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Don’t Forget the Chocolate

hether your organization

is staffed by dozens of

employees or a few part-

time volunteers, those

people are a powerful key.

Considering how firmly they're linked

with your organization's success or

failure, it's astonishing how often their
well-being is neglected.

The steps to creating a people-
friendly culture aren’t difficult. Even the
smallest effort signals employees that
you care about them, as the authors of
“A Three-Step Approach to Managing

EDITOR’S page

satisfaction. As the list on page 32 makes
clear, you don't need lots of time or
money to provide these basics. Simply
let employees know what's expected of
them, and let them do what they do best.
Give them feedback, and ask for their
input. Support them in their desire to
learn, to grow, to challenge themselves,
and to make a meaningful impact.

You're used to marketing to donors,
but it's just as important to market to
your employees, as “Internal Marketing:
Key to Successful Volunteer Programs”
(page 25) makes clear. Whether they're

The simple feeling of being cared
for can transform a workplace.

Workplace Stress” (page 17) point out.
That simple feeling of being cared for
can transform a workplace.

If employees feel supported and
believe that what they're doing matters,
they’ll embrace your organization’s mis-
sion and give it their all. Then, and only
then, can you seize your organization’s
potential.

A recent Gallup poll pinpointed
12 issues that the most talented and
productive workers find vital to their

paid or volunteer, your workers need to
know they're appreciated and that their
opinions count. They need to receive
praise for good work and regular reports
on their progress. They need to be
reminded of the organization’s mission
and how indispensable they are to its
fulfillment (see “Rally Round the Mission”
on page 26).

You can create a dynamic team by
using your organizational culture as a
tool to stimulate performance. Recruit

people whose values match those of your
organization, and plan activities and
training programs to reinforce your
desired culture.

Be especially alert to employees’
well-being during times of transition. To
grow, an organization must help workers
feel comfortable with change. When peo-
ple have input into a proposed change
and time to prepare, they're more likely to
welcome it with equanimity. “Take the
Stress Out of Change” (page 32) provides
some helpful coping tips.

It never hurts to promote a sense
of irreverence and fun. Humor is a great
way to reduce stress (see “Important
Things to Remember about Stress” on
page 19). Lighten up. Have fun with your-
self and everyone around you. Have a
staff laugh in your office. Get some funny
films to play in the lunchroom. Provide
chocolate. “Stressed” in reverse, after all,
is “desserts.”

Be sure to give employees every
chance to be creative. You want them to
be innovators, not order-following drones.
See “Need Innovative Employees? Think
Creatively” on page 31 for ways to stretch
people’s creativity—not just in word
but in deed. When you forge an environ-
ment of openness and creativity, magic
will happen. m

J,&'e WW/ éc//ﬁ_

Jill Muehrcke
Editor, Nonprofit World
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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 7 x 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!
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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 i )
SEEREELS Fax:  1-312-988-5568 Chicago, IL 60610-0892 iy




Nonprofit World, Vol. 22, No. 1

N

LETTERS to the editor

Discrepancy?

On page 30 of the Vol. 21, No. 4 issue
of Nonprofit World (in your “Nonprofit
Briefs” section), there’s a statement that
“deductions fall for charitable contribu-
tions.” On page 32 of the same issue,
there’s a statement that giving has
increased. Are people giving more but not
deducting? Or is there a discrepancy in
these statements?

Marie Rossi, CAE
mtrossi@optonline.net

Good question! Results from differ-
ent studies can vary for many reasons,
including the methodology used, the
timeline of the data-gathering, and the
way people are polled. On one hand is
the poll taken by Giving USA
(www.givingusa.org), which used inclu-
sive survey methods to find that giving
to charities grew 1% in 2002 (“Giving
Increases 1% Despite Economic
Slump”). On the other hand is the report
of the IRS (which bases its findings sole-
ly on what people say on their income-
tax forms) that tax deductions claimed
by Americans for charitable contribu-
tions declined almost 5% between 2000
and 2001 (“Deductions Fall for First
Time in Over a Decade”).

It's also important to note that
many people don't report their charita-
ble deductions for a number of reasons,
including:

e They don’'t donate enough money
to qualify for a deduction.

e They don't itemize any of their
deductions on their tax returns.

e They are confused by the rules
connected with claiming deductions,
such as recent requirements that they
receive receipts from charities to sub-
stantiate their contributions and the
rules involved with donating through
payroll deductions.

e They have forgotten or mini-
mized exactly how much they have given
throughout the year.

e They've forgotten to report infor-
mal philanthropy, such as in-kind con-
tributions of clothing and similar items.

For all these reasons, it makes sense
to be optimistic about giving by people
in the United States, despite what some
reports may suggest.

Telling It Like It Is

| am impressed with the article
“Crisis in the Boardroom—Can We Avoid
Catastrophe?” (Vol. 21, No. 5) by Gary
Snyder. He is on target when he says that
most nonprofit board members consider
board meetings to be social events rather
than the place where life-and-death deci-
sions are made.

As nonprofit managers, we must
change the way our boards operate. We
must force our board members to face
reality and not to be afraid of conflict. A
board member who's worried about hurt-
ing anyone’s feelings isn't going to stand
up for the hard truth when it matters.

Maybe we've put too much emphasis
on making board members feel comfort-
able, holding retreats and social gather-
ings. Instead, we should make it clear,

right from the beginning, that board work
is serious business.

Thank you for telling it like it is.
Your articles are all excellent at zeroing
in on what we as nonprofit managers
really need to do rather than sugarcoat
the truth.

Name withheld by request

Once Over, Briefly

In the “Nonprofit Briefs” section of
your 20th-anniversary issue, | noticed a
brief about the lessons learned post 9/11
(“What Have We Learned from 9/11?”, Vol.
21, No. 3). The article that is referenced
there is one that | wrote (with David
Jones, the Community Service Society's
president and CEO). | am grateful for the
publicity about the article, but 1 would
have appreciated an acknowledgment as
the author of the piece.

David Campbell

Community Service Society of New York
105 East 22nd Street

New York, N.Y. 10010
dcampbell@cssny.org

Thanks for your careful reading of
the magazine! We always appreciate
close reading even when it means point-
ing out mistakes and oversights! Your
point is well taken. In retrospect, our
attribution to Responsive Philanthropy
and the NCRP Web site was clearly not
adequate, given that it really was your
work, not theirs. Please accept our apolo-
gies for not providing recognition for
your excellent article.

—Ed.



ASK the experts

Gaining Members with Direct Mail

What's the best way to increase our membership using direct mail? We currently send out a member-

B ship kit (a letter, newsmagazine, and brochure) to prospects, but this hasn't gained us many new members.
And, since these mailings are so expensive, we are considering eliminating the newsmagazine from future

= mailings and just sending a letter. Any other direct-mail ideas for increasing membership? (For your infor-
mation, we are an association that helps people with the disease of spasmodic torticollis. Many people are
being helped with better treatment methods for this disease and perhaps don't feel they need to join an
association like ours anymore. However, | believe we offer a real lifeline and a real service to our members.)

Obviously, for one thing, the charac-
| ter and quality of the direct mail packages
you've sent have influenced the results of
your mailings. But you've given me a few
hooks to hang a bit of advice on. Please
take this with several grains of salt:

(1) Ifyoubelieve you “offer a real lifeline and a real service
to our members,” it’s essential that you get that message across
to prospective members in a cogent and compelling way. That is
the true subject of any letter you might send: the benefits of
membership.

(2) 1 assume that your “membership kit” includes both an
enrollment form (or some other response device) and a self-
addressed return envelope. If not, add them to the kit. It's far too
much to expect prospective members to address their own
envelopes, or to remember how big a check to write in the
absence of some form that spells it out clearly.

(3) You write of a “brochure” in your prospect package. In
my experience, brochures have often proven to be ineffective in
stimulating prospective members to join. The letter is the key—

Howard Thiel
Spasmodic Torticollis Dystonia, Inc.
Waupaca, Wisconsin

and a powerful description of the benefits of membership.
Sometimes, a brochure will help—if it merely illustrates and
emphasizes the benefits of membership and reiterates the invi-
tation to join. A more general brochure might very well distract
prospects from the business at hand; writing a check to join.

(4) You also speak of a “newsmagazine” among the con-
tents of your membership kit. Here, again, it’s entirely possible
that the added expense will be for naught. In direct mail—as in
any form of advertising or marketing—it's almost always more
effective to “sell the sizzle, not the steak.” Instead of including
an actual copy of the newsmagazine, |1 would develop a flyer
under a headline like “FREE with your membership...” This
flyer would describe the magazine in glowing terms, perhaps
listing some of the most intriguing articles, and depict one or
more covers.

| hope this is helpful. Good luck to you! m
Mal Warwick
Mal Warwick & Associates
2550 Ninth Street, Suite 103
Berkeley, California 94710-2516

January « February 2004
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FIRST alert

Seven Lessons Learned from ADA Case

A landmark case in Maine’s Federal
District Court offers lessons in what not
to do when faced with an employee suf-
fering from a mental health disability.
The suit alleged Land Air Express of New
England, Inc., violated the Americans
with Disabilities Act (ADA) when it
discharged Donna Malone because she
had been hospitalized for depression.
Her manager said he terminated her
because of his “gut feeling” that she
“might go postal.”

The company accepted a settlement
package in which it paid Malone
$360,000. It also agreed that all its
employees would receive a policy on
accommodating people with disabilities
and all managers would receive four
hours’ training on ADA requirements.

Don't let this happen to you. Here
are lessons better learned before some-
one takes you to court;

1. Familiarize yourself with ADA
requirements, including the need for
reasonable accommodation and the
“interactive process” used to develop
reasonable accommodations without
undue hardship.

2. Draft cogent and reasonable
organizational policies, and review
these policies whenever dealing with an

employee who might be a qualified indi-
vidual with a disability.

3. Encourage an open dialogue
with the employee.

4. Stay informed of the status of
the employee’s condition.

5. Treat all employees compas-
sionately and fairly, and make deci-
sions guided by your organization’s estab-
lished policies.

6. Never make decisions based on
assumptions about a disability, no
matter how sure you are that your gut
feeling is correct.

7.Consult an expert when you
have questions about the legal course of
action. A small amount spent early may
save thousands spent later to defend a
bad decision.

For more on human resources issues,
go to hr.cch.com. For more on employers’
obligations under the ADA, check out the
EEOC Web site (www. eeoc.gov) and the
following articles from Nonprofit World
(www.snpo.org): “Nonprofits & the
Americans with Disabilities Act” (Vol. 11,
No. 2), “To Write or Not to Write:
Do You Need a Personnel Handbook?”
(Vol. 11, No. 3), “Protect Yourself Against
Employee Lawsuits” (Vol. 15, No. 2), and
“How to Accommodate Disabilities under
ADA” (Vol. 18, No. 5).

Constraints on Cooperative Mailings Lifted

On Nov. 13, the United States Postal Service (USPS) lifted a ban on commercial
mailers profiting from fundraising appeals sent on behalf of charities at nonprofit rates.
Such contractual relationships are known as cooperative mailing agreements. (Other
nonprofit mailings sent through commercial mailers, including newsletters and
solicitations for goods and services, will still be subject to the cooperative mailing rule.)
To deter abuse, the USPS will require commercial mailers to provide nonprofits with
copies of donor lists, contact information, and the amount contributed for each donor,
unless the nonprofit waives the right to this information. Still, the Alliance of Nonprofit
Mailers worries that the new ban leaves small and unsophisticated nonprofits
defenseless against one-sided and abusive relationships with commercial partners.

See www.nonprofitmailers.com.

New Site Eases E-filing

The Electronic Data Initiative for
Nonprofits (EDIN) has launched a
new Web site (www.EDINonline.org)
to ensure a smooth transition for
nonprofits e-filing their annual infor-
mation report (Form 990) to the IRS.
Hosted by Independent Sector
(www.independentsector.org), the
new site provides one-stop access to
news and information from the IRS,
state charity offices, CPAs, tax prepa-
ration software developers, nonprofit
organizations, foundations, and oth-
ers, to streamline the online reporting
process.

Foundation Transfers
to Charity Now Easier

In the 1990s, many wealthy
donors created private foundations to
handle their charitable giving. During
today’s economic downturn, many of
these donors are electing to dissolve
their foundations and transfer the
money to charitable donor-advised
funds. Until recently, however, the
IRS required public charities to be in
existence for at least five years before
private foundations could transfer
assets to them without incurring a
tax. Now, a new revenue ruling has
removed that five-year limitation.
That’s good news for donor-advised
funds, many of which are less than
five years old.

For more information, contact
Gammon & Grange Law Offices, 8280
Greenshoro Drive, 7th Floor, McLean,
Virginia 22102, npa@gandglaw.com.
Also see “Will Donor-Advised Funds
Revolutionize  Philanthropy?” in
Nonprofit World, Vol. 19, No. 2
(www.snpo.org).



FUNDRAISING forum

Making the Business-Nonprofit
Partnership a Win-Win

Teaming up with a business is a great way to meet your goals. Here’s how to make it work.

BY MARION E. GOLD

ust watch the stock market and

it's easy to see why so many

charities are hurting. Ironically,

at the same time as Corporate

America tightens its belt, the
need for businesses to expand their
community involvement has never been
S0 intense.

This should be a wake-up call to
fundraisers that it takes more than walk-
ing through the door with a good cause
(or putting envelopes in the mail or
telemarketers on the phone) to convince
local corporations of their ethical respon-
sibility to be good neighbors.

The concept of “strategic giving” or
“cause-related marketing” isn't new. But
it's taking a bad hit in the press as con-
sumers realize that using a certain credit
card, for example, doesn't really add
much to the fight against breast cancer.

The key is to create an environment
in which the company’s and charity’s
objectives are integrated to create a mutu-
ally beneficial result. That's mutually
with a capital “M.” Use these tips to part-
ner with a company in your home town:

Position yourself creatively. How
your program is positioned in the com-
munity makes all the difference in how it
is perceived. And the responsibility for
making that pitch to corporate sponsors
lies in the laps of nonprofits.

Be a clever marketer. Just as
corporations examine their role in the
community, nonprofits must meet them
halfway by using marketing tools

designed to influence behavior. More
and more, corporations expect their non-
profit partners to be conversant about
corporate marketing and sales objectives.

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

< Solutions / Executive Recruitment

—— B
e

THE ALFORD GROUP INC.
TAG EXECUTIVE SERVICES LLC

Strengthening the not-for-profit community

Chicago « Detroit = Portland = San Diego
Seattle « Washington, DC

1-800-291-8913 = www.alford.com = info@alford.com
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CREATIVE FUNDRAISING

IDEAS

Dig into Your List

Instead of looking else-
where for money, begin with
your own list. One teachers’
college used its alumni list
to pinpoint everyone over 65
(determined by graduation
year) who used the prefix
“Miss.” Eight of those people
ended up giving gifts over
$1 million. See Nobody Wants
to Give Money Away, ASR
Philanthropic Publishing,
info@ASRpublishing.com.

The Best Way to Raise
Operating Funds

If you need money to operate your
organization, the best fundraising tool is
the annual drive. You can hold it every
year to pay for your operating expenses.
Start with personal solicitation of
proven donors, and ask for true “annual
support”™—a gift that will make a dent in
your operating budget. Then reach out
to all parts of your community, and ask
people to work and give at their level of
ability. See Keep the Money Coming,
www.pineapplepress.com.

Creativity Is Key to
Auction Success

To assure top dollar at your
charity auction, give people a
chance to bid on unique items,
such as these: shopping spree
at the mall, private boardroom
lunch, clam bake for 30,
handmade accessories, your
weight in chocolate, mother-
daughter makeover, lunch with a
local celebrity, a day at the spa.
For more auction ideas, see
www.benefitauction.com.

The most successful nonprofits will posi-
tion their causes as “brands”—as “prod-
ucts” corporate partners want to buy.

Hold up your end of the bargain.
The public can quickly identify an imbal-
ance between the business and the cause
it supports. Under the keen view of the
press, the charitable side of the equation
better add up. Otherwise, the campaign
can backfire and damage the reputation
of both partners.

Keep an eye on results. Both part-
ners must constantly reevaluate programs
and goals. Monitoring and measuring
must be part of the partnership pack-
age—just as they are with all marketing
campaigns. Don't let the ball drop after
the proverbial “check is in the mail.”

The Boston College Center for
Corporate Community Relations pro-
vides a diagnostic tool on its Web site
(http://'www.bc.edu/ccer) to help com-
panies evaluate the impact of their
community involvement. You can use that
same tool to measure the results of
your efforts.

Don’t be deterred by limited
resources. Even nonprofits on a shoe-

The most successful
nonprofits will position their
causes as “brands.”

string can create corporate partnerships.
Instead of contacting big companies,
small nonprofits might join with small
businesses, sole proprietors, or independ-
ent contractors.

Be sure both parties take some-
thing from the table. The partnership
must be a win-win situation—and the old
advertising adage that “perception is
reality” is critical to success.

As corporations and charities look
for new ways to meet goals, cause-related
marketing may still be the right medicine
to achieve a win-win. The corporate part-
ner wins not only in community visibility
and product promotion but in staff moti-
vation, team building, and pride. The non-
profit wins by growing its programs of
support. But when businesses and non-
profits work together to improve commu-
nities, the ultimate winner is the public. m

Resources

Frede, Nancy, “Take the Money But Don't
Run,” Nonprofit World, Vol. 19, No. 6.

Gifford, Gayle, “Cause-Related Marketing:
10 Rules to Protect Your Nonprofit Assets,”
Nonprofit World, Vol. 17, No. 6.

Ptacek, Joseph and Gina Salazar,
“Enlightened Self-Interest: Selling Business on
the Benefits of Cause-Related Marketing,”
Nonprofit World, Vol. 15, No. 4.

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

Marion Gold (gold@speedsite.com) is a
Chicago-based writer and publicist with a
distinguished history of marketing and
communications excellence. An expert in
forging alliances between nonprofit and cor-
porate partners, she is the author of Personal
Publicity Planner: A Guide to Marketing
YOU and TOP COPS: Profiles of Women in
Command.
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LOP: A Model to Remove

BOARD room

Board Members

The way board members leave is crucial. Don't leave it to chance.

BY JOSEPH C. SANTORA

hile much attention has

focused on the tenure of

nonprofit executives, lit-

tle research touches on

the dismissal of board

members. Serving on a nonprofit board is

no easy task today. Board members play

increasingly important roles and take on

vast responsibilities to ensure the organi-
zation’s fiscal health.

Unfortunately, some board members
don't fulfill their duties or are a bad fit
with the organization. Yet removing them
from the board is problematic for many
reasons. You may hesitate to remove a
board member out of misguided loyalty
or fear of airing dirty laundry in public.
You may worry that a high-profile dis-
missal will reflect badly on your organiza-
tion and your ability to attract funding.

The question thus arises: How do
you get board members to tender their
resignation in a way that is non-disruptive
yet humane?

The LOP model provides an answer.
It identifies three ways for people to leave
the board:

1. Leave of Absence

Taking a leave of absence is the most
benign way for board members to leave.
This approach opens the door for them to
return at a mutually agreed date. If they
decide not to return later on, the board
can seize the chance to acknowledge

their contributions at a well-publicized
organizational event. The result is good
rather than bad publicity for both the
organization and the board member.

2. Ouster

The ouster is the most painful way to
remove a board member. It causes the
most hardship and creates enemies
among colleagues and friends. At times
ouster is necessary for a number of rea-
sons: Board members may be unproduc-
tive or habitually absent from board
meetings. They may blur the line between
their role and that of the executive direc-
tor. Or they may cause organizational
chaos during executive committee meet-
ings, behind the scenes, or at public meet-
ings. If board members won't comply
with requests from the board chair or
other members of the board to resign,
then the board has no recourse but to
oust them from the board.

3. Personal Request

This strategy appeals to reason. Here
the chairperson asks the board member
to resign, explaining that the board mem-
ber’s value to the organization has been
diminished and nothing positive can be
gained by continuing. Ideally, the board
member will do the right thing and resign,
citing personal or professional reasons
for doing so. Resigning saves face for the

board member, for the board itself, and
for the organization. If the board member
doesn’t respond to the chairperson’s
personal request, then the board in its
entirety must take the appropriate steps
to vote the recalcitrant board member off
the board.

Make the Options Clear

Serving on a board requires a major
commitment. It also demands that board
members assume distinct roles and
responsibilities. If board members are
uncomfortable with their roles or don’t
fulfill their responsibilities, they cannot
continue on the board without harming
the organization. The way they leave says
a good deal.

As part of your board orientation,
clarify the LOP (leave of absence, ouster,
or personal request) model. Be sure
prospective board members understand
the three ways of leaving the board, and
stress the importance of choosing an
option other than the destructive ouster
alternative. That way, board members
will be ready with the best approach
when it’s time for them to say good-by. m

Joseph C. Santora, Ed.D., is managing direc-
tor of DCG (P.O. Box 1291, Normandy Beach,
New Jersey 08739, TSTDCGl@aol.com), a
firm that specializes in leadership develop-
ment, planning, research, and evaluation of
nonprofit organizations.
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Attorneys & Nonprofit Consultants:
Keep Their Communications

Confidential

Use these tips to assure attorney-client privilege between your consultants and attorneys.

BY CARL PACINI AND WILLIAM J.

n response to the demand for

improved accountability, nonprofit

organizations are increasingly using

the services of attorneys and busi-

ness consultants, including account-
ants and fraud examiners, to improve
operations and reduce liability exposure.
Nonprofits often hire these business
consultants on the advice of attorneys.
Competent legal advice involving
fundraising (especially on the Internet),
fund accounting, fraud, board liability,
protection of volunteers, and the like
often requires the use of experts or
consultants in accounting, fraud exami-
nation, information systems, marketing,
and finance.

Effective performance by a consult-
ant, particularly in financial matters,
requires open communication between
the nonprofit organization and the
expert. Some of these communications
contain information that the nonprofit
organization would prefer to remain
secret. In the context of litigation or gov-
ernment investigations, however, the
content of the nonprofit-expert commu-
nications may require disclosure to an
adversary or government agency. Such
disclosure may result in undesirable
costs and consequences for nonprofits
and their consultants.

RITCHIE

Thus, it's important to ask: Are com-
munications between nonprofits and
their consultants protected under the
attorney-client privilege? If so, under
what conditions? How can a nonprofit
executive assure that such communica-
tions remain confidential? To answer
these questions, let’s look first at the laws
that govern attorney-client privilege.

Overview of Attorney-
Client Privilege

The attorney-client privilege is the
oldest privilege established by law. It
evolved in the early 1600s as an extension
of the individual's right to avoid self-
incrimination. The privilege developed to
preclude attorneys from having to testify
against their clients. Originally, the privi-
lege belonged to the attorney but today is
considered to belong to the client. The
attorney can, however, raise the privilege
on the client’s behalf.!

Uniform Rules of Evidence 501 and
502 set the parameters for the scope of
the privilege: A client has a right to refuse
to disclose (and to prevent others from
disclosing) confidential communications
made for the purpose of providing legal
services to the client. The communica-
tions can be:

 between the client or client’s repre-
sentative and the attorney or the
attorney’s representative

« between the client’s lawyer and that
lawyer's representative

e by the client or the lawyer to a
lawyer representing another in a
matter of common interest

 between representatives of the client

» between lawyers representing the
client.

Significantly, these rules define a
“client” as a person, corporation, associ-
ation, or other organization or entity,
either public or private, who is rendered
professional legal services. This means
that the attorney-client privilege applies
to both governmental and nonprofit
entities.

The privilege must be claimed with
regard to a particular communication and
extends only to a communication and not
to facts. For example, clients can't refuse
to disclose relevant facts merely because
they incorporated these facts into
communications with their attorneys.
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Similarly, an attorney’s communication to
a client reporting facts learned by the
attorney from a third party isn’t within the
attorney-client privilege unless the infor-
mation is included in legal analysis or
advice communicated to the client.
Moreover, the attorney-client privilege
does not attach in the context of an attor-
ney providing non-legal advice.

Courts have set forth various tests to
decide whether the attorney-client privi-
lege applies to a particular case. Each test
requires that the party claiming the privi-
lege prove the existence of all the follow-
ing elements:

e The holder of the privilege is the
attorney’s client.

e The person to whom a communi-
cation is made is a licensed attor-
ney or the attorney’s agent.

e The attorney is acting as the
client’s lawyer with regard to the
communication.

e The communication relates to a
matter of which the attorney was
informed by the client, without the
presence of third parties, for the
purpose of securing legal services
and not for the purpose of commit-
ting a crime.

Although each element above must
be supported by facts, deciding whether
the attorney-client privilege exists is
done on a case-hy-case basis by applying
€Ommon sense.

Attorney-Client
Privilege Extended to
Third-Party Consultants

A lawyer may cloak a non-testifying
expert or consultant with the protection
of the attorney-client privilege. The land-
mark decision in U.S. v. Kovel (296 F.2nd
918, 2nd Cir.) extended the attorney-
client privilege to communications

Introducing . . .

Planned.

Gwmo/ MENTOR

* What is Planned Giving?
* Understanding Gift Vehicles
* How to Write Good Policies

To order, please click or call:

+ The Newsletter for Newcomers to Gift Y’/annmjb

T.,vpﬁm/ Your Horizons. . .

¢ Tutorial articles by a national board of 24 gift-planning
consultants. See names at wWww.pgmentor.com.

¢ Each monthly issue presents one key topic, such as:

¢ Perfect for new PGOs, staff and key volunteers.
¢ Brief, concise, easy to understand.

¢ Published by Planned Giving Today . . .

www.pgmentor.com or 800-525-5748

* Pitfalls to Avoid
¢ Resources for PGOs
* And many more!

Only $99!

between a client and a third party an
attorney retained to provide accounting
services (the “Kovel Rule”). In this case,
the Second Circuit Court of Appeals ruled
that the presence of an accountant as an
attorney’s agent doesn’'t negate the
attorney-client privilege. The court noted
that because of the “complexities of
modern existence” few lawyers could
operate without the aid of secretaries,
law clerks, and others. No reason could
be found to exclude accountants from the
list of those who assist lawyers in provid-
ing legal services. The court ruled that the
privilege shields communications with an
accountant hired to help provide legal
services to the attorney’s client.?

The appeals court defined the
boundaries of the Kovel privilege. The
court acknowledged that an arbitrary
line was being drawn between a case in
which the client communicates first to
his own accountant and then later con-
sults with his lawyer (no privilege) and
one in which the client initially retains an
attorney who then hires an accountant or
the client first consults with both the
lawyer and accountant simultaneously
(privilege exists). In U.S. v. Cote (456
F.2nd 142, 8th Cir.), the court made clear
that communications from client to
accountant before the accountant was
hired by an attorney are not privileged.
The court held that this distinction is
necessary to prevent the privilege from
being unduly expanded.

It is vital to the privilege that the
communication be made in confidence
for the purpose of obtaining legal advice
from the attorney. If the consultant’s
business advice, rather than legal advice,
is sought, there is no privilege. Even legal
advice is unprivileged if it is merely
incidental to business advice.

In one case with important implica-
tions for third-party experts such as non-
profit consultants, a federal appellate
court granted attorney-client privilege to
communications between a law firm and
a real estate consultant engaged by the
client. In this case (Bieter Co., 16 F.3d
929, 8th Cir.) , the consultant was hired as
an independent contractor. The issue of
attorney-client privilege was complicated



by the fact that the consultant wasn't an
employee of the client (a real estate
developer). In upholding the attorney-
client privilege, the court identified four
factors in concluding that it is inappropri-
ate to distinguish between those on the
client’s payroll and those employed as
independent contractors;

 The communications were made
for the purpose of seeking legal
advice.

e The third-party expert was
involved in the communications
at the direction of the client.

e The subject matter of the com-
munication was within the scope of
the consultant’s duties.

 The communications were not
disseminated beyond those parties
who needed to know.

Five Tips to Keep
Information Confidential

Based on the preceding cases and
examples, here are five practical ways to
protect the attorney-client privilege from
challenge when you use consultants on
the advice of your attorney:

1. Don’t hire the consultant
yourself. Have your attorney hire the
consultant. Otherwise, it will be difficult
to show that the consultant was hired to
help provide legal services rather than
as a business advisor with regard to a
particular communication.

2. Have the attorney draft an
agreement defining the consultant’s
role® This agreement should document
the legal purpose of the consulting
services and the following facts:

» The main purpose of hiring the con-
sultant is to assist the attorney in
providing legal services.

e Any communications between the
consultant and nonprofit employees
or board members have occurred at
the direction of senior management.

» The consultant is being hired in antic-
ipation of litigation (if appropriate).

« All communications among the attor-
ney, client, and consultant are inci-
dental to rendering legal services and
are intended to remain confidential.

e All documents, including work-
papers, are the property of the
lawyer.

3. Be sure consultants bill your
law firm, not your organization.
Neither invoices nor copies of any in-
voices should be sent to you. The law firm
should pay the consultant and then send
you invoices which itemize the consul-
tant’s fees as expenses.*

4. Don’'t communicate with the
consultant except in the presence or
under the direction of the attorney.
Also take care not to communicate confi-
dential information to your lawyer in the
presence of a third party who isn't an
agent of the lawyer. This would include
discussing a matter in a restaurant,
elevator, or other public place.

5. Use caution with communica-
tion technologies such as e-mails,
faxes, and cell phones to prevent inad-
vertent loss of the protection offered by
the attorney-client privilege. Inadvertent
disclosure can take many forms, ranging
from unintentionally faxing a document
to an opposing attorney to deliberate spy-
ing by adversarial parties. Although this
is a very unsettled area of the law, inad-
vertent disclosure can lead to the waiver
of the attorney-client privilege.® Use the
following guidelines, and document them
in your employee manuals:

e Make sure e-mail is encrypted,
and use only internal e-mail or
secured external systems. One legal
commentator has suggested that fail-
ure to encrypt an e-mail message
may constitute professional negli-
gence on the part of counsel due to
a court’s finding of waiver of the
attorney-client privilege.®

e Use hard-wire phones, not cell
phones, for confidential matters.
Some courts have held there is no

reasonable expectation of privacy
when using mobile communi-
cations.” Although it is a federal
crime to intercept cellular telephone
calls under the Electronic
Communications Privacy Act of
1986, such a prohibition may not be
enough to protect privileged material
intercepted by a hacker.

e Use cover sheets with confiden-
tial legends for faxes containing
privileged information. Such a
practice will increase the likelihood
that a court will uphold the attorney-
client privilege in the event of inad-
vertent disclosure of confidential
material. m

Footnotes

The cases and applications of attorney-
client privilege to nonprofit organizations in
this article are intended to illuminate effective
means of management rather than offer
specific legal advice. We recommend that
nonprofit managers contact their legal
counsel for clarification of these issues in
practice.

*Tigue, J., B. Skarlatos, and L. Lacewell,
“The Kovel Accountant Privilege,” New York
Law Journal, May 1994,

®Segal, M., “Accountants and the Attorney-
Client Privilege,” Journal of Accountancy,
April 1997.

“Twardy, S. and M. Considine, “Procedures
to Protect Attorney-Client Privilege,” New
York Law Journal, February1996.

*Freeman, E., “Attorney-Client Privilege
and  Electronic Data  Transmission,”
Information Systems Security, Winter 1999.

’Froomkin, M., “The Metaphor Is the Key:
Cryptography, the Clipper Chip, and the
Constitution,” University of Pennsylvania
Law Review, 143, 1995.

'Gruber, H., “E-mail: The Attorney-Client
Privilege,” George Washington Law Review,
66, March 1998.

Carl Pacini is a member of the Florida
Bar and an associate professor in the
Department of Accounting and Business
Law, College of Business, Florida Gulf
Coast University, 10501 FGCU Blvd. S.,
Fort  Myers, Florida  33965-6565,
cpacini@fgcu.edu. William J. Ritchie is an
assistant professor in the Department of
Management, Florida Gulf Coast University,
writchie@fgcu.edu.
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PEOPLE and technology

Scheduling Can Be Easy

The key is the right software.

fyou're like most nonprofits, you use

some sort of scheduling system.

Maybe it's just paper and pencil.

If so, it may be time to purchase soft-

ware to make scheduling easier.

But which scheduling software
should you choose? The decision can be
tough. There are low-cost packages
such as ResSched for as little as $180
and complex systems like Wallchart for
up to $250,000.

No matter whether you are schedul-
ing facilities, people, equipment, or all
three, you need a reliable system that
books the resources for a specified time
frame, and guarantees they'll be there, no
excuses. Facilities can range from a barn
containing 2,500 cows to a meeting room
for 10 people. People can be farmhands
or installers and technicians. And equip-
ment can be a fleet of vehicles or aircraft
or a large inventory of audiovisual equip-
ment used by a university.

The key to choosing the best soft-
ware is to clarify your scheduling needs.
Ask yourself these questions:

1. Are you planning to acquire
more resources (people, equipment,
facilities) to meet demands? Before you
do, be sure you're maximizing the
resources you already have. A good
scheduling system may take the place of
resources you think you need. Chances
are that such a system will minimize
further capital expense or increased
overhead.

2. Have you ever double-
booked a resource? If so, you know the
cost can be high in terms of lost time, bad
PR, and the like. A reliable, conflict-free
scheduling system may be inexpensive in
comparison.

3. Is scheduling one of many
functions you'd like to perform? If so, is
there a multi-function software package
to meet your needs? A word of caution:;
Such packages are usually expensive and
can have weak scheduling components. If
scheduling is your main concern or if you
have other software programs that you
want to continue using, a low-cost pack-
age dedicated to scheduling may be bet-
ter suited to your needs. Besides, some
dedicated scheduling packages can be
linked to other software programs to pro-
vide the functions you seek.

4. How much time do you spend
on scheduling now? Can a new system
reduce that time?

5. Which people will be using
the new system? How fast can they learn
to use it effectively?

6. Are you prepared to pay for
and learn all the bells and whistles some
programs offer? Or do you want a quick,
comprehensive, reliable solution?

7. Is there a full-function trial
version of the software available?

8. Is the software reasonably
priced? Does the price include support
and updates? If not, what do they cost?

9. Does the system scan, present,
and print bookings graphically in a vari-
ety of views?

10. Does the software offer
group and repeat scheduling with con-
flict checking?

11. Will the system expand as
your needs grow?

12. Is the software easy to install?
Is it network-friendly (trouble-free for
network administrators)?

13. Can the system export infor-
mation to other applications and palm®
devices?

14. Does the software let you
customize the terms used in windows
and reports to suit your organization? m

This article is courtesy of Madrigal Soft
Tools, creators of ResSched, the award-
winning scheduling software. Download
their 21-day trial version from
www.madrigalsoft.com/fresmulti.html. For
more information, contact Chris Gower-
Rees, Madrigal Soft Tools, P.O. Box 8838,
Victoria, B.C. V8W 3S3.



Compare Your Salary

An updated survey gives the latest nonprofit salary information.

The composite executive with the highest annual income in a nonprofit organization in the U.S. is a
CEO of an international, national, or state organization with 25 or more employees and an annual budget of
$10,000,000 or more. While the median income of nonprofit CEOs is $81,000, some of the highest-paid
CEOs in nonprofit organizations make well over $600,000.

The median incomes of other nonprofit jobs are shown below.

This information comes from a survey of over 105,000 employees in 131 benchmark jobs reported by
2,646 nonprofit organizations of widely differing types. The three-volume report is available from Abbott,
Langer & Associates, 548 First St., Crete, IL 60417, www.abbott-langer.com.

Median Annual Incomes in Nonprofit Organizations

PSYCHIALIISTS ..o $120,000 SOCIAl WOTKETS ...ttt $38,730
Chief Legal OffiCers......ccoouimiiinineesseesse s $97,030 Donor Research Managers.........ccceveveererissensnesessesens $38,250
Directors of Government Relations...............ccocveneerieen. $77,176 Special Events Fundraising Managers ..........ccccocveneereenees $36,855
Chief Financial OffiCers.......ccoouvvieiiieee e $72,171 Training GeneraliStS ..o $35,347
PUBIISNETS ..o ssssssesssssssssssssssssnens $68,158 Secretaries t0 the CEO .......cccovvvvrninninniineeinesssssssnssnns $35,020
Directors of MIS ... $62,853 Building SUPerintendents.........ccc.ovvererveerssnssnesiesisennns $34,095
Planned Giving Managers.......c..cccveernnreresnsssesissinnsens $58,880 Directors of VOIUNEEETS.........c.cccvveeivisesesese e $33,401
Directors of Marketing .........cccocveeeverieeneiesessesesieenens $58,500 Senior ACCOUNt CIEIKS........coocuiieicicieee e $33,259
Directors of CONVENLIONS .......c.cocueeienmieeeeneensiesreeeeenens $56,000 F0Od Service Managers ..........ccoeeeereermeeneeseseseseessseens $32,650
Field Staff DIFeCLOrS......cccocveveeereeeces e $55,000 Physical Therapy AIdeS ... $31,886
Marketing Development Managers...........cccovenereeneerienenn. $51,870 Client Records Managers ..........cerneneeninieeernenneeneenees $30,400
Human Resources Managers .......ccoeneneeniencnenns $51,677 PaYrOll CIEIKS.......eeviereeciecniree e $30,000
Directors of Member Services $50,000 Gift ShOP MANAJETS.......cvveerirereiesee s $27,997
Editors (Books & Periodicals) $49,616 OULreach WOFKETS ..o $26,586
Directors of Program SErviCes .........coenerernenerinenennens $49,440 ClErk-TYPISTS. ..o $24,596
FY 15 1o =T (o] OO $49,026 MediCal ASSISTANTS ........vererrererereesreessessessssssssessesssnens $24,306
Directors of Public Relations ............ccccocveeneneencneenienenn. $48,862 Maintenance WOIKEIS .........ccovvveericnricerennesse s $24,013
REGISTEred NUISES ....oovereerrecereireesseseeesssessssessesssenens $48,859 Landscaping Services WOIKErS..........o.oveeeeneerererneesnnens $22,772
Directors of INformation .........ccccoeeevereeneeresieneseeiens $46,625 Day Care TEAChETS ..ot $22,164
CUFALOTS ...t $42,328 ACLIViIty SPECIaliSES .......c.overierieiieeee s $21,320
SaleS MANAGELS ......oucvvvirireiirisieissie s $42,034 Residential Living ASSIStANTS ........c..cccvvervrerierinenerssinenins $20,168
NUEFEIONISES. ..o sssnens $39,124 COOKS. . vvrverriresiesisssssesiss sttt ssssnns $20,056
Grant Proposal WHLEIS ... $38,812 N E= 01 0] =TT $17,700
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NATIONAL DIRECTORY OF SERVICE/PRODUCT PROVIDERS

This Directory is made up of listing information supplied and paid for by the service/product providers. It is made up of two sections. The first
lists the providers alphabetically by organization. The second lists the providers alphabetically by the products and services they supply. If you
would like your organization listed in this Directory, contact us at 734-451-3582, info@snpo.org. Listings are $395 and appear in the magazine
(6 issues/1 year) and on our web site for one year.

ALPHABETICAL
BY

ORGANIZATION

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.O. 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

TCC Group

(formerly The Conservation Company)
Provides smart, strategic consulting
services to nonprofit, philanthropic,
corporate, and governmental clients,
helping each organization identify
opportunities, solve problems, and plan
for the future. Services include strategic
planning, program design and evaluation,
organizational assessment and develop-
ment, and Board development.
Strategies to achieve social impact.
New York: 888-333-2283
Philadelphia: 888-222-2281
Chicago: 888-222-0474
Web: www.tccgrp.com

E-mail: info@tccgrp.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.
www.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, V8W 2A5

Toll Free: 888/291-2911

Phone: 250/733-2294

Fax: 250/733-2298

Web: www.madrigalsoft.com

E-mail: nonprofits@madrigalsoft.com

Best Software

(Formerly Micro Information Products)
Best Software’s MIP product lines have
offered innovative, easy-to-use software
solutions to nonprofits of all sizes for
over 20 years. MIP software solutions
currently help over 8,000 organizations
of all types across the US and Canada to
manage their fund accounting and
fundraising processes.

313 East Anderson Ln Ste 200 800-647-3863
Austin, TX 78752 512-454-5004
Fax: 512-454-1246

Web: www.mip.com

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, MI 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
Best Software

Budgeting
Best Software

Computer
eTapestry

Computer Hardware/Software
Charity Advantage

Consulting
The Alford Group Inc.
Association Works
TCC Group

Database
eTapestry

Direct Mail Advertising
The Technicom Group

Donor Software
eTapestry

Education/Training
Association Works

Financial
Best Software

Free Merchandise
NAEIR

Free Supplies
NAEIR

Fund Accounting Software
Blackbaud, Inc.

Fundraising Software
Best Software
Blackbaud, Inc.
eTapestry

Fundraising
The Alford Group Inc.
Best Software
eTapestry

Internet
eTapestry

Job Placement
Chronicle of Philanthropy

Offset Printing
The Technicom Group

Payroll
Best Software

Planned Giving Software
Crescendo Interactive, Inc.

Publications
Chronicle of Philanthropy

Risk Control
TCC Group

Scheduling
Madrigal Soft Tools

Software
Madrigal Soft Tools

Strategic Planning
TCC Group

Telecommunications
Telecompute Corporation

Web Sites
Charity Advantage



A Three-Step

Approach to Managing

Workplace

Cutting stress can yield great benefits.

BY TEODOR PRETRUS & BRIAN H. KLEINER

Ithough stress in the workplace is inevitable, it
becomes harmful when it starts to impair pro-
ductivity. Unmanaged, workplace stress leads
to occupational injuries and illnesses, absen-
teeism, inefficiency, poor morale, and high
health-care costs. Here's a practical, three-step
way to manage workplace stress:

Step 1 Check for stressful factors.

Begin by reviewing your records. Ask yourself the following
questions:

< Have you received any customer complaints describing
an employee as irritable or stressed?

« Has there been an unusual amount of absenteeism?

» Has there been any verbal or physical conflict among
employees?

« Is there a high employee-turnover rate that might be
caused by workplace stress?

* Has there been an increase in stress-related workers’
compensation claims?

e Have workers made any complaints in which stress
could be a contributing factor?

A “yes” to any of these questions doesn’t necessarily prove
undue stress. It does, however, mean that you need to assess the
situation in more detail. Ask these questions:

Do job characteristics encourage stress?
« Is there insufficient time allotted to perform the job?

« Does the job require more or less skill than the employee
has to offer?

* s there a lack of task variety?

Stress

» Does the job call for high performance but little decision-
making control?

» Must the employee serve demanding or difficult customers,
clients, or other employees?

» Does the job involve nontraditional hours, rotating shift
work, or substantial overtime?

Does the work environment contribute to harmful stress?
« Is the workplace unsafe?

» Does the environment make workers uncomfortable in
any way?

* |s there a high risk of violence?

Do organizational practices result in stress?

« Is there a lack of communication and guidance about how
to resolve problems?

» Do managers fail to recognize employees for jobs well done?

« Are there limited opportunities for skill development and
advancement?

= Has morale been affected by downsizing or job insecurity?
« Are job descriptions and expectations unclear?

 Has there been any verbal, sexual, or other harassment?
 Are assignments made unfairly rather than based on merit?

» Do workers have little chance to participate in decisions or
give input on matters that affect them?

After pinpointing potential causes of stress, ask employees
how they view these factors and encourage them to suggest
solutions. You can gather such information informally, in small
groups or individually. An anonymous questionnaire is also a
good way to gain feedback.
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However you glean workers’ input, the important thing is
that everyone share responsibility as a team to address work-
place stress. Just making an effort to assess the problem signals
employees that you care about their well-being. That action
alone can improve morale and reduce stress, even before you
take formal anti-stress measures.

Step 2 Activate measures to reduce stress.

If jobs involve high demand, low control, repetition of
simple tasks, or hurried pace, try these ideas:

» Retrain employees, and rotate them through different jobs.
» Encourage employees to delegate responsibility.
< Supply a greater variety of tasks.

» Experiment with giving employees more authority to
make decisions.

» Reorganize the job to include other skills.
» Offer education and skill development for employees.

If jobs require interaction with demanding people, lessen
stress with these strategies:

 Provide training in communication skills that includes ways
to handle difficult people and defuse hostile situations.

» Ensure that employees can refer a troublesome person to
their supervisor if they're unable to handle an unpleasant
situation.

MOVING?
Let Us Know!

Send old AND new
address, with mailing
label if possible, to:

The Society for Nonprofit Organizations
5820 Canton Center Road, Suite 165
Canton Michigan 48187.

The post office WILL NOT forward copies
of Nonprofit World.

So let us know BEFORE you move so that
you won't miss any issues.

e Hold group meetings at which employees can discuss
their mutual problems with one another.

For jobs involving high vigilance, consider the following
stress-management methods:

« Support and recognize employees for good work.

» Urge workers to help plan and implement job changes to
reduce the level of vigilance required for certain jobs.

* Require people to take regular breaks if they have a habit
of working straight through.

For jobs with nontraditional work schedules, consider the
following:

« Involve employees in the planning when switching them
from traditional to nontraditional work hours.

» Rethink the idea of overtime. Substantial overtime may
intensify workplace stress to the point that it isn't worth-
while. If voluntary overtime isn’'t possible, try flexible over-
time hours to accommodate employees’ needs.

If workers say that organizational practices are causing
stress, put the following ideas into place;

 Let people participate in evaluating and reorganizing the
ways they do their jobs.

» Teach managers and supervisors to be effective communi-
cators, coaches, and facilitators.

e Help employees understand their limits, and encourage
them to alert their supervisor if they feel they are approach-
ing those limits.

 Tell employees before making job changes, and give them
time to prepare.

e Train supervisors to recognize and reward employee
achievement.

« Hold employee recognition events.

e Grant special benefits, such as employee-of-the-month
awards, for outstanding performance.

» Encourage anonymous feedback with a suggestion box or
toll-free phone number.

If employees feel that the work environment is stressful, here
are some approaches that have proved successful in other
organizations:

 Provide training to help employees perform a wider range
of job assignments.

e Support employees’ efforts to educate themselves and
improve their skills.



» Create job descriptions that define responsibilities and
lines of authority.

» Give special attention to employees who report to more
than one supervisor. Consider simplifying the supervisory
relationship. Train supervisors to be sensitive to the prob-
lems faced by employees with more than one supervisor.

Furnish benefits and privileges equally to all
employees.

Generate clear policies regarding hiring, promotions, dis-
crimination, harassment, and disciplinary actions. Be sure
everyone understands these policies and follows them con-
sistently. Inform employees of their legal rights and what
steps the organization will take to address harassment or
discrimination.

Institute a stress-management workshop for employ-
ees during uncertain economic times.

» Develop violence-prevention plans if security risks exist.

Step 3 Track progress.

After you've created a stress-reduction plan, monitor it to
assure that progress is made. Written records are useful tools to
see if employees feel less stressed and approve of your changes.

Stress management is a trial-and-error process. If your
changes don't improve the situation, revise the plan. Keep a
record of what's working, and make adjustments as needed.
Success will follow. m

Resources

Angelica, Marion Peters, “Eight Steps to Managing Conflict,”
Nonprofit World, Vol. 20, No. 4.

Levesque, Joseph, “To Write or Not to Write: Do You Need a
Personnel Handbook?”, Nonprofit World, Vol. 11, No. 3.

McKay, Shona, “Building Morale: The Key to Successful Change,”
Nonprofit World, Vol. 13, No. 3.

Muehrcke, Jill, ed., Personnel & Human Resources Management,
Leadership Series.

Sroypetch, Nion & Brian H. Kleiner, “How to Conduct Discipline
Interviews,” Nonprofit World, Vol. 20, No. 4.

Van Vlaenderen, Heidi & Brian Kleiner, “Your Duty to Investigate
Workplace Complaints,” Nonprofit World, Vol. 19, No. 3.

These publications are available from the Society’s Resource Center,
734-451-3582, www.Snpo.org.

Visit these Web sites for more on workplace stress:

* OSHA, www.dir.ca.gov

+ Tampa Medical Group, www.tampamedicalgroup.com

¢ Helpdesk-Online, www.helpdesk-online.com

» Society for Nonprofit Organizations Resource Center,
WWW.SNp0.0rg

Teodor Pretrus is a researcher with special interest in workplace
safety training. Brian H. Kleiner, Ph.D., is a professor of human
resource management, Department of Management, California State
University, Fullerton, California 92834.

Important Things to Remember about Stress

« Just because there’s stress in your organization doesn’t mean
it's a problem. What's critical is whether employees feel that
stress disrupts their performance.

* You can't eliminate all stress. Focus on factors that have the
greatest impact and are easiest to improve. A few “quick fixes”
can make a big difference.

+ The best way to approach stress is to get feedback from
employees.

* Personal problems can magnify workplace stress. There’s little
you can do about your workers’ personal lives. But concentrat-
ing on factors you can control will reduce the effect of those
you can't.

* Harmful stress most often results from three things: (1) jobs that
demand a great deal while allowing employees little control,
(2) work environments that are unsafe or uncomfortable, and

(3) organizational practices that exclude employee participation
and input.

» Managers are most likely to be successful in cutting stress if
they value employees’ well-being, remain flexible when
addressing workplace-stress problems, and keep open lines of
communication with employees.

* Reducing workplace stress should be a team effort involving
everyone in the organization.

+ Some stressful situations, such as downsizing, budget cuts, or
the loss of funders, are unavoidable. Even in those situations,
however, respectful management of employees can help every-
one get through the difficult time with a workable level of stress.

 Don't set unachievable goals for relieving stress. Aim for one-
step-at-a-time improvement.
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MEMBER BENEFIT!

© NONPROFIT CAREERSITE &

Are you a member of the Society for Nonprofit Organizations?
If so, your organization can now post job opportunities online. Members of the
Society will receive free postings based on their membership level as follows:

Organizational Members - 5 Free Postings ($250 value)
Individual Members - 2 Free Postings ($100 value)
Electronic Members - 1 Free Posting ($50 value)

All members will also receive 50%o off
the regular price of any additional postings.

For more information, members should visit
www.nonprofitcareers.org
or contact the Society via e-mail at info@snpo.org

Not a member? Learn how to join the Society by visiting
www.snpo.org/join
or see the back cover of this issue.




US

T nem:

Decoding the Language of
Nonprofit-Business Partnerships

The right words can make all the difference.

BY MERYL MCQUEEN

harity. Cause-related market-

ing. Nonprofit enterprise.

Venture philanthropy. What-

ever you call them, links
between businesses and nonprofits are
part of the landscape. Some become suc-
cessful short-term networks. Others
develop into stable, long-term partner-
ships. Still others are spectacular failures.
How do you make sure yours is one of the
successes?

The First Step

The cornerstone of partnership is
communication. Get that right, and the
relationship can blossom. Get it wrong,
and the entire exercise is energy wasted.

So what does collaboration sound
like? And how can decoding the language
improve partnership outcomes, enhance
staff morale, and put your organization’s
best foot forward?

Five Keys

To answer those questions, here is a
toolbox outlining five elements of lan-
guage that constrain or facilitate relation-
ships. Analyze your relations with busi-
ness in this linguistic frame, and you'll be
able to isolate problems as they arise,
name the underlying conflict, and address
it early on. Whether you work through

the issue or abandon a partnership that
has little chance of success, using lan-
guage as a management tool can help you
make those decisions with confidence
and clarity.

Language matching occurs

when one partner shifts its lin-
guistic patterns to match those of the
other. You can use language matching to
build rapport, establish connections, and
maintain equal footing with a business
partner.

Language matching can be conscious
or subconscious. It is most effective
when it includes changes in words,
metaphors, and figures of speech to
reflect the business counterpart’s lan-
guage. For example, you might match the
corporate language of contracts and com-
mercial viability in order to negotiate
with a business partner.

This change in vocabulary can be
part of a strategy to counter a perceived
power differential. It is equally effective
as a way through superficial differences
in communication style.

Social identification is the

extent to which people in one
organization understand and identify
with those in the other. Positive identifi-

cation indicates high levels of under-
standing; negative identification shows

low levels. This sense of association can
be expressed in many ways in the conver-
sation between nonprofit and business. A
few examples will show how useful this
concept can be.

The simplest form of positive social
identification is the inclusive “we.” When
you speak of employees in the nonprofit
and the business as a collective entity,
you convey your belief that you're on the
same side and united in purpose.

Listen to those in your organization
who are involved in building the relation-
ship with the business. Do they refer to
themselves as “bridges,” “mediators,” or
“interpreters” in conveying expectations?
Do they see themselves spanning the
divide and translating between cultures to
get the outcome your organization needs?

If not, you're probably witnessing
negative social identification.  This
occurs when the relationship is charac-
terized by a sense of division, linguistic
separation, and sharp distinction
between “us” and “them.” Phrases like
“operating on their terms” and “trying to
meet their requirements” may indicate a
need to reassess your relationship with
your business partner.

Metaphors are equally instructive.
Contrast the image of a “bridge” with that
of a “battle” in which employees feel like
“crusaders” instead of translators.
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Contrast the image of a “bridge™ with that of a “battle.”

@ Personal contact is a critical but
often overlooked aspect of rela-
tionship building. It can clarify how the
business views your organization.

For example, does a different person
show up at every meeting? Do people
sometimes not show at all? Or has the
business allocated a specific individual or
team to work with you?

In language around the collabora-
tion, do you and your staff use words to
show common ground and personal con-
tact with the business? Personal contact
influences how much the project is seen
as shared and can be a good measure of
how the relationship “feels.” If your
instinct mirrors your personal contact
with the business partner, the relation-
ship will be more likely to succeed.

Much has been made of the rheto-

ric of mutual benefit between
the nonprofit and business worlds, and
with good reason. Mutual benefit is an
excellent motivator for both sides to join
forces. However, language around mutu-
al benefit can be deceptive, and when it
appears in dialogue with a potential busi-
ness partner, caution is advised.

The need for mutual benefit is well
established and in itself no cause for con-
cern. Nonetheless, the way a business
expresses that desire can give you infor-
mation about whether the business will
make a good partner for you. For exam-
ple, is mutual benefit broached as the pri-
mary topic of conversation at every turn?
Does the “what’s in it for us?” line over-
shadow more direct issues about the rela-
tionship, such as who will be responsible
for what and how outcomes will be
achieved? There’s no right or wrong level

Nonprofit World < Volume 22, Number 1 January/February 2004
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5820 Canton Center Road, Suite 165, Canton, Michigan 48187
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of mutual benefit in the language of part-
nership, but the “how” is just as important
as the “what.”

Mutual benefit can reflect a spirit of
compromise, a need to balance organiza-
tional imperatives with joint effort. It can
also indicate inequity. Analyzing your
partner’s language can help you decipher
which way it falls.

Past alliances are another way
to assess businesses’ suitability as
partners for your organization. Have they
had previous relationships with nonprof-
its? If they haven't, are they enthusiastic
about the possibility? If they have, do
they show negative or positive social
identification about those experiences?
The language of past alliances can tell
you a lot about what you can expect, and
what the business expects from you.

Language Matters

These five elements are tied to the
power relationship between your organi-
zation and any business partner with
whom you engage. Using social identifi-
cation as an example, consider the con-
notations of “working with” someone
versus “doing it their way.” The latter
implies bending the nonprofit to fit the
business. The former suggests a mutual
set of objectives to achieve together.

Nonprofit employees may be dis-
heartened by a disparate power relation-
ship. Language of positive social identifi-
cation reinforces the mutual standing of
both parties. Language of negative social
identification undermines the weaker
“partner” by fostering an environment of
uneven power.

In combination, these five elements
gel into a matrix for deciding whether
to pursue a business partnership.
Sometimes it will be enough to under-
stand why one business isn't the right

match and another is. At other times,
this toolbox of collaborative language
will help you isolate issues, confront com-
munication barriers, and move through
problem areas to build an equitable rela-
tionship. By being aware of how language
mirrors, defines, and constrains relation-
ships, you'll be better able to select the
most appropriate partner for the task
at hand.

Check out your current and prospec-
tive partnerships. Do you notice people
matching the language of the other part-
ner? Have past alliances been positive?
Do you see examples of positive social
identification, mutual benefit, and strong
personal contact? If so, relations among
participants are imbued with collabora-
tion and sharing. And as the whole is
more than the sum of its parts, your effort
in understanding the linguistic dimension
of partnership will be rewarded with part-
nerships that surpass expectation. m

Resources

Campbell,
Videotape.

Sturm, Paul, “Seven Rules of Successful
Collaboration,” Nonprofit World, Vol. 18,
No. 2.

Tietler, Maxine, “Alliances Are Not Mergers:
What Problems Should You Expect?”,
Nonprofit World, Vol. 17, No. 2.

David, Strategic Alliances

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

Dr. Meryl McQueen is a community develop-
ment officer with the Commonwealth
Department of Family and Community
Services based in Sydney, Australia. Born in
South Africa, she has lived in Europe and the
United States and has worked in the
nonprofit, private, and public sectors. She
wrote her Ph.D. dissertation on language and
power in business-nonprofit collaboration
(see http://au.geocities.com/meryl_mcqueen/
for more detail). Meryl has also published in
the areas of nonprofit management edu-
cation, media analysis, cooperatives, and
social capital. She can be contacted by
e-mail at dr_meryl_mcqueen@yahoo.com.au.
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SURVIVE!

A

CLIMB THE LADDER OF SUCCESS

Follow these 10 tips to success for your organization.

any nonprofit executives
are talking about one
thing only: survival. They
are hunkered down trying
to weather the storm, but
they're doing it at the expense of building
their organizations. Many are unwittingly
sacrificing their organizations’ future.

Here's the typical survival scenario:
Cut marketing. Lay off marginal employ-
ees. Cut travel expenses. Lay off good
employees. Fire ineffective management.
Reduce your prices hoping to attract cus-
tomers. Lay off effective management.
Wait for things to get better. Hope for any-
thing. Pray.

Does this sound familiar?

Of course survival isn't all bad—not
by a long shot. The good side of survival
makes you “lean and mean,” scavenging
the landscape for sharp opportunities and
playing for keeps.

But there’s a dark side of survival,
too. With a survival mentality, you avoid
risk, play things too safe, put off deci-
sions, and delay action.

Of course, you may still be around
when “things get better,” but will you be
in a position to take advantage of your
opportunities? Perhaps—if you've con-
served cash and preserved your ability to
generate new customers. But if you've let
your programs languish, are you going to
be viable? Will you be able to compete?
Will you be ready to grow during the next
expansion?

BY PAUL LEMBERG

We are entering what may be the
greatest organization-building opportuni-
ty of the decade. While most of your com-
petitors are still in the warm sleep of sur-
vival, it's time for you to prepare for bold
action.

Here are tips to help you move
beyond survival and climb back up the
ladder of success. Note that this is not a
tip list on “how to survive”; you've already
done that. This is about transcending sur-
vival and thriving again.

1

Recognize that survival isn't a
real goal. It's a staging zone, a holding
pattern. A commitment to survival is a
commitment to a low level of existence.
Your real commitment must be to pros-

perity.

2

Create a vision of life beyond
survival. Ask yourself: What are you sur-
viving for? What will you do when the sur-
vival period is over—when you decide it's
all right to start thriving again? What will
you accomplish then? What do you want
it to look and feel like next year and the
year after that? If your vision is simply
one of staying in business, you really
should think twice about why you do all
that hard work.

3

Increase your level of action. You
may have slowed down during this sur-
vival period—reducing your marketing
and promotional efforts, retarding pro-
gram development. Now it’s time to rev
up the engines and get moving again.

4

Revisit your strategic plan. How
much effort does it call for? If you don’'t
know, or if your plan is no longer rele-
vant, freshen it up or create a new one. It
doesn't have to be a perfect plan, but
don't just lurch into action. Don’'t move
forward without a plan!

5

Detail the measures of activity
and performance for your organiza-
tion. These measures might include, for
example, leads generated, relationship
and networking conversations, Web hits,
funds generated, and cash in the bank.
Make a list of these key measures.

Establish a performance goal for
each key measure, by week, month or

quarter—whatever is most appro-
priate. Then, up the ante—you've most
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likely slowed down, and the point here is
to increase your activity. So take whatev-
er your goal is for these items and stretch
it. Reawaken the action habit.

7

Set up a system for measuring
and reporting on each of these keys.
Analyze the results and devise tactics to
close any shortfalls.

8
If your spending needs are
greater than the cash coming in, cut
back everything that isn't revenue
related, but don’t hurt your current—
or future—revenue streams. Look for

ways to reduce overhead—but not mar-
keting expenses. Here's a special word

about marketing: Most likely you have cut
back. Mistakenly, this is often the first
area cut when people think their survival
is threatened. Now is the time to bump it
back up. If you don't have cash available,
there are many guerilla marketing strate-
gies that call for limited spending.

Get a coach or mentor. You need
someone to be an unbiased and insightful

sounding board, someone who can cri-
tique your plans and give objective advice.

Now—envision your next growth
spurt. Picture your organization growing

and thriving. Figure out what it's going to
take, and get busy. m

Resources

Adams, Tom, “Do You Need a Coach?”,
Nonprofit World, Vol. 17, No. 5.

Eadie, Douglas, “Master Change, Or Change
Will Master You,” Nonprofit World, Vol 14,
No. 4.

Lemberg, Paul, “Seven Ways to Be Un-
reasonable,” Nonprofit World, Vol. 20, No. 5.

Muehrcke, Jill, ed., Management and
Planning, Leadership Series.

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

Paul Lemberg (paul@lemberg.com) is the
director of Stratamax Research, a strategic
consulting and coaching firm (www.
lemberg.com). Paul is available for consult-
ing, keynote speeches, and workshops, and
working directly with high-performing
executives. You can get a copy of Paul’s book
Faster Than the Speed of Change at
http://www.lemberg.com/faster.html.

THE CONSERVATION COMPANY

is now

[{e(& group

new name, new web site address
same outstanding quality, innovative thinking

The Conservation Company —a management consulting firm serving nonprofit organizations, philanthropies
and corporate citizenship programs — has changed its name to TCC Group.

Founded 25 years ago, we have grown tremendously and now offer a full range of management consulting,
organizational and program planning, and evaluation services that benefit our clients. Our new name, TCC
Group, reflects our legacy and our commitment to first-rate, results-oriented service. Our growing and
diverse team of professionals has in-depth, hands-on experience, and is backed by a network of affiliates in
the U.S. and abroad.

To learn how TCC Group can help you develop strategies to achieve social impact, visit our new web site
address, www.tccgrp.com, or give us a call at 888-222-2283.

management consulting = organizational and program planning = evaluation

nonprofit organizations = philanthropies = corporate citizenship programs




INTERNAL MARKETING:

KEY TO SUCCESSFUL
VOLUNTEER PROGRAMS

Use these seven steps to build long-term relations with volunteers.

BY MARK ANDREW MITCHELL
AND SUSAN TAYLOR

oday’s volunteers can

choose from a wide

variety of options. If

you want them to
donate time to your organization,
you must do more than recruit
them. You need to assure their
long-term loyalty.

It costs at least five times more
to develop a new volunteer than to
cultivate greater exchanges with
existing volunteers. Thus, it is
imperative to create an internal
marketing plan focused on increas-
ing volunteers’ commitment. That
plan should emphasize employee
motivation by concentrating on
your organizational culture.

Link Internal Marketing
With Your Organizational Culture

Your culture is the set of key values,
guiding beliefs, and understandings
shared by people in your organization.
The culture tells new employees the
“proper” ways to think and act.

Culture is revealed in people’s atti-
tudes, feelings, and the overall chemistry
which emanates from the work environ-
ment. An understanding of your organi-

With a laser-sharp mission and internal marketing plan, Wheelchairs for

the World has mobilized volunteers to distribute hundreds of wheelchairs

throughout the world.

zation’s culture is critical to designing
internal marketing strategies.

Manage Your Culture
With These Seven Steps

You can use your organizational cul-
ture as a tool to stimulate individual per-
formance and create long-term relation-
ships with your volunteers by following
these seven key steps:

1. Analyze your existing organi-
zational culture. Evaluate its compati-
bility with your organization’s objectives.
Address any discrepancies between
the two.

2. Decide what benefits volun-
teers want. Then design volunteer roles
to provide those benefits. For example,
volunteers seek such benefits as:

« self-expression

the opportunity to develop spe-
cific skills

personal challenge

recognition of achievements

the chance to do meaningful work
and make an impact.

To create a good fit, be sure to give
prospective volunteers a true picture of
your organization’s culture and the bene-
fits you offer.
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3. Recruit people whose values
match those of your organization.
Likewise, maintain a culture consistent
with the values of the volunteers you'd
like to recruit.

4. Design internal marketing to
cultivate the desired organizational
culture. Focus on the 4 Ps that make up
the marketing mix: product (the volun-
teer experience); price (the monetary
and non-monetary costs of marketing;
place (ease of donation in terms of time
and effort); and promotion (communica-
tions between the volunteer and organi-
zation). Use relationship marketing to tar-
get people on an individual basis.

5. Plan a socialization process for
new volunteers to support the culture.
Focus on informal socialization,
which takes place when volunteers draw
conclusions about your organization by
observing the surroundings, and formal
socialization, which involves structured

training programs. Many volunteers are
drawn to an organization because of the
opportunity for training. Be sure this
training explains that everyone, including
volunteers, must help market the organi-
zation.

6. Structure ceremonial activi-
ties to reinforce the desired organization-
al culture. Plan activities to recognize vol-
unteer efforts and celebrate achieve-
ments. If you fail to do so, you risk losing
your volunteers’ continued commitment.

7. Maintain a feedback mecha-
nism to foster continuous quality
improvement of the volunteer experience.
Solicit the advice of volunteer and paid
staff. Schedule regular meetings to per-
mit the open exchange of ideas. Use exit
interviews to discover why volunteers are
leaving. Then, embrace an axiom of the
sales profession; Follow up; follow up;
follow up. Use what you learn to sculpt a
more volunteer-friendly culture. m

Selected References

Anton, Jon Customer Relationship
Management: Making Hard Decisions With
Soft Numbers, Englewood Cliffs, NJ: Prentice
Hall, Inc.

*Lauer, Larry, “Using Your Organization’s
Culture to Build Productivity & Reputation,”
Nonprofit World, Vol. 11, No. 6.

*Muehrcke, Jill, ed., Marketing, Leadership
Series.

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

Wasmer, D. J. & Gordon C. Bruner 11, “Using
Organization Culture to Design Internal
Marketing Strategies,” The Journal of
Services Marketing, Vol. 5, No. 1.

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

Dr. Mark Andrew Mitchell is associate pro-
fessor of marketing at the University of
South Carolina-Spartanburg, School of
Business, 800 University Way, Spartanburg,
South Carolina 29303. Dr. Susan Taylor is
associate professor of marketing at Belmont
University, School of Business, 1900
Belmont Blvd., Nashville, Tennessee 37212.

Rally Round the Mission

The first step to energizing your volunteers

is to have a mission they can understand and
believe in. A good example is Wheelchairs
for the World (3700 Blackhawk Plaza Circle,
Danville, California 94506, 877-378-3839,
wheelchairsfortheworld.org), which leads an
international effort to deliver a wheelchair to
every man, woman, and child who needs one.

Wheelchairs for the World attracts volun-
teers and partners because of its focus on one
specific, basic need—mobility for the more
than 20 million people in the world who need a
wheelchair but can’t afford one. This mission
underlies everything it does and gives sup-
porters a clear sense that they are making an
important impact. Nothing is more motivating
than people’s belief that what they do matters.
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The Seven Pillars of
Social-Enterprise Success

Here are the seven business ideas most useful for nonprofit entrepreneurs.

BY FRANK VILLENEUVE-SMITH

s more and more nonprofits
develop social enterprises, this
new field is working hard to

generate its own body of

thought. Meanwhile, what
business principles can we translate to a
social-enterprise context in a way that's
relevant and meaningful? This article
outlines the seven most useful ideas that
can start just such a translation.

Pillar 1:
Know what business
you’re in.

“Know what business you're in” is a
standard mantra for any MBA student,
but it's even more vital for a social enter-
prise. It's easy to assume that you're in
the same business as the cause your
social enterprise is supporting—with
disastrous consequences.

For example, an environmental visi-
tor center in England had trouble attract-
ing visitors because its leaders thought
they were part of the environmental
movement. They weren't: They were in
the tourism business. As a result of their
misconception, their strategy, priorities,
and organizational culture were out of
step with their needs.

Don't let that happen to you. It's
essential to focus on the business you're
in, not the cause you support. Doing so

can be challenging, since staff members
will likely find the cause more inspira-
tional than the business. Thus, social-
enterprise leaders need to manage and
sell that change in understanding.

Pillar 2:
It’s not about you.

The first three rules of the successful
market-led organization are: Focus on
customers. Focus on customers. Focus
on customers. These rules are as true for
social enterprises as for any business.
Some nonprofits, however, aren't inter-
ested in customers but only in the social
outcomes of their organization. In other
words, it's about them.

An example from the UK is the Guide
Dogs College, which trains professionals
to work with people who have a visual
impairment. At first, the College viewed
its customers almost as an inconven-
ience. Rather than focusing on its cus-
tomers, the College focused on its role in
the field of visual impairment. This mis-
taken priority caused a decline in sales of
its training, which had become out of step
with the needs of its customers. The
College has had to work very hard to re-
orient itself for success.

Another example is “funder focus,”
which occurs when an enterprise
depends on third-party funding and focus-

es its strategies around the funding crite-
ria rather than the customers’ needs.
Funder focus can destroy the organiza-
tion's ability to deliver value to cus-
tomers.

Pillar 3:
Stop talking amongst
yourselves.

Few social enterprises are house-
hold names. With surveys showing that
social and ethical factors are important to
customers, this begs the question—where
are the social enterprises?

To help answer this question, it's
worthwhile borrowing from the work of
Geoffrey Moore.! To explain why some
technology companies succeed while so
many others fail, Moore asserts that there
is a “chasm” between the “introduction”
phases and the mass market. This chasm
is driven by the tech companies, who like
techno-speak and technical people. Thus,
the only customers these companies
focus on are people like themselves, who
share their “language” and interests—a
very small percentage of the population.
This communications gap makes it diffi-
cult to secure support and funding.

The parallels between this situation
and social enterprise are clear. Many
social enterprises rely on a customer base
that broadly shares their aspirations, val-
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“Crossing the chasm” means talking to customers who don’t automatically share your values and interests.

ues, and goals. Simply put, they're happy
to talk amongst themselves, limiting their
growth potential. Potential sources of
funding are closed off, because the enter-
prise doesn'’t share the language of main-
stream funders.

“Crossing the chasm” means talking
to customers who don't automatically
share your values and interests. Your
challenge is to develop your products and
services in a way that is accessible to dif-
ferent segments of society.

Pillar 4:
It won’t work forever.

Many social-enterprise  leaders
believe their social/ethical stance gives
them an advantage over their mainstream
competition. While there’s some truth to
this belief, there are two cautionary
notes.

First, all competitive advantages
erode over time. As Nigel Slack notes,
factors that are “order-winners” for busi-
nesses become, in time, minimum “quali-
fiers” and, eventually, “less important”
factors. This is because anything that
gives an organization an edge over its
competitors can be copied and because
customers seek products and services
that continually improve.?

The erosion of competitive advan-
tage from being a social/ethical organiza-
tion will likely prove no different—it will
move from being an “order-winner” to a
“qualifier” over time. An example from
the UK is Beauty without Cruelty, a cos-
metics organization which gained a com-
petitive edge in the 1980s and early 1990s
because it didn’t test its cosmetics on ani-
mals. Since then, this anti-animal-testing
stance has eroded as a form of competi-
tive advantage. Now, for many customers,
it is merely a “qualifier,” with customers
seeking better products, more attractive

retail environments, and a robust anti-
testing stance.

Second, the business environment
changes. Customers’ tastes and prefer-
ences, competitors, legislation, and inno-
vation all affect your business model
exactly as they impact a mainstream
business. To become sustainable, you
need to continually match your organiza-
tion to the business environment. Resting
on your ethical laurels is unlikely to be
enough in the long run.

Pillar 5:
That which makes you
stronger, Kills you.

Danny Miller finds that businesses
often fail because of the very competen-
cies that originally caused their success.®
This “lcarus paradox” also applies to
visionary leadership in social enterprises.
Visionary leaders are effective at securing
funding, motivating staff, and delivering
real social change. But their strengths
may hold the seeds of their greatest
weaknesses. For example, the power of
their vision can blind them to vital infor-
mation that conflicts with that vision.
Visionary leaders may also find it difficult
to work in partnership with other stake-
holders and to delegate responsibility.

In social enterprises, these draw-
backs are usually outweighed by the
advantages of having a visionary leader.
However, social-enterprise leaders will
need to work to avoid these pitfalls, espe-
cially as the organization grows.

Pillar 6:
Know your scale.

Even if you're a large, respected
social enterprise, you'll most likely be a
small business. If you don’t understand
the difference between the two, you're
apt to make poor decisions.

For example, an ethical retail chain
in the UK was able to achieve near-record
levels of socially invested share capital.
The leaders of this social enterprise were
so delighted by its success that they
invested in a head office, a London PR
company, and a design agency, and
traveled to international conferences on
a regular basis.

However, their view of their success
was inflated. The sum of the business was
three medium-sized retail outfits—large
for a social enterprise but small for a
business. Not surprisingly, the enterprise,
which also failed to heed the previous
five pillars, quickly ran out of cash and
had to recruit a turnaround manager.

The dissonance between your scale
as a social enterprise and your scale as a
business can make managing growth
challenging. To avoid the dangers, keep a
benchmarking eye on equivalent-size for-
profit organizations.

Pillar 7:
Learn from anywhere.

Social enterprise is a relatively new
field, still finding its way in terms of effec-
tive business models and best practices.
This means that there’s no “right” answer
and few places to go to develop learning.
Thus, you need to be open to learning
from anywhere.

It's easy to see what makes your
business model different from for-profit
enterprises and other social enterprises.
It requires a much greater openness and
flexibility to identify similarities and use
them to develop reflective practice.

In addition, many case studies sur-
rounding social enterprises champion the
successes of leading enterprises. This
practice is informative and inspirational.
However, many new organizations fail,
and few find growth easy to attain.
Consequently, it is worth exploring caus-
es of failure to help avoid the pitfalls.



Even if you're a large, respected social enterprise, you'll most likely be a small business.

Conclusion:
Keep borrowing.

As new business models continue to
emerge from the field of social enterprise,
a new set of best practices will emerge,
ideally fitted for the sector. In the mean-
time, it's worth borrowing where appro-
priate from mainstream business think-
ing. The above seven pillars all find their
origin in for-profit best practices.

Borrowing needs to be done cre-
atively. It's not enough to take a for-
profit model or framework, scrub out the
word “business,” write “social enterprise”
in its place, and hope it will serve.

Nevertheless, keeping a weather eye on
commercial models can be a source of
reflective practice for social-enterprise
leaders as the sector develops. The key is
to be flexible and open in finding ways to
learn and grow. m

Footnotes

*Moore, Geoffrey, Crossing the Chasm:
Marketing and Selling High-Tech Products to
Mainstream Customers, Harper Business
Press.

2Slack, Nigel, “Formulating Operations
Strategy,” lecture to Warwick Business
School.

*Miller, Danny, “The Icarus Paradox:
How Exceptional Companies Bring about

their Own Downfall,” Business Horizons,
Vol. 24, No. 35.

Frank Villeneuve-Smith is the business
manager of the Guide Dogs for the Blind
Association’s College in Surrey, England,
where his task is to develop the College into
a viable social enterprise. Frank started out
in for-profit sector sales and marketing
before gaining an MBA with Distinction
from Warwick Business School. Since then
he has worked for a variety of social enter-
prises, translating his commercial experi-
ence into useful ways of tackling social-
enterprise issues. Frank is keen to hear your
feedback, ideas, and any interest in the
development of more in-depth work. He can
be contacted at frank@villeneuve-smith.com.
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RELEVANT reviews

New Adventures in VVolunteer

Recruitment

Here are two useful guides for volunteers and the nonprofits who need them.

BY TERRENCE FERNSLER

How You Can Help: An Easy Guide to Doing Good Deeds in Your Everyday Life

By William Coplin, PhD. 260 pages. Softcover. New York: Routledge.

his book is a potent reminder that there are many
people who want to help and a multitude of ways
for them to do so. The challenge is to match their talents
and resources to your organization’s needs.
William Coplin is effective in explaining how peo-
ple can do the most good for their community. He describes a
variety of ways people can give-as consumers or investors, as
students or retirees, through family life or the workplace. He
shows how people can use their skills to solve social problems
and create change, whether by working with existing organiza-
tions or forming new ones, in their spare time or daily life.

Throughout the book, Coplin gives living examples of peo-
ple who do good, whether it's by spending a few hours a week
volunteering, contributing a percentage of their income, or
devoting their entire lives to helping others. There are examples
for all levels of commitment here.

Why is it important to read this book? It highlights the ben-
efits of being flexible enough to encourage all kinds of people to
help your organization in all sorts of ways. Understanding the
resources, needs, and desires of volunteers and donors will help
you target them for the good of your organization and its mission.

The Back Door Guide to Short-Term Job Adventures

By Michael Landes, 328 pages. Softcover. Berkeley: Ten Speed Press.

ave you ever wondered how organizations are able

to attract volunteers and use them effectively? If so,
here is the answer. If you can think creatively, this

book will help you come up with many new ideas.
In this comprehensive guide, Michael Landes
helps prospective interns and volunteers decide what they want
to do, gain the experience they need, and find the right organiza-
tion. This is all information you can use to provide fulfilling op-
portunities for your volunteers. You will learn how other organi-
zations use these jobs to increase efficiency and productivity.
You will also see what prospective interns and volunteers expect.

Over 500 organizations are profiled. There are opportunities
for all ages and life cycles—beginning a career, changing a
career, or entering retirement. There are adventures for the short
term (as little as one week) and long term (up to two years).

This is certainly the book to have if you're looking for a new
adventure. It can also serve as a catalyst to re-energize your
intern and volunteer programs.

Terrence Fernsler is development director for Columbia-Pacific
Resource Conservation and Economic Development District in
Montesano, Washington.
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L Need Innovative Employees? Think Creatively

Here are some ways to increase employees’ creativity
on the job:
e Be positive. Praise employees who come up with
innovative ideas. Show that you appreciate the idea even if it
isn’t on target.
* Make the process easy. Asking people to write ideas on
a form can reduce the number of ideas you get. Stimulate
creativity by letting people share their ideas verbally.
e React quickly. If an idea sits on your desk for a week
before you respond, you'll have deflated the creative energy
behind it—and possibly the employee’s enthusiasm.

e Look outside the loop. Many inventions come from peo-
ple outside the field of expertise. Invite ideas from the widest
range of experience, job levels, education, social status, age,
and so on.
e Try a change of pace. Have employees tackle new jobs
and work on different projects. The further afield the experi-
ence, the greater the creative potential.
e Expect things to happen by chance. When you create
an environment of creativity and innovation, you'll find
things “fall into place.” &

—-Adapted from Entrepreneur magazine

L Study: 71% of Online
Donors Give Weekdays
from 9 a.m. to 6 p.m.

Approximately 71% of all
event-related online donations are
made during work hours (week-
days from 9 am. to 6 p.m.),
according to a study by Kintera
Inc. (www.kintera.com). Only 29%
of online giving occurs during
evening and weekend hours.

What does this mean for char-
ities? “The workplace offers an
exciting new window of opportu-
nity for giving,” says Harry Gruber,
CEO of Kintera. “The Internet pro-
vides the quickest, least intrusive,
and most satisfying method of
charitable solicitation. Nonprofits
that have not yet developed an
online component to their
fundraising efforts are missing a
key factor in their fundraising
success.” A
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K Take the Stress Out of Change

The world changes quickly, and it’s up to you to adjust. Of
course change is stressful, but it needn’t get the best of you. Try
these strategies to cope with a changing environment:

e Write down the pros and cons of an impending
change. Much of what gets us worrying about change is not
knowing what the change will mean. But if you sit down and fig-
ure out the ramifications of what, say, a merger means to your
organization, you'll be able to eliminate the fear of the unknown.
List the downsides and potential upsides. Don't assume the
worst without looking at the positives the change has to offer.

e Do your homework. If your organization is merging,
research the culture of the other organization. Find out who's
who. Arm yourself with information about the people with
whom you'll be working.

* Network. Network. Network. When you find that your
team is being restructured, get to know as many of the new peo-
ple as you can.

e Take the initiative. Show that you're flexible and will-
ing to adjust to change. Not only will others feel better about
you, but you'll feel better about change. K

1 Those Who Use E-mail Raise
Six Times More Money

A new study finds that nonprofits who raise money
via e-mail generate exponentially more in both online
and offline contributions than those who don't use
e-mail to solicit donations. Participants in the study
who used e-mail raised, on average, $327, while those
who didn’t use e-mail raised $55. For more, see
www.kintera.com. &

K Are You Ready to Collaborate?

In collaboration, unlike coordination or coopera-
tion, organizations are expected to change to create a
better system of services. That's why collaboration
needs to be nimble, as Karen Ray explains in her splen-
did book, The Nimble Collaboration: Fine-Tuning Your
Collaboration For Lasting Success (Wilder Foundation,
www.wilder.org).

A nimble collaboration, according to Ray, is one
with clearly defined results, skillfully handled relation-
ships, and a resilient structure. Such collaborations are
essential in today’s rapidly changing environment.

There are two main reasons to collaborate—to pro-
vide better service for customers by integrating services,
or to resolve complex issues. Sometimes collaboration
is intended to accomplish both. Ray helps us understand
when service integration is really the issue, and at what
point it is important. Service integration is not a project,
she emphasizes; it is a commitment organizations make.

Ray offers the steps to develop a nimble collabo-
ration. For new and veteran collaborators, her book
presents a way to build relationships that create
results, far beyond what one organization could accom-
plish alone. Q

—reviewed by Terrence Fernsler
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K Keep Good People by Asking These Questions

A recent Gallup poll pinpointed 12 issues that the most talented
and productive workers find vital to their satisfaction. Ask these ques-
tions about workers at your organization, and then change every “no”
to a “yes™

1. Do employees know what is expected of them?
2. Do they have the opportunity every day at work to do what
they do best?
3. In the past seven days, have they received recognition and
praise for good work?
4. Do they have the materials and equipment they need to do
their jobs?
5. Does someone at work seem to care about them as a person?
6. Do their opinions count?
7. Does the organization’s mission make them feel that their
work is important?
8. Is there someone at work who encourages their development?
9. Are their co-workers committed to doing quality work?
10. Do they have good friends at work?
11. In the past six months, have they talked with someone
about their progress?
12. Have they had opportunities at work to learn and grow? &

—Adapted from International Association
of Administrative Professionals Web site

K Mixed Financial Picture for Nonprofits

While nonprofits’ financial picture has brightened since the end
of 2002, they still face serious challenges, according to a recent sur-
vey. GuideStar (www.guidestar.org), a national database of nonprofit
information, asked nonprofit leaders how their organizations fared
financially during the first nine months of 2003 compared to the first
nine months of 2002. The results: 39% say donations have increased;
35% say donations have decreased; 22% say donations are about the
same; 4% don’'t know. The majority, 70%, say that demand for their
services has grown, with 31% stating that demand has risen greatly. A
number note that they must work harder to garner the same level of
donations and that their expenses have increased. Thus, even non-
profits that are receiving more support are facing great challenges. Q
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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
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