYBE
F R
| o
N F 11% - 20% 6 DEFINITELY DEFINITELY DEFINITELY MAYBE MAYBE
A 1
N T
C S 0% - 10% 5 DEFINITELY DEFINITELY PROBABLY MAYBE PROBABLY NOT
|
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| 1% - 10% 4 PROBABLY PROBABLY PROBABLY PROBABLY NOT DEFINITELY NOT
M L
P o
A S 11% - 40% 3 PROBABLY PROBABLY MAYBE DEFINITELY NOT DEFINITELY NOT
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S 41% - 70% 2 MAYBE MAYBE PROBABLY NOT DEFINITELY NOT DEFINITELY NOT
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¢ Definitely not: These programs
should definitely be eliminated. Either
there is very little or no social purpose,
or they will cause severe financial dam-
age to the rest of the organization.

THE “SOCIAL
PURPOSE"” SCORE

The first task for a nonprofit’s senior
management team is to decide where
each product or service should be placed
on the social purpose continuum:

¢ Is there a critical need? (a score
of “5”)

¢ Is there a significant need? (a
score of “4™)

¢ Is there some need? (a score
of “3”)

¢ Is there minimal need? (a score
of “2”)

¢ Is there no need? (a score of “1”)

Assigning the social purpose score is
tougher than most nonprofits expect, and
is more an art than a science. It's rela-
tively easy to count the number of people
who need a particular product or service,
but how does a nonprofit decide whether
one is more critical than another?

Decisions of this sort are frequent-
ly fueled by the passions of the people
involved, and most nonprofits are reluc-
tant to classify anything they do as less
than critical. People who work in the
sector are driven by a missionary
instinct and loathe the idea of turning
anybody away. When they see some-
body in pain, they try to help. Somebody
else is hurting? Start another program.
Before too long, the typical nonprofit is
stretched beyond its resources and
capabilities.

Nonprofits’ ingrained tendency to
view all their programs as equally impor-
tant is almost impossible to root out
without doing something drastic. So non-
profits need to practice triage: No more
than 20 percent of their products and
services should be considered “critical,”
no more than 20 percent “significant,”
and so on. Nonprofits don't like to take

Self-sufficiency
can be achieved
only by relying
completely on
earned revenue.

that approach, but most that do discover
two things: It's one of the most emotion-
ally wrenching experiences they've ever
had—but it’s also one of the most liber-
ating, because (often for the first time)
they've given themselves permission to
be candid.

Practicing triage successfully may
mean bringing in neutral observers to
provide a broader perspective. Some of
the most helpful have been men and
women who are themselves successful
entrepreneurs. Even then, however,
there are no hard and fast rules about
which products and services should go
into which categories. Making the final
decisions may require members of a
senior management team to compro-
mise with one another, but the overall
result is usually a consensus everybody
can live with.

THE “"FINANCIAL
IMPACT” SCORE

Once the social purpose score has
been determined, nonprofits can concen-
trate on a task that is more time-con-
suming, if less emotional—assigning a
financial impact score to each of their
products and services. To do so, the non-
profit must determine the following:

Could the product or service be
profitable (on a pre-tax basis)?

® 20% or more? (a score of “7")

* 11% to 20%? ( a score of “6™)

* (0% to 10%? (a score of “5”)

Or will it result in a loss?

* 1% - 10%? (a score of “4”)

* 11% - 40%? (a score of “3”)
* 41% to 70%? (a score of “2")
® 71% - 100%? (a score of “1”)

Historically, nonprofits trying to
determine the financial viability of a
product or service have relied mainly on
charitable contributions and govern-
ment subsidies, with earned income a
distant third. Nonprofit entrepreneurs
have turned that formula on its head.
Earned income has become primary,
especially because of the pressures
impinging on the nonprofit sector
today: Operating costs continue to rise,
resources from traditional sources are
less dependable, the number of non-
profits competing for grants and subsi-
dies has nearly tripled in the past 25
years, and the number of people in need
continues to escalate.

Charitable contributions and gov-
ernment subsidy are still welcome, but
no longer central. So, to make the finan-
cial impact calculation as useful as pos-
sible, most nonprofits adopt the self-suf-
ficiency model and concentrate only on
earned income. Philanthropic and public
sector dollars come into play later, but
only as tie-breakers if the intersection of
social purpose and financial impact
scores is inconclusive.

Assigning the financial impact
score for a product or service is based
on the interplay of numerous factors:
the nonprofit’s ability to compete (a
combination of critical success factors,
environmental forces, and competitive
advantage); break-even analysis; and
the size and direction of the market. So
nonprofits must gather at least five
types of information before the score
can be assigned:

e What are the critical success
factors? The factors will be different for
each product or service: They might
include price, convenience, quality, vol-
ume, direct mail, access to referral
sources, or many other possibilities. For



example, one of the most critical factors
for a nonprofit providing non-medical
services in their homes for the elderly is
the ability to recruit and retain home
care aides.

¢ What environmental forces
will have an impact? The forces could
be positive or negative, and they could
emerge from any number of sources
(demographic, economic, sociological,
technological, regulatory, political). An
obvious example has been the impact of
managed care on health and human serv-
ice organizations.

¢ Who are the primary competi-
tors—and how strong are they?
Competitors could come from the for-
profit, nonprofit, or public sectors. Do
any of them have a significant advan-
tage? The best way to find out is to test
them against each of the critical success
factors and environmental forces.

e What do the numbers say?
What is the unit cost to deliver a single
product or service? What are the fixed
and variable costs? How much invest-
ment will be necessary to compete effec-
tively? Will it take a year to break even?
Two years? Five years? Will profitability
ever be possible?

¢ What is the size and direction
of the market? How many dollars will
be available to pay for the product or
service—and from what source(s)?
Is the market growing, flat, or declining?
Does it really make sense to compete in
a dying market? Is it okay to take some
additional risks if the market is
expanding?

THE KEY INGREDIENT

Assigning the social purpose and
financial impact scores may be time-con-
suming, but doing so is still the easy part
of the organized abandonment process.
It's one thing to do research, quite anoth-
er to act. Organizational courage is fre-
quently in short supply when it comes to
making final decisions about what to do
with specific products or services.

But if nonprofits can summon the
courage, the results can be dramatic:
sharpened focus, more people served—
and higher levels of sustainability or self-
sufficiency. m

Resources

Boschee, Jerr, “Eight Basic Principles for
Nonprofit Entrepreneurs,” Nonprofit World,
Vol. 19, No. 4.

Boschee, Jerr, Social Entrepreneurship
Videotape.

Cohen, Jan, “You've Got to Know When to
Hold 'Em, Know When to Fold 'Em,”
Nonprofit World, Vol. 17, No. 1.

Dixon, Greta KMarie, “Evaluating
Nonprofit Programs: Now It's Essential,”
Nomnprofit World, Vol. 12, No. 3.

Fockel, Kenneth, “Give Your Organization
a Tune-Up,” Nonprofit World, Vol. 17, No. 1.

Muehrcke, Jill, ed., Enterprise (For-
Profit) Endeavors, Leadership Series.

These resources are available from the
Society’s Resource Center, 734-451-3582,
WWW.SNpO.0rg.

Jerr Boschee (jerr@orbis.net) has spent the
past 20 years as an advisor to social
entrepreneurs in the U.S. and abroad; he
has delivered seminars or conducted
workshops in 41 states and nine other
countries. He is the founder and executive
director of the Institute for Social
Entrepreneurs (www.socialent.org) and
the Executive Academy for Social
Entrepreneurs, is the founder and a
sentor partner in the Social Enterprise
Fund, and is a member of the adjunct
faculty at the School for Social
Entrepreneurs in London, England. He
served previously as president and CEO
of the National Center for Social
Entrepreneurs and co-founded both the
National  Gathering  for  Social
Entrepreneurs and the Affirmative
Business Alltance of North America,
the first two membership organizations
for entrepreneurs in the field of social
enterprise.
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The Alford Group Inc.

THE ALFORD GROUP INC. is a national
consulting firm to the not-for-profit sec-
tor, with offices in Chicago, Detroit,
Portland, San Diego, Seattle, Washington,
D.C. The firm provides leadership in the
areas of resource development, institu-
tional advancement, capacity building,
strategic planning, fundraising and mar-
keting; and provides organizational man-
agement counsel through its TAG
Executive Services LLC, subsidiary.

1603 Orrington Avenue 800-291-8913
Evanston, IL 60201 847/425-9800
Web: www.alford.com  Fax: 847/425-4114
E-mail: info@alford.com

Association Works

Offering results oriented consultation,
training and keynote presentations
designed to meet the unique needs of
contemporary nonprofit organizations.
Put our experience to work for your
mission. Leveraging relationships,
“customer delight” seminars, common
sense Boards, managing mergers,
executive searches, Myers-Briggs Type
Indicator, retreat/conference facilitation
and more. Contact : John Paul, Partner.
P.0. Box 741325 800-986-8472
Dallas, TX 75374 214-221-7881
Fax: 214-553-5585

Web: www.associationworks.com

E-mail: jpaul@associationworks.com

Blackbaud, Inc.

The leading supplier of fundraising/
membership, fund accounting and
academic administration software to
the nonprofit community. Since 1981,
Blackbaud has supported the efforts of
more than 12,000 private schools, col-
leges, universities, healthcare agencies,
environmental organizations, museums,
social service agencies, performing arts
groups, foundations, and other types of
charitable and cultural organizations.
2000 Daniel Island Dr 800-443-9441
Charleston, SC 29492-7541

Fax: 843-216-6100

Web: www.blackbaud.com

E-mail: solutions@blackbaud.com

Charity Advantage

CharityAdvantage serves thousands of
non-profits though technology programs:
* WEB SITES...only $29/month (plus $99
one-time set up)

* COMPUTERS... from $195

* LAPTOPS...from $495

* MICROSOFT...only $114 for Office XP
& $132 for XP Pro

* WARRANTIES...on parts & labor plus
tech support on all computers.

Please visit
www.charityadvantage.com/system.asp
127 Fennerton Rd Voice: 610-725-9995
Paoli, PA 19301 Fax: 610-725-8755
Web: www.charityadvantage.com

E-mail: info@charityadvantage.com

Chronicle of Philanthropy

Online and in print, the nonprofit world’s
No. 1 news source. Turn here for the lat-
est news, analysis, and how-to advice
for nonprofit executives, fundraisers,
development officers, and grant seekers.
Every issue is packed with success
stories, hundreds of recent grant
announcements, and scores of job
opportunities in the nonprofit world.
1255 Twenty-third St NW 800-728-2819
Washington, DC 20037 202-466-1200
Web: philanthropy.com  Fax: 202-223-6292
E-mail: subscriptions@philanthropy.com

Conservation Company (The)
Management consulting and planning
services to nonprofit organizations,
foundations, and corporate community
involvement programs. Services include
strategic planning, program design and
evaluation, organizational assessment
and development, and Board develop-
ment. For over 20 years, servicing organ-
izations that serve the public good.

Chicago: 888-222-0474
New York: 888-222-2283
Philadelphia: 888-222-2281
San Francisco: 415-788-4044

Web: www.consco.com
E-mail: info@consco.com

Crescendo Interactive, Inc.

Currently used by over 3500 organiza-
tions and 5500 users nationwide,
Crescendo is the Industry Leader provid-
ing the most comprehensive and power-
ful planned giving software available.
Marketing proposals include donor text,
flowcharts, color graphics, detailed
deduction and cash flow analyses plus
documents for gift annuities (50 states),
unitrusts, annuity trusts and lead trusts.
Qualified staff is available to answer
technical questions as well as provide
planned giving expertise. User-friendly
Donor-friendly format. Call for a FREE
90-Day Trial today!

1601 Carmen Drive, Ste 103  800-858-9154
Camarillo, CA 93010 Fax: 805-388-2483
Web: Crescendolnteractive.com

E-mail: crescendo@cresmail.com

eTapestry

eTapestry is a complete fundraising and
donor management system that is run
over the Internet. With access from any
Internet connection, complete commu-
nications capabilities, integration to your
web site for online donations, and all
maintenance and backups handled by
eTapestry, it is the ideal solution for
organizations of all types and sizes.
Wwww.etapestry.com

9201 Harrison Park Court
Indianapolis, IN 46216

Fax: 317/545-4180

Web: www.etapestry.com
E-mail: info@etapestry.com

888/739-3827
317/545-4170

Madrigal Soft Tools

Whether your organization schedules
rooms, staff & volunteers, vehicles or
other equipment resources by a fraction
of an hour or by the week, ResSched can
help. Sophisticated, award-winning, low-
cost, easy- to-use ResSched scheduling
software reduces costs by minimizing
time spent scheduling, improving

resource utilization and reduced capital
spending, and avoiding costly double
booking and schedule conflicts. Free
fully-functional trial version can be
downloaded from our web site. Also see
what non-profits are saying about
ResSched on our web page.

201-1290 Broad Street

Victoria, BC, VBW 2A5

Toll Free: 888/291-2911

Phone: 250/733-2294

Fax: 250/733-2298

Web: www.madrigalsoft.com

E-mail: nonprofits@madrigalsoft.com

Micro Information Products, Inc.
For 20 years, MIP has been the lead in
providing accounting and fundraising
solutions for nonprofit organizations and
governmental agencies. Our integrated
suite of products has been the solution
for over 7000 users worldwide.

313 East Anderson Ln Ste 200 800-647-3863
Austin, TX 78752 512-454-5004
Web: www.mip.com Fax: 512-454-1246
E-mail: info@mip.com

NAEIR

NAEIR is a gifts-in-kind organization that
provides FREE merchandise to non-
profit organizations. Merchandise avail-
able through NAEIR includes office,
maintenance and janitorial supplies,
clothing, paper goods, plus much more.
On average NAEIR members are receiv-
ing over $18,000 worth of free mer-
chandise per year. We'd love to have you
as a member. Call for more information.
560 McClure Street 800: 800-562-0955
Galesburg, IL 61401  Voice: 309-343-0704
Web: www.naeir.org Fax: 309-343-3519
E-mail: member@naeir.org

The Technicom Group

The Technicom Group has been provid-
ing personal and quality service since
1982. We pride ourselves in our ability to
assist our clients in making the most of
their direct mail advertising dollars. At
the Technicom Group, we are dedicated
to monitoring and controlling all facets
of a project to make sure it is accom-
plished accurately and on time.
Choosing The Technicom Group for your
direct mail needs will insure total, reli-
able service, expertly performed.

14100 Oakland Ave Voice: 313-883-3000
Highland Park, M1 48203 Fax: 313-883-3001
Web: www.technicomgroup.com

Telecompute Corporation
Teleconferencing — Nonprofit groups
can save up to 75% off the AT&T cost of
conducting telephone meetings and get a
$20 credit against their first call. 1-800-
842-2489 or www.telecompute.com. Toll
Free Services — Now your nonprofit
group can get toll free (800) service for
as little as 4 cents per minute. Call 1-800-
242-5885 or visit www.telecompute.com .
1275 K Street, NW 800: 800-872-2489
Washington, DC 20005 Voice: 202-371-8195
Fax: 202-371-8193

Web: www.telecompute.com

E-Mail: warren@telecompute.com

ALPHABETICAL
BY PRODUCT/

SERVICE

Accounting
Micro Information Products, Inc.
Budgeting
Micro Information Products, Inc.
Computer
Crown Technology
eTapestry
Computer Hardware/Software
Charity Advantage
Consulting
The Alford Group Inc.
Association Works
Conservation Company (The)
Crown Technology
First Nonprofit Mutual Insurance Co.
Database
eTapestry
Direct Mail Advertising
The Technicom Group
Donor Software
eTapestry
Education/Training
Association Works
First Nonprofit Mutual Insurance Co.
Financial
First Nonprofit Mutual Insurance Co.
Micro Information Products, Inc.
Free Merchandise
NAEIR
Free Supplies
NAEIR
Fund Accounting Software
Blackbaud, Inc.
Fundraising Software
Blackbaud, Inc.
eTapestry
Micro Information Products, Inc.
Fundraising
The Alford Group Inc.
eTapestry
Micro Information Products, Inc.
Insurance
First Nonprofit Mutual Insurance Co.
Internet
eTapestry
Job Placement
Chronicle of Philanthropy
Offset Printing
The Technicom Group
Payroll
Micro Information Products, Inc.
Planned Giving Software
Crescendo Interactive, Inc.
Publications
Chronicle of Philanthropy
Risk Control
Conservation Company (The)
First Nonprofit Mutual Insurance Co.
Scheduling
Madrigal Soft Tools
Software
Madrigal Soft Tools
Strategic Planning
Conservation Company (The)
First Nonprofit Mutual Insurance Co.
Telecommunications
Telecompute Corporation
Web Sites
Charity Advantage




Thoughts on Leadership in the
Nonprofit World

Are you living up to your true leadership potential?
Use these questions and tips to release the leader within.

BY MARY ANN SIEGEL

Leaders are best
When people barely know that they exist,
Not so good when people obey and acclaim them;
Worse when they despise them.
“Fail to honor people,
They fail to honor you;”
But of a good leader, who talks little,
When their work is done, their aim fulfilled,
The people will all say, “We did this ourselves.”

he above quote, reproduced in the North Carolina

Outward Bound School’s Book of Readings, has

inspired many a tired backpacker on an Outward

Bound expedition. Through Outward Bound’s rigor-

ous experiential initiatives, students learn that leader-

ship is developed. By learning to trust their ability to solve

problems, they develop their skills in both leading and working
alongside their team members.

It is while climbing a mountain, shooting the rapids, walk-
ing a balance beam, or rappelling off a cliff that Outward Bound
participants discover what they're made of. The hallmarks of
success in the program are the hallmarks of a leader-the ability
to believe in oneself, to trust others, to endure by taking one step
at a time, to support others, and never to give up. Outward
Bound’s motto, from a poem by Tennyson, represents the best of
the character of leadership and of volunteerism, so vital to the
nonprofit arena, “To Serve, To Strive, and Not to Yield.”

The battle to let go of fear, doubt, and ambivalence is an
inward and personal one. Each individual must learn to turn a
challenge into an opportunity. Individual success becomes even
greater when people learn to ask for help while supporting their
teammates.

Develop leadership qualities by
accepting an individual challenge.

The qualities of a good leader are the same whether you're
in the woods or a nonprofit boardroom. The road can be lonely

—Lao Tzu, edited

when you're chairing a campaign, unifying a board, surviving a
loss of funding, advocating a new issue to a donor, or recruiting
volunteers. Working as a team increases the chance for success.
You can meet challenges more easily when you have moral sup-
port and a wealth of different ideas.

Good leaders understand the advantage of leading “with”
their teammates. They set the example, the tone, and the pace.
All must stroke together to win.

But you can’t be a strong leader until you focus on and clar-
ify your own goals. You develop and strengthen your leadership
skills by deciding what you want and motivating others to
follow you.

Create a vision of the challenge by
clarifying goals and objectives.

Whether you're a new board chair, a seasoned board chair
with immediate challenges, an executive director, a develop-
ment director, or a committee chair, you will find your experi-
ence tested. Before you start your journey of leadership, you
must be crystal clear—to yourself and to your team—about your
goals and objectives. Begin by asking yourself these questions:

¢ Will you accept the challenge of going for your goals?
Are you prepared to move beyond your comfort zone—to
make a sacrifice in your own contributions of time and
money and ask others to do the same?
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e Who will you ask to serve on your team? What
strengths do these people have? Do they complement your
weaknesses?

e What are your goals? How are they prioritized? Have you
let yourself think big when making your plans?

¢ What are your objectives? Have you created a long-term
and a short-term strategy for achieving your goals? Who will
do what?

¢ Have you communicated your goals, objectives, needs,
and desires to a wide audience? Have you sold your ideas to
a small circle of supporters and asked for input before tak-
ing your message to this broader audience?

Exercise leadership by articulating
your vision to others.

If you can answer yes to the above questions, it’s time to
start your leadership journey.

The stuff you're made of determines how bumpy the jour-
ney will be. Character is the foundation of everything you
dream, suggest, articulate, and motivate your teammates to do.

Here are 10 leadership tips to make the journey easier:

1. Think with integrity.
Everything else flows from this. Because leadership is
instilled through action, you must earn people’s respect and
trust. There are no shortcuts to being honest and honorable.

2. Act with integrity.
As John D. Rockefeller, Jr., said in his classic booklet on
soliciting gifts, treat others the way you would like to be
treated. Be sincere and straightforward. Don’t make prom-
ises you can’t keep. Practice what you teach.

3. Communicate and teach.
Convey a vision and mission to your team. Provide work-
shops for staff, board members, and volunteers. Be sure
they have a clear understanding about what to expect, how
to carry out their responsibilities, and how to fulfill the
organization’s mission.

4. Listen to—and learn from—each team
member.
Whether people want to share an idea or explain why they're
unhappy, hear what they have to say. Teach your team mem-
bers to do the same. It's in your best interests to have as
many knowledgeable advocates as possible on your side.

5. Surround yourself with good people and
good workers.
Delegate clearly and often. Coach and motivate team
members by expressing why you have faith in them. Such

coaching will empower them to practice new behaviors and
exceed goals.

6. Appreciate the efforts of others,
including your volunteers, board, staff, and donors. Thank
people for their contributions, and make sure they feel
valued. Be there for them. Expressing your faith in them
will encourage them to carry out new behaviors and to
exceed goals.

7. Be tenacious.
Follow through in your efforts, and motivate your team-
mates to do the same.

8. Have courage.
Be willing to take risks. Set your sights high.

9. Be prepared.
Do your research about your prospective board members,
donors, and the public.

10. Commit yourself.
Demonstrate your commitment in everything you do.
Remember that your attitude affects those around you, and
their commitment will flow from yours. The exciting thing
about leadership is that examples of courage and victory
serve to educate, motivate, and inspire us all. ®

Resources

Burnham, Katie, “What Skills Will Nonprofit Leaders Need in the
Future?”, Nonprofit World, Vol. 20, No. 3.

Jenson, Donna, “Sharing the Vision: Every Leader's Obligation,”
Nomnprofit World, Vol. 8, No. b.

Temkin, Terri, “Nonprofit Leadership: New Skills Are Needed,”
Nonprofit World, Vol. 12, No. 5.

Muehrcke, Jill, “Are You a Collaborative Leader?”, Nonprofit World,
Vol. 15, No. 2.

Nathan, Maria, “Do You Have What It Takes to Be a Chief Learning
Officer?”, Nonprofit World, Vol. 16, No. 2.

Vanden Berk, Kathryn Collins, “Is Your Organization an
Opportunist?”, Nonprofit World, Vol. 17, No. 3.

These resources are available from the Society’s Resource Center,
WWW.SNpO.0rg.

Mary Ann Siegel (77 East Andrews Drive, #357, Atlanta, Georgia
30305, masieg@aol.com) is a writer and editor for print and Internet
publications, including an article from FundraisingINFO.com, from
which this article is adapted. Her nonprofit board and volunteer
service has included fundraising, leadership development, and multi-
culturalism for Leadership Atlanta, Spelman College, Connecticut
College, the North Carolina Outward Bound School, and the Atlanta
Committee for the Olympic Games. For more information on leader-
ship development and the North Carolina Outward Bound School, go
to www.ncoutwardbound.com or call 877-776-2627.
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Match Your Change Strategy
to Your
Organization’s Maturity

Don't just make a change. First, decide which approach offers the best chance of success.

BY RON ROSENBERG

s you leave work today, you see a man collapsed
on the sidewalk, clutching his chest. Would you...

a. Administer CPR?

b. Perform bypass surgery?

c. Explain how paying better attention to his
stress level, exercise program, and dietary habits could have
prevented this situation?

The most logical choice is to administer CPR. This person
needs immediate intervention to help him survive. The other
options are appropriate follow-up activities and may be neces-
sary for a full recovery. But suggesting aerobic exercise to a
patient in the middle of a heart attack makes little sense.

Similarly, nonprofit organizations are feeling the pain and
stress of shifting to a culture that focuses on quality, customers,
and teamwork. Unfortunately, many nonprofits’ efforts are dis-
appointing because of a mismatch between their approach to
change and their organizations’ maturity level. Just as you must
gear medical treatment to a patient’s condition, you must tailor
your change approach to your organization’s needs.

Five Questions to Determine Your
Organization’s Maturity

To determine your organization’s maturity level, ask your-
self these five questions:

1. Vision: Does your organization have a clear view of its
long-term goals and a clear understanding of how each employ-
ee’s job contributes to these goals?

2. Management Involvement: Is there clear commit-
ment from the management team in the form of active partici-
pation and support of business improvement activities?
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Suggesting aerobic exercise to a
patient in the middle of a heart
attack makes little sense.

3. Employee Empowerment: Does the organization’s
management recognize that line employees’ input is critical in
identifying problem areas and improvement actions?

4. Customer Focus: s there a clear understanding that
every job and every activity performed in the organization must
have a definite link to customer satisfaction?

5. Process Base: Are there defined, documented process-
es that allow repeatable success and provide a solid foundation
for improvement?

Based on your answers to the five questions, decide which
of the following three types of organizations you fit into:

1. Firefighting: Like the person collapsed on the side-
walk, the firefighting organization struggles to survive. If funda-
mental changes aren’t made, the organization will be left behind
in the dust of its competitors’ leadership.

It's not tough to spot the firefighting organization.
Employees are frustrated because of changing priorities. There
is constant rework to correct preventable problems that have
turned into major crises. If there are processes, they're either
not understood or not followed, allowing and even encouraging
poor quality.

Employees could tell management how to clean up the
mess if only someone would listen. But the few who dare to
speak up are usually ignored.
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Employees could
tell management how to clean
up the mess if only someone
would listen.

2. Emerging: Having survived the heart attack, the patient
can now undergo tests to determine the best course of treat-
ment. Organizations in this phase are operating successfully but
haven't yet achieved peak performance. Work groups are
launching specific change initiatives and are impatient to move
ahead, although the environment doesn’t seem quite ready.
These groups are unwilling to wait, believing that they will real-
ize both immediate and long-term benefits by taking action now.

3. Total Commitment: Having undergone bypass surgery,
the patient is on the road to recovery. An organization at the
total-commitment level is prepared to make a significant invest-
ment in change. It's ready to shift its culture from one of day-to-
day reacting to one of proactivity and vision. Sometimes the cat-
alyst for this commitment is new leadership. Sometimes it’s a
recognition of the successes of the work groups in the emerging
phase. Just as often, however, the driver is some sort of “near-
death” experience, in which the organization realizes that it
must change, or the results could be fatal.

These warning signs include a suddenly eroding market
share, key customers threatening to leave, plunging finances,
and an exodus of key employees. This kind of shock to the sys-
tem isn't always bad; the survival of the organization provides a
compelling vision around which to base a change in lifestyle.

Match Your Organizational Needs with the
Right Approach

The most important point to understand is that all organi-
zations aren’t on the same level in the five key areas.
Unfortunately, many nonprofits don't recognize this fact and
roll out an improvement program based on another organiza-
tion’s successful experience. A better approach is to determine
your organization’s level of readiness, understand your needs at
that level, and tailor your improvement approach to meet those
needs, as follows:

1. Firefighting organizations need to focus on sur-
vival. Without a definite course correction, organizations at this
level are headed for serious trouble. They must get a handle on
the immediate issues. The goal should be to provide stability

and a firm foundation on which to build for future growth.
Activities here fall into the general category of problem solving.

2. Emerging organizations should focus on recovery.
The goal here is to mobilize the organization by encouraging the
work groups that have already demonstrated success. Show
them how their example can move the entire organization
ahead. Help them document their successes by measuring
improvements in productivity, effectiveness, and customer sat-
isfaction.

Typically, these groups begin to see tangible benefits quick-
ly. They can easily transform their position from the front of the
innovation curve into leaders in the organization.

3. Total-commitment organizations are ready for the
journey that leads to world-class-level quality and strong cus-
tomer and employee satisfaction. These organizations have
strong foundations in most of the key areas—vision alignment,
management involvement, employee empowerment, customer
focus, and process base. The need here is for a change in
lifestyle. Such a change is achievable because the organization
has a clear vision which is effectively deployed throughout the
organization. Change efforts should focus on that vision—not
on adopting other organizations’ best practices.

What’s Your Condition?

Offering CPR to a healthy patient is as useless as providing
lifestyle counseling to a trauma victim. Both are valid
approaches, but it’s the patient’s condition that determines the
correct course of treatment.

Ron Rosenberg, author of Breaking Out of the Change Trap and
president of QualityTalk, works with organizations to improve their
effectiveness. For a free copy of the assessment tool or a free sub-
scription to QualityTalk’s “Eight Rings: Ideas for Change” e-mail
newsletter, contact QualityTalk, PO. Box 99451, Raleigh, NC
27624-9451, phone  800-260-0662, fax  919-847-9041,
www.qualitytalk.com.
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Otze these vidad feys i plice we yowr orgarization ?

BY JOSEPH C. SANTORA AND JAMES C. SARROS

imes are tough for nonprofit organizations.

To adapt to environmental changes, your

organization must become more engaging and

aggressive. You must devise new, innovative
strategies. You can do so by implementing these seven Ps:

A y)éw/zmy

Understand that planning is the key to your organization’s
longevity. Set a direction by responding to these fundamental
questions: Where are we now? Where do we want to go? How
will we get there?

View planning in both the short (less than one year) and long
(preferably five years) terms. Assess internal strengths and
weaknesses and external threats and opportunities.

Include all major organizational players in the planning
process.

Address the often-neglected issue of succession planning at
all organizational levels, starting with the executive director.
Such planning will allow for smooth transitions rather than
disruption and chaos when people leave the organization.

2, Lg)eo//ée

Remember that people are your organization’s lifeblood.
Create a people-friendly organizational culture with clear
values and a focus on diversity and teamwork. Respect differ-
ences while building on commonalities.

Hire a diverse pool of talented people with the skills to foster
growth. Draw new employees from undergraduate and
graduate programs that prepare students to pursue careers in
the nonprofit sector, or make use of “executive loan” programs,
which give business executives a one-year “corporate
sabbatical” to work in a nonprofit organization.

Compensate your workers with more than money. Give them
opportunities to work flexible hours, work at home, job-share,
and take courses.

Provide feedback, recognition, and praise for people’s
work. Celebrate every success.

5 jza/zwflé

Take time to make sure your funding proposals are clear, well-
written, and free from jargon. Never submit hastily written
proposals to a funding source.

Be certain that proposal development flows from your
strategic planning process.

Do research on funders before submitting proposals. Find a
funder whose mission, values, and goals complement those of
your organization.

Gear your proposal to the funder’s needs, not to your
organization’s needs.

Put together an internal screening committee to review
completed proposals for quality control.

Monitor the status of your proposals at all times.
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Make sure your programs fulfill two purposes: (1) Generate
enough income to sustain themselves. (2) Make an impact by
addressing a compelling need.

Connect each program to your organization’s mission and
vision.

Know your market niche, remembering that you can'’t solve
every social ill. Tackling an area outside your organization’s
expertise may hinder rather than help recipients of your pro-
grams. Work from your strengths, and forget the rest.

Evaluate your programs often. Use such measures as service
outcomes, staff morale, funding base, and fiscal balance to
decide if programs are still feasible. Don’t hold on to programs
that are no longer relevant and effective.

Use surveys and focus groups to gauge people’s reactions to
your current programs and their need for new programs.

J. %fﬂ@/é/}'w

Embrace the idea of collaboration. Funders are more likely to
fund proposals that focus on collaboration.

Look for a partner whose philosophy and values are compat-
ible with those of your organization.

When forming a partnership, be sure trust is present on all
levels.

Create interlocking boards with your partner—joint appoint-
ments of a key staff person to each other’s board of directors.

6. Sbives

Realize that politics and nonprofits are inexorably linked.
Politics is all about making contacts and forming relationships.
Getting to know the right people is the best way to gain the
money and power your organization needs. Accept the fact that
people are more likely to support organizations whose leaders
they know and trust.

Ask board and staff members to write down everyone they
know who might help support your organization. These con-
tacts may include people on foundations or corporations, in the
media or legislature. Then cultivate those relationships.

Make every attempt to invite potential supporters to visit
your organization and see it in action.

Don’t focus only on money. People can support your organiza-
tion in many ways—solving problems, putting in a word with
the right people, supplying goods and services.

Once you've formed a relationship with a supporter, nurture
it in every way. Keep supporters on your mailing list, and ask
them to your functions. Let them know how your organization
is doing and how their support has helped.

7 Sbliciy

Promote your organization’s accomplishments in as many
different media as possible.

Build relationships with media representatives.
Host community events.
Bestow awards on community activists and businesspeople.

Invite public figures and media representatives to your
events.

Appoint influential people to your board of directors.
Prepare and distribute a high-quality annual report.

Inform the public about your programs through PR cam-
paigns in local and statewide newspapers. Such promotion is an
excellent way to attract funding and build your organization’s
reputation. Remember that nothing succeeds like success. ®

Resources

Lauer, Larry, “Are You Using the Power of Focus Groups?”,
Nonprofit World, Vol. 14, No. 4.

Muehrcke, Jill, “Build a Powerful Staff Team,” Nonprofit World, Vol.
18, No. 4.

Remley, Dirk, “Relationship Marketing: Guaranteeing the Future,”
Nonprofit World, Vol. 14, No. 5.

Setterberg, Fred & Kary Schulman, “Finessing City Hall: Coalitions,
Lobbying, and the Question of Power,” Nonprofit World, Vol. 6, No. 1.

These resources are available from the Society’s Resource Center,
WWW.SNPO.0rg.

Joseph C. Santora, Ed.D., is managing director of DCG (P.O. Box
1291, Normandy Beach, New Jersey 08739, TSTDCG1@aol.com), a
nonprofit consulting firm. James C. Sarros, Ph.D., is professor of
management, School of Business & Economics, Monash University,
Caulfield, Victoria, Australia. He is a leading expert on leadership
n Australia.
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How Can You
Gain Your Donors’ Trust?

A new survey highlights the need to recapture people’s confidence. How should you begin?

onprofit organizations
have a serious problem.
Although the vast major-
ity of people in the U.S.
support the missions of
many nonprofits and interact with these
mission-driven organizations almost
daily, fewer people trust the organiza-
tions that are carrying out these impor-
tant missions.

Leaders in the nonprofit community
have long lamented that each well-publi-
cized embezzlement or mismanagement
scandal has a chilling effect on
the entire sector. Although

BY JEAN HARDY ROBINSON

dents also voice less confidence in non-
profits’ honesty than whites: 68% of
whites “strongly or somewhat agree”
compared with 49% of African-Americans
and 56% of Latinos.

The problem isn’t that most charities
are dishonest but that too many nonprof-
its are weak in demonstrating accounta-
bility through open and honest reporting.
Financial reports presented to boards
aren’t always of professional quality, and
even these reports are rarely shared
beyond the boardroom. This reporting

of this opportunity. Other organizations
such as the BBB Wise Giving Alliance
(http://Give.org) are using the Internet to
support responsible giving. But, again,
few nonprofits measure themselves
against the standards they provide.

What can your organization do to
regain the trust of potential donors and
funders? First, perform a quick assess-
ment of your financial reporting—and
measure your organization against the
highest standards of accountability and
stewardship to donors and other stake-

holders. Be sure your board

many defend the sector’s stan-
dards of ethical behavior, little
research has been done to
measure the level of trust
among the general public.

A mere 15% “strongly agree”
that most charities are honest.

and staff agree that the infor-
mation is accurate and repre-
sents the organization honest-
ly. Too often, Development,
Programming, and Business
Department staff haven't dis-

Now the most recent
Metro Survey conducted by the Metro
Chicago Information Center (MCIC)
makes clear that nonprofits must work
harder and more strategically to demon-
strate their accountability to donors and
non-donors alike. When asked to respond
to the statement, “I think most charities
are honest,” a mere 15% of those in the 6-
county area “strongly agree.” Another
46% “somewhat agree” for a combined
“trust measure” of 61%. Imagine what the
responses would have been to a less qual-
ified statement, such as “Almost all chari-
ties are honest”!

This disturbingly low level of trust is
even weaker for low-income respondents
in the same 6-county area: 54% “strongly
or somewhat agree” with the honesty
statement compared to 69% of high-
income respondents. Minority respon-

void continues despite the fact that for
several years constituents of all types
have been demanding more accountabili-
ty. The questions they ask most often are:
¢ What are the sources of funds for the
organization?
¢ How much money does the organiza-
tion spend on fundraising?
¢ How does the organization use the
funds that are donated to it?

Far too few organizations routinely
share this information even when it
would provide strong evidence of their
fiscal honesty and excellent financial
management.  Although  Guidestar
(www.Guidestar.org) has made the IRS
form 990 available on the Internet for
thousands of organizations, many more
nonprofits have failed to take advantage

cussed the systems needed to
report to donors that restricted funds
have been used for designated purposes.
Once you have gathered and dis-
cussed this financial information—and
made sure everyone in the organization
approves and agrees on it—you need to
incorporate a fiscal report into your case
for external support. Then make this
financial information readily available to
all stakeholders. Funders and donors
expect no less. m

Jean Hardy Robinson, Ph.D. (9210 S.
Winchester Avenue, Chicago, Illinois 60620,
Jrobin9210@aol.com) provides strategic
counsel on management issues to clients in
the not-for-profit sector.
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PEOPLE and technology

Cyberactivism: How a Web Site Can
Make or Break Your Organization

Is it worth investing money 1n your Web site? Here are lessons to help you answer that question.

BY SCOTT PALEY

ith the shrinking of the
Internet economy, many
nonprofits are reevaluat-
ing their Web sites and
wondering whether the
Internet can really offer a valuable return.
The answer is consistent with old-econo-
my business logic: When a project is done
right, it yields value to an organization.
When a project with the same objectives
is done poorly, it yields high cost and lit-
tle return.

How Has the Online
World Evolved?

In the period from 1995 to 1997,
when the Internet was seen mostly as a
one-way informational tool, many non-
profits launched inexpensive, high-value
Web sites. These sites offered general
information about the organization’s mis-
sion and values, educating people and
explaining how they could participate.
While not flashy or elegant, the value of
these sites was obvious; nonprofits could
now make basic information available to
the entire wired world with modest
expense. Before long, nonprofits began to
get donations from people thousands of
miles away, who had never come in con-
tact with them before.

By 1998, most major nonprofits had
added value to their Web sites by offering
some simple ways for people to sign up
for membership, make secure credit-card
donations, or purchase organizational
merchandise such as T-shirts. While
development of these options was expen-
sive to organizations on tight budgets,
most of these new features provided
value as online donations were processed
and membership databases built.

The next phase of online evolution
found many nonprofits making large
expenditures on projects that often
offered little or no return. Nonprofits that
didn’t make such investments considered
themselves lucky and became skeptical
about investing precious resources in
Web development.

Today, these organizations are at a
crossroads, trying to decide whether
future investments in the Internet are war-
ranted. The answer to this seemingly

Today,
nonprofits are
at a crossroads.

simple question is—maybe. If the modus
operandi will be the freewheeling
approach of the past few years, these proj-
ects have a low likelihood of success.
However, if executed with a coherent
strategy and clear objectives, these invest-
ments can result in tremendous returns.
The following is a set of suggestions gen-
erated from successful nonprofit Web
projects that have had dramatic results.

Lesson 1: Remove
Barriers to Participation

The relationship between any organ-
ization and its constituents is fragile.
Consider TV viewers who see a public
service announcement stating that a
donation will change a child’s life. If
they're motivated to donate, they must
find a pen to write down the phone num-
ber or address. Then they must make a
call or fill out an envelope and write a
check. All these tasks are barriers to
participation.

Removing such barriers is an impor-
tant task for nonprofits. As a two-way
communication medium, the Internet
provides exceptional opportunities to
decrease barriers to participation.

The Million-Mom March, an organi-
zation advocating sensible gun-control



laws, used the Internet to motivate and
organize over 850,000 people to march on
Washington. Its Web site was effective
because it made it easy for all types of
constituents to interact with the organi-
zation. When users came to the site, they
were subtly required to identify what
type of constituent they were: an inter-
ested bystander, marcher, local organiz-
er, individual donor, corporate donor,
and so on. Once the user self-identified,
all the tools needed by that constituent
type were made readily available.
Marchers could book a hotel in
Washington and sign up for transporta-
tion to the march, bystanders could join
the organization’s mailing list to be kept
abreast of the latest developments in the
movement, individual donors could
make donations with their credit card
and add their child’s name to the Registry
of Protected Children, local organizers
could schedule a bus to bring marchers
to Washington, regional organizers could
download online instructions guiding
grassroots organizing.

“The Web site had to capture moms
the first time they visited, because they
were unlikely to return otherwise,”
explains Donna Dees Thomases, founder
of the Million-Mom March. “To accom-
plish this, each type of visitor was
allowed a tool set that made their engage-
ment with the organization simple,
empowering, and compelling. In essence,
the Web gave individuals an almost imme-
diate impact and let the Million-Mom
March organize in hyperspeed.”

Lesson 2: Bring Your
Brand to Life

One of the greatest misconceptions
of the 1990s’ “new-economy” bubble was
that there was a new way of doing busi-
ness. Nothing could be further from the
truth. The old-world business rules that
applied offline were equally true online,
and they continue to be. These truths are
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The Internet
can be the most
cost-effective way
to build
relationships with
your constituents.

especially apt when it comes to commu-
nicating your brand—the name, personal-
ity, logo, symbols, and values that identify
your organization.

Branding is an underused marketing
tool among nonprofit organizations. Yet
the need to connect on an emotional level
makes branding especially critical for
nonprofits.

For a Web site to work, it must have
an effective brand. Constituents can then
have an ongoing two-way dialogue, con-
necting emotionally with the brand as it
grows and evolves.

The American Legacy Foundation’s
Web site, www.thetruth.com, is an exam-
ple of a well-branded organization that
uses the Web to interact with con-
stituents. The Truth Campaign is dedicat-
ed to exposing the truth about tobacco
so that people can have all the informa-
tion necessary before deciding whether
to smoke. The mission of The Truth is to
alert everyone to the lies and hidden
practices of cigarette companies, while
giving people the tools to have a voice
in change.

Those who use the site have many
ways to interact with the foundation,
including online polls, Truth-branded e-
mail addresses for those who join, the lat-
est Truth news, and galleries that show-
case past and present Truth media cam-
paigns. The site features a section called
“Info Vault,” an easy-to-use reference
archive for those researching key points
in the fight against the tobacco industry.
Another area of the site is the event sec-
tion, listing Truth events held in major

U.S. cities. Visitors to the site can access
Truth Tour dates and obtain photos taken
of them at Truth Tour events.

The Truth Campaign connects to its
constituents by creating an emotive
brand and giving them information and
tools to take action. All these elements
help define the brand and bring it to life.

Lesson 3: Build a
Relationship that
Engages Constituents

Nonprofits can learn a lesson from
corporations, which, while slashing their
investments in other marketing channels,
keep funneling dollars into Customer
Relationship Management (CRM) tools
and one-to-one marketing programs via
the Web. They understand that the
Internet is the ultimate communication
vehicle for developing one-to-one con-
nections with constituents and that they
can build durable relationships by engag-
ing people over time.

Offering repeated points of interac-
tion with constituents can be as simple as
providing online polls, discussion boards,
and personalized content. Over time,
these interactions facilitate long-lasting
relationships.

People for the Ethical Treatment of
Animals’ site (www.peta.org) is rich with
information and content-related interac-
tive options. The site engages visitors in a
myriad of ways, offering such lifestyle
tools as free vegetarian starter Kkits,
recipes, guides to vegetarian restaurants,
and information on cruelty-free fashion.
Visitors to the site can participate in
Action Alerts or use PETA’s letter-writing
guide to send letters to business leaders
and members of Congress.

The PETA site has potential to devel-
op a lifetime relationship with concerned
citizens. PETA Kids features an interac-
tive calendar with daily activities and a
clever guide to help kids decline to partic-
ipate in school animal-dissection projects.
The site features celebrity spokespeople
(including Paul McCartney and pop
superstar Pink) who appeal to a variety of
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age groups. The depth and intelligence of
the PETA site are proof that a new era of
long-lasting, one-to-one connectivity has
emerged in the nonprofit world.

Lesson 4: Develop
Online Processes to Cut
Costs

For most nonprofits, the greatest
value of the Internet will continue to be as
a tool to communicate with constituents,
reducing the need for more costly offline
methods. The Internet lets nonprofits
develop functional programs and process-
es at a fraction of the cost. Consider
which of the following options, for exam-
ple, would be more expensive and time-
consuming for your organization:

e Soliciting petition signatures door-to-
door? Or canvassing for signatures
by e-mail?

¢ Hiring telemarketers to call people?
Or hearing from people via online
discussion boards, FAQs, and e-mail
response technology?

* Sending information through the
mail? Or distributing the same con-
tent online?

¢ Hiring workers to do endless data
entry? Or having constituents feed
the information directly to your data-
base through the Web?

These are just a few of many ways to
save money with online processes. Each
nonprofit has unique programs that can
be streamlined using the Internet.

The Gift of New York wanted to give
cultural-events passes to World Trade
Center victims’' families. When Michael
Garrett, executive director, learned that
he couldn'’t access the list of victims’ fam-
ily members (because of privacy issues),
he had two options: He could combine
publicity and a call center to reach con-
stituents, or he could use the Web to
interact with the organization’s con-
stituents directly. Because he chose the
Web, hundreds of families were able to

project needs:

Abstractedge.com

munication initiatives.

PassionMarketing.com

Cnet.com

advice.
Mvps.org/access
base program.

Not-for-profit.org

The Web Black Book

The best thing about developing your Web strategy is that help, in the
form of a multitude of nonprofit and Web design resources, is just a click
away. Contact these sites for the information and guidance every Web

Interactive agency which applies the fundamentals of online
activism, grassroots organizing, and cause-based marketing to com-

Cause-based offline marketing communications firm.

Compendium of hardware and software listings, reviews, and

Advice and free downloads for Access, the most widely used data-

Multi-purpose resource guide for nonprofits.

receive tickets and enjoy the city’s
cultural offerings, demonstrating that the
Internet can replace costly traditional
processes with inexpensive online
approaches.

The Web Is Here to Stay

While the Internet has had its fits and
starts, the formula for nonprofit Web site
success hasn't changed. The key to any
nonprofit’s success is to engage core con-
stituencies, motivate them to embrace
the organization’s values, and develop
long and meaningful relationships with
those people.

Online failures result when strong
business planning and discipline aren’t
at the core of a project. When leveraged
intelligently, the Internet can be the most
cost-effective way to build relationships
with your constituents. An investment in
the Internet can yield exceptional
returns if you make decisions carefully

with the right partners and an effective
strategy. m

Resources

Bosc, Joyce, “Brands: They Need to Work
Just as Hard as You Do,” Nonprofit World,
Vol. 20, No. 1.

Elges, Mary, “Driving Traffic to Your Web
Site,” Nonprofit World, Vol. 20, No. 6.

Roufa, Mike, “Marketing Your Web Site
with Search Engines,” Nonprofit World, Vol.
17, No. 2.

These resources are available from the
Society’s Resource Center, www.snpo.org.

Scott Paley s chief technology officer for
Abstract Edge (4 West 22nd Street, New York,
N.Y. 10010, abstractedge.com), a multidisci-
plinary, interactive marketing firm that
provides Web solutions to nonprofit organi-
zations, tramsforming their constituents
into brand or cause advocates.



GLOBAL thinking

Make the Overseas Leap to Raise

More Funds

International fundraising can enhance your mission while bringing in more donations. Here's how.

BY ERICA WAASDORP

xpanding fundraising beyond your borders may seem
daunting at first. But if you ask the right questions
and develop the right answers, it can be very worth-
while. Here are questions to ask and answers to light
your way.

Why raise funds internationally?

¢ International fundraising will broaden your organiza-
tion’s mission and build awareness while raising more
funds.

e If your organization already has an office abroad, it
makes sense to expand your fundraising there. The infra-
structure already exists, and development becomes, in
essence, just another department.

¢ International fundraising offers growth potential, espe-
cially if your cause hasn’t yet penetrated other markets.

¢ Your board may like the idea of being represented in a
number of countries.

¢ You may attract more local support by showing you have
a reputation for good work elsewhere.

Are you ready?

¢ Make sure your organization is well established at
home, with money to invest over the long term. Acquiring
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new donors costs money, and it will take time to break even.
So, you must be prepared to make a significant investment
not just in the first year but for a number of years.

¢ Take a look at the exchange rates and check how your
current accounting system is set up to ensure that adding
another country to the mix isn’t a problem.

¢ Be prepared to conduct extensive research into issues
such as how each country has historically responded to
fundraising and the nature of the overall economy. While
such research can be costly, it’s worth every penny—
especially if you want to expand into more than one country.

¢ Ensure that personnel are available and that they have
the training, experience, and resources needed to make the
right decisions.

What steps should you take?

1. Pick a target country in which to start your fundrais-
ing efforts. Be able to back up your choice. It's not enough to
select a country just because the board wants it.

2. Visit your target country, on-line and in person. Read
about it. Go to conferences there. Talk to people who live in that
country and who have expert knowledge about it.

3. Check out other organizations that are active in your
target country, especially in your type of cause. If your organiza-
tion is the fifth cancer charity entering, it's going to be easier to
compare, but it may be harder to raise funds. How are other
organizations doing? What are they doing? You'd be amazed how
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Nonprofit postal rates don’t
exist in most other countries, so
postage cost can be high.

willing people are to share “war stories” as long as your cause
isn’t immediately competitive. In fact, sharing information with
you may even help their fundraising efforts.

4. Examine the “giving” culture in your target country.
Do they give small gifts often (as in the Netherlands) or do they
give big gifts less often?

5. Estimate the expenses of setting up an office in your
target country.

6. Decide how to direct the fundraising. Will it be han-
dled from U.S. headquarters or from the office in your target
country? You need to make this decision before you hire some-
one to run the office abroad.

7. Provide plenty of PR support to establish your organ-
ization’s name in your chosen country and communicate your
message well. The last thing you want is for your organization to
get bad press. If that happens, it's virtually impossible to build
the name back up, a fact that’s even more true when your organ-
ization is a foreigner in another country.

8. Decide what fundraising methods to use in your tar-
get country. Is direct mail an option, or are other approaches
better? In some countries, postal service isn't very reliable, so
mail doesn’t get delivered, and responses don’t make it to the
organization. Also, nonprofit postal rates don't exist in most
countries, so postage cost can be high. Thus, many organizations
use door-to-door canvassing and personal contacts rather than
direct mail.

9. Seek legal advice on how to register your organization.
Look for someone who's familiar with regulations and customs
in your target country.

10. Obtain the best tax and accounting advice avail-
able. Use an accounting firm in your target country. Rules for
financial reporting are different abroad and are sometimes quite
harsh. For instance, some countries have very strict rules on
how much money can be spent on fundraising versus program
expenses and how many years are allowed as “investment” years
before red flags go up and scrutiny of the organization increas-
es. Accountants in your target country will be familiar with these

situations. Try to find a firm that's familiar with your organ-
ization here and has offices overseas. That will save some
education.

11. Learn how things are done in your target country,
asking the following questions:

¢ What standards regulate fundraising in your target
country?

¢ What payment types and currency are used?

* Are you aware of cultural sensitivities in your target
country? (In Japan, for instance, you shouldn'’t start a con-
versation until the Japanese person looks you in the eye.)

e If you plan to send direct-mail appeals, what are the
production, sizing, and personalization options? Will you
need more space after translating your direct-mail copy into
another language? (For example, German takes up 20% more
space than English.) Use someone who can translate and
write copy, preferably with a fundraising background so you
don't get a translation that’s not really a fundraising appeal. If
in doubt, have it translated back into English to ensure that it
says what you want it to say.

¢ How will you obtain your mailing lists? Are list exchanges
allowed? In most countries outside the U.S., nonprofit rates
for lists are unheard of, so you can expect to pay a lot more
for mailing lists. (In Germany, for instance, the average list
costs $350 to $450 per 1,000. Fortunately, response rates tend
to be higher as well.)

* On your response devices, will you ask people to use
postal forms or checks for their donations? Many countries
(including Mexico, Germany, the Netherlands, and Italy) use
postal forms and deposit monies directly into an organiza-
tion’s so-called giro account, so you need to set up data-trans-
fer arrangements to be able to receive donor information.

¢ How will you handle data entry? If the bank takes care of
data entry in the case of postal forms, this will save on data
entry at the organization.

e What are the privacy standards? Check with the DMA in
your target country.

e What amounts do fundraisers for other organizations in
your target country typically ask for?

Rules for financial reporting
are different abroad and are
sometimes quite harsh.




Assume that everything
inyour target country is
different from what you're used
to and must be checked.

12. Prepare a budget based on a test and rollout options.

13. Assume that everything in your target country is
different from what you're used to and must be checked.

14. Get expert advice from an agency or consultant who
knows the pitfalls and opportunities of international fundraising.

15. Once you've started and donations are coming in,
be sure your local and international offices communicate with
each other. Some organizations set up regular meetings between
offices to compare notes and learn from each other. Be sure
everybody uses and understands the same lingo and jargon with-
in the organization. This is especially important in countries
where they've not yet used much direct mail or where they've
not built an extensive database. In these cases, they may not be
familiar with the extensive jargon of fundraising.

16. Be patient. An international effort can’t be set up in
a few months. Be committed and willing to meet new chal-
lenges. And now, let the international fundraising fun begin! m

Resources

Koenig, Bonnie, “Is It Time for You to Go International?”, Nonprofit
World, Vol. 16, No. 3.

Lauer, Larry, “Nonprofits Going Global: Opportunities and Problems
from a Communicator’s Perspective,” Nonprofit World, Vol. 13, No. 6.

Vartorella, William, “Test Your Board’s Global 1Q,” Nonprofit World,
Vol. 17, No. 3.

These publications are available from the Society’s Resource Center,
WWW.SNpPO.0rg.

Erica Waasdorp is vice president, fundraising at DMW Worldwide
(36 Cordage Park Circle, Suite 225, Plymouth, Massachusetts 02360,
ewaasdorp@dmwdirect.com). Before that, she was marketing
manager at the International Fund for Animal Welfare, directing
monthly and high donor direct marketing campaigns in seven
countries.

A Truly Global Presence

The nonprofit sector is a major economic force
in the world, as a new study (John Hopkins
University’s “Global Civil Society At-a-Glance,”
www.jhu.edu) makes clear. In the 26 countries for
which researchers have assembled data, nonprofit
organizations account for:

s $1.2 trillion in expenditures

= 31 million full-time equivalent workers, or
6.8% of the nonagricultural workforce,
including 19.7 million paid workers and 11.3
million volunteer workers

= six times more paid employees than work in
the largest private firm in each of these
countries.

The United States doesn’t have the largest
nonprofit sector in the world, as people often
assume. In the Netherlands, Ireland, Belgium, and
Israel, nonprofit paid employment is a larger share
of total employment than in the U.S.

Nonprofit organizations aren't restricted to any
one region. They are present in virtually every part
of the world. While the nonprofit sector is larger in
developed countries, it is also a significant force in
parts of the developing world. The nonprofit sector
in the developing world goes well beyond the
“NGOs” that have long attracted the bulk of the
attention and includes schools, hospitals, and other
organizations. In the countries for which information
is available, employment in nonprofit organizations
is growing three times faster than overall
employment.

On average, volunteers account for 2.4% of total
nonagricultural labor, or over one-third of nonprofit
labor. In Sweden, Norway, and Finland, volunteers
account for over half the nonprofit workforce.

Private philanthropy—from individuals,
corporations, and foundations—accounts for only
10% of nonprofit income worldwide. Fees and other
commercial income make up 51% of all nonprofit
revenue. Public sector payments account for 39% of
total nonprofit revenue. These revenue patterns vary
considerably by regions. In only one region besides
the U.S. (Central Europe) is private giving much
more than 10% of nonprofit income.
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RELEVANT reviews

Corporate Philanthropy Today

An insider shares secrets every nonprofit should know.

BY TERRENCE FERNSLER

Give and Take: A Candid Account of Corporate Philanthropy

By Reynold Levy. Boston, MA: Harvard Business School Press. Hardcover. 235 pages.

fter 12 years as a corporate foundation officer,

Reynold Levy understands corporate philan-

thropy. When he tells us what philanthropy

means to corporations, he knows what he’s
talking about, and his advice is sound.

Don't ask only for money, he urges. Instead, involve the
whole corporation. Businesses have many resources besides
cash to share. Encourage their employees to volunteer for your
organization. Take advantage of in-kind gifts, employee partici-
pation in grantmaking, and matching gift programs.

In a discussion of how corporate philanthropy is faring,
Levy rebuts arguments that corporations shouldn’t be in philan-
thropy. Corporations realize that they must give back to their
markets rather than focus solely on profits, he explains. Thus,
they are choosing to be more rounded citizens.

Societal trends are having a big impact on corporate giving,
changing its very nature. Levy looks at four key corporate-giving
trends:

Mercifully, Levy has avoided

creating another how-to book.

¢ Both the nonprofit and corporate sectors are becoming
more global.

¢ The speed of technological change carries profound conse-
quences.

¢ Technology has empowered the employee.

e Corporate philanthropy is growing fastest in small and
medium-sized businesses.

Creative nonprofits will draw upon these trends to solicit
corporate funds. They will choose corporations carefully, tar-
geting small businesses in their communities. They will learn all
they can about a business before making contact, and they’ll
make sure that corporate employees participate. They'll also
find ways to tap into a corporation’s marketing budget.

Mercifully, Levy has avoided creating another how-to book.
He takes a hard look at corporate philanthropy from experience
and articulately considers its role. It pays for us to listen. m

Terrence Fernsler is development director for Columbia-Pacific
Resource Conservation and Economic Development District in
Montesano, Washington.



NONPROFIT briefs

K1 Charities Could Save $100 Billion, Study Says

A study, “The Nonprofit Sector’s $100 Billion While many nonprofit experts say the study unfairly

Opportunity,” insists that the nonprofit sector could generate  applies business standards to nonprofits, most concede that
over $100 billion by changing the way it operates. Authors of

the study, who examined 200,000 charities, suggest ways
nonprofits could save money, including:

¢ Solicit more donations over the Internet.

¢ Seek fewer but larger grants.

the suggestions are worth examining. For more information,
see http:/fndcenter.org. Also check out www.snpo.org for
pertinent Nonprofit World articles, such as: “Fundraising on
the Internet: 3 Easy Strategies” (Vol. 17, No. 4), “Focusing on

¢ Streamline and restructure the way services are provided, ~ Foundation Grants™ (Vol. 12, No. 4), “Ideas for Evaluating
* Reduce administrative costs by pooling resources with ~ Your Programs” (Vol. 12, No. 5), and “Pool Resources for
groups that have similar missions. Success” (Vol. 16, No. 5).

K1 Diffusing Self-Doubt r
I TELEPHONE MEETINGS

As you move into a new project
or position, the voice of self-doubt I F R E ' '
shouts all the louder. How do you I L X )
quell the voice? Try this plan: | 1 ¢

Step 1: Write down negative I 5 . 9 Including Toll Free Access
thoughts. Simply list the doubts that
plague your mind as you push into : Te l e c o m p u t e L C O m
new territory. 0

Step 2: Change each negative l Install Fee 75 / 0 Off
into a positive statement. Some- Monthly Fee AT &T R
times your own gut will fight this I I 8 0M81m§n7}?; 2 4 8 9 ates

step, but do it anyway. For example, :
way out of my league on this project” I /” TO RECEIVEA $20 CREDIT ON Office Contact:

you can change the statement “I'm

YOUR FIRST TELEPHONE MEETING
just complete this form and
\__ FAXiit to us at 800-533-2329 Phone:

to “I have enough proven success to
take on this new challenge.”

Step 3: Get perspective.
Assess steps 1 and 2, and decide how I
to make the positive come true. If, for I
example, you know you'll have to put I
in more time at work to take on the
new challenge, you can find a com- :

| 5

Fax:

Organization Name:

promise in your personal life. K

—adapted from Newsday L R S g =
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(1 Make Change Happen by Avoiding These Mistakes

Here are the six main reasons change efforts fail:

¢ Lack of a clear, compelling vision. Your organization’s vision keeps
everyone motivated and moving in the right direction. Translate your vision into
actionable and measurable terms to help people understand what’s expected of
them and provide a way to measure change.

¢ Leaders who jeopardize the change effort. Few things undermine a
change initiative faster than a leader behaving in a way that contradicts the
vision. It's crucial that the organization’s leaders manage the change effort
themselves rather than delegating it.

¢ Lack of employee support. People at every level must be committed to
making the change happen.

¢ Underestimating the time and resources required for change. To
bring about successful change, employees need new skills, which require time
to learn, practice, and integrate.

¢ Insufficient infrastructure. Your organization’s information, commu-
nication, and human resource systems will be taxed during change. If these
systems are inadequate, they will hold back progress.

¢ Lack of momentum. Change can be stymied if there are no signs of
progress. People need to experience a sense of urgency about changing the sta-
tus quo. If the initiative doesn’t show enough momentum, people will slide back
into their own ways.

For more information, see Collaborative Change: Improving Organi-
zational Performance, published by Jossey-Bass, 350 Sansome Street, Fifth
Floor, San Francisco, California 94104-1342, 415-433-1740. Q

K1 Donors Are Giving More Non-Cash Assets

Donors increasingly view giving as a life and estate plan rather than the
simple writing of a check, according to Community Foundations of America
(www.cfamerica.org). More donors are giving such assets as artwork, real
estate, and privately held companies. While such giving often involves complex
transactions, a growing number of community foundations have developed the
expertise to help people donate such assets. K

1 What a Leader Isn’t

There are a lot of misperceptions
about what it takes to be a leader.
Reassess these assumptions:

¢ Leaders are born that way.
Most of us have the potential to be
leaders. We need only learn and devel-
op leadership skills through trial and
error. The keys to being a good leader
are having the capability to care about
others, having a mission, and provid-
ing direction to those you lead.

¢ Leaders hold high-ranking
positions. Real leadership isn’t
based on position. It's based on
action, performance, ability, and
effectiveness-regardless of the posi-
tion you hold.

¢ Leaders are controlling.
Most people gravitate to and follow
people they respect. Leaders need not
compel others to do as they say.
Instead, people follow leaders who
have goals they can relate to and per-
sonalize.

¢ Leaders have more educa-
tion than most. Degrees merely
mean you have a good education;
experience is the best teacher when it
comes to leadership. Professional suc-
cess often comes from years of experi-
ence on the frontline, where a person
learns how to manage interactions and
balance the needs of the mission with
those of the individual.

—adapted from Small Business Journal

K1 Different Thinking Is Not Wrong

A new Web-based journal spotlights two keys to nonprofit
leadership—creativity and strategy. As the journal (Strategic
Creativity, www.strategic-creavity.org) notes, creativity is at
the root of effective leadership. Creativity means remembering
there’s always another point of view. Just because others don't
see things as we do doesn’t make their thinking wrong. As the
rate of change accelerates, and old ways no longer work, we
need to accept new ideas and become more creative to devise
new solutions.

Yet creativity without direction can be wasted energy.
That's where strategy comes in, channeling creativity toward
productive ends.

The journal makes its point through articles, abstracts,
reviews, cartoons, stories, and quotations, such as this one from
Harry Emerson Fosdick: “No horse gets anywhere until he is
harnessed. No steam or gas drives anything until it is confined.
No Niagara is ever turned into light and power until it is tun-
neled. No life ever grows great until it is focused, dedicated,
disciplined.” O



NONPROFIT RESOURCE CENTER
Helping nonprofit organizations for more than 12 years

Three Great Resources

lo Help You Manage Your Organization

Our Internet Service and Online Resource Library gives you
access to the latest and most important financial management
tools and documents — tax and reporting information, accounting
rules, grant administration, employment laws and regulations,
and tons of additional information — all at your fingertips

24 hours a day!

Our Model Accounting Policies

and Procedures on CD-ROM includes
hundreds of critical policies ready for you
to customize for use in your organization,
Prepare a current accounting manual

in a fraction of the time it would take to
draft one from scratch.

Our highly-acclaimed seminars and training

programs, presented throughout the U.S., on a variety

of accounting, fundraising, grant, tax, fraud prevention and
other financial management issues of nonprofit organizations.

For more information about these or any of our
consulting services, log on to our web site:

www.nonprofitresource.com

or call us at (800) 883-6247.

Nonprofit Resource Center
A DIVISION OF WILLIAMS YOUNG, LLC

1700 Rockville Pike « Suite 400 - Rockville, MD 20852



Celebrating 20 Years of Service
to the Nonprofit Community

As Nonprofit World and the Society for Nonprofit Organizations celebrate their
20th anniversary, many generous people and organizations have shown they support
quality leadership and management in the nonprofit sector by contributing to the
Society’s Anniversary Sponsorship Program.

Many thanks to these 20th Anniversary Sponsors for their support:

Silver Sponsor s ($5,000)
American Bar Association
Bronze Sponsors ($2500)
Nonprofit Resource Center
Best Software

The Alford Group
eTapestry

Patron Sponsors ($1,000)
Susan and Jonathan Lipp

CharityAdvantage

U S Bank

Supporter Sponsors ($500)

Harry Hatry

Planned Giving Today

Contributor (open donation)

Jerr Boschee, The Institute for
Social Entrepreneurs

Hirzel, Jackson, Swaine, P.C. CPA

David Campbell

Penny Pray

David Magidson

Smith & Gesteland CPA

Rhonda Steiner, The George
Frederick Agency

Carol Weisman, Board Builders

David Wells

You, too, can help celebrate the 20th anniversary of Nonprofit World and the Society for Nonprofit Organizations.
To become a Sponsor, visit the Society’s Web site at www.snpo.org or call the Society at 731-451-3582.

(] I would like to join the Society for Nonprofit
Organizations at the following level:

[] INDIVIDUAL MEMBER — $59/YEAR
Includes subscription to Nonprofit World magazine and
“Funding Alert” newdetter, as well as substantial discounts
on books/videos/CD-ROMs in our Resource Center, reprints
of previous Nonprofit World articles, and access to our
archive of hundreds of articles from Nonprofit World, all
searchable by key word, author, or subject, and print-enabled.

ORGANIZATIONAL MEMBER — $99/YEAR
Includes benefits listed above, plus additional magazine
subscription, multi-person access to our Resource Center,
and free listings on our Career Opportunities Web page.

ELECTRONIC MEMBER — $29/YEAR

Includes al the benefits of Individual Membership delivered
in a paperless version over the Internet. All materials fully
print-enabled.

WEB: WWW.SNpO.0rg
Fax: 734-451-5935

PHONE: 734-451-3582
E-MaIL: info@snpo.org
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