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of accounting, fundraising, grant, tax, fraud prevention and
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It may be your most crucial job as a nonprofit executive —
communicating with your board. Your organization’s future
hinges on it. For communication secrets, see “How to Talk to
Your Board” on page 10.
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- Editor’s page

The Best Medicine

success where there is little laughter.” Rarely
have truer words been voiced. For without laugh-

ter, there’s no energy, no joy, no spirit.
r —— » And without spirit, there’s
low productivity and scant
chance of fulfilling dreams.

Andrew Carnegie once noted that “there is little

In a study of great lead-
ers, Danny Cox found that
they all share a desire to sup-
port and encourage others
(see Leadership When the
Heat’s On, by Danny Cox, Mc-Graw Hill, www.mcgraw-
hill.com). Within such a nurturing environment,
where pettiness is eliminated and ideas are openly
exchanged, individuals become more than the sum of
their parts. They produce tremendous results while
growing, learning, and having fun in the process.

You can create such a culture by promoting a sense
of community in your organization. (See “Ten Steps to
High Morale” on page 32). Help people encourage each
other. Find ways to recognize people’s contributions to
the organization’s greater purpose. Surround your
workers with respect (see “R-e-s-p-e-c-t, Find Out What
It Means to Employees” on page 32). Flood them with
affirmation and recognition.

Napoleon said that if he had enough medals to dis-
tribute to all his troops, he could win any war. It’s good
advice for anyone who wants to build a winning team.
In lieu of medals, you could try letters of recognition,
invitations to lunch, free training, and work-life pro-
grams such as flexible scheduling and wellness pro-
grams (see “Don’t Let ‘Sick’ Workers Undermine Your
Organization” on page 14). Give people food for their
heads and hearts, as Cox urges.

When infusing spirit into your organization, don’t
forget your board. Lavish board members with appre-
ciation for their service. Parties, dinners, and recogni-
tion events are vitally important, as Larry Lauer makes
clear in  “How to Talk to Your Board” (page 10).

2 ¢ NONPROFIT WORLD

Frequent get-togethers aren’t just play; they’re essen-
tial for team building and unified action.

Nonprofit organizations can’t be successful unless
they foster expressive behavior, as David Mason tells
us in “Put the Expressive Dimension to Work” (page
23). Expressive behavior, he explains, is action as an
end in itself rather than for a defined goal. It is play for
the sake of play, work for the sake of work. His
thought-provoking article reminds us to find ways to
help staff and board members love their jobs. People
who love what they do can’t get enough of it. Those
who stay away from work often cite stress as the rea-
son (see “Top Causes of Stress at Work” on page 31).

You can’t eliminate stress, but you can turn it from
a toxic force into a rousing challenge by making work
a chance to learn and grow. People get excited and
energized when they learn something new. Inspire
them to learn new things every day.

Just as laughter is contagious, so are enthusiasm
and passion. All three are powerful tools. Use them to
transform tension, build a high-energy team, and har-
ness the magic of synergy and spirit.

c—feze FE e Brbin
Jill Muehrcke
Editor, Nonprofit World

P.S. Nonprofit World has a new look! I'd love to
know what you think. If you have a chance, e-mail me
at muehrcke@charter.net and let me know your
thoughts. Many thanks for your feedback!
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i3 CERTIFICATE IN NONPROFIT LEADERSHIP

p Society AND MANAGEMENT

Now you can earn a Certificate in Nonprofit Management on-line with
CEUs from Michigan State University.

The eight-program Certificate series is designed for working professionals
wishing to enhance and advance their careers.

1. Strategic Planning 6. Social Entrepreneurship
Faculty: Frank Martinelli Faculty: Jerr Boschee

President, Center for Public Skills
Training, Milwaukee, Wisconsin

Founder and Executive Director
The Institute for Social Entrepreneurs

) ) Eden Prairie, Minnesota
Course Objective: Acquire practical

tools and techniques to prepare for and
create a strategic plan.

Course Objective: Understand the
critical success factors in adopting
entrepreneurial strategies.

2. Resource Development

Faculty: Jimmie R. Alford, C.F.R.E. 7. Volunteer Management
President and CEO, Faculty: Susan J. Ellis
The Alford Group, Inc. Founder and President, ENERGIZE, Inc.
Evanston, Illinois Philadelphia, Pennsylvania
Course Objective: Learn techniques for ! | Course Objective: Understand the steps
acquiring, renewing and upgrading donors. to successful volunteer recruitment,

management and evaluation.
3. Board Governance
Faculty: Carol E. Weisman

President, Board Builders
St. Louis, Missouri

8. Strategic Alliances
Faculty: Richard L. Jones

President and CEO, Metropolitan Family
Course Objective: Learn how to build Services, Chicago, Illinois
a diverse board with a commitment to

mission.

Course Objective: Explore the types
of strategic alliances and the principles
critical to their development.

4. Marketing
Faculty: Karen F.A. Fox

Associate Professor of Marketing, Santa

Faculty: David Campbell

Clara University, Santa Clara, California Vice Pres.ident fO.f Progr ams,
Community Service Society of New York
Course Objective: Learn the steps for New York City, New York

developing the structure and content of
a useful marketing plan.

5. Mission-Based Management

Faculty: Peter Brinckerhoff To learn more about this
Corporate Alternatives, Inc. affordable educational opportunity,
Springfield, Illinois visit the Society's Learning Institute
Web site at:

Course Objective: Learn the business
practices of a successful nonprofit

organization. www.nhonprofitcourses.org/li




Insult to Volunteers
Not Intended

I feel I need to respond to
Nick Levinson’s letter to the
editor regarding my article
(“Nonprofits without Audit
Committees Risk Disaster,” Vol.
22, No. 2). I empathize with Mr.
Levinson’s point that nonprof-
its grow, and grow safely, by
using volunteers to do impor-
tant work. In fact, many of our
great charitable organizations
were built by volunteers. As a
supporter of the nonprofit sec-
tor, I wholeheartedly agree
that we must encourage the
American spirit of volunteerism
within our nonprofit organiza-
tions.

That said, volunteers are
called on from time to time to
handle money, significant sums
at times. Cash donations, for
example, can be significant —
think of the collection plates at
our places of worship or our
cash boxes at county fairs and
community events. When the
volunteers’ job is done, the
money is usually turned over to
paid staff. CPAs, financial pro-
fessionals, attorneys, and the
like universally recognize the
need for strong financial con-
trols to prevent the potential
fraud mentioned in my article.
Certainly, I did not intend to
imply that volunteers are more
likely to steal or waste money
while volunteering, merely that
when money is handled in a
casual or unsophisticated man-
ner, the likelihood of fraud
increases.

For this reason, we must do
all we can to encourage volun-
teerism but, at the same time,
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insist on having audit commit-
tees and boards of directors
monitoring strong financial
controls to head off the potential
for mismanagement of our in-
valuable charitable resources.

John R. Owen, III
Polity & Smock, P.C.
Pittsburgh, Pennsylvania

Thumbs Up for
Past Articles

I am so impressed with the
Nonprofit World articles you've
compiled in your book Volunteer
Management, Leadership Series!
I would like to adopt this book
for a class I am teaching on
volunteer management and
fundraising at Western Illinois
University.

I notice that the copyright on
this book is 1990. I am wondering
if you have a newer edition.

Daniel G. Yoder
Western Illinois University
Macomb, Illinois

We don’t have a more recent
print compilation. However, in
1996, we put all past articles
from Nonprofit World onto a
CD (1983-1996). In 2001, we
produced another CD with all
the articles from 1995 to 2001.
And on our Web site we have
all the current articles.

The CDs can be purchased
Jfrom our Resource Center (on
the Web site, www.snpo.org).
The most recent articles can be
accessed in the “Members
Only” section of the Web site.
Membership is as little as 829
a year and will get you a dis-
count on the CDs and unlimit-
ed access to our online archive
of articles.

All the articles are organiged

by subject and are easy to
print out and organige for use.
You may find the hundreds of
articles in categories from
“Board Development” to “Fund-
raising” useful for your students
as well.

— Ed.

Why, Thank You

I realize there is much I
haven’t seen yet, at the tender
age of 49. Nonprofit World is the
best management publication
yet. It is clear, concise, relevant,
and a fun read. You're the best!
Many thanks!m

Mark Henke

Catholic Charities,

Catholic Community Services
Kansas City, Kansas
mhenke@CatholicCharitiesKS.org

Please Get
in Touch

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

Drop us a note at: Letters to the
Editor, Nonprofit World, P. 0. Box
45346, Madison, Wisconsin 53744-
5346.

E-mail to: muehrcke@charter.net

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

4 ¢ NONPROFIT WORLD
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Ask the experts

Where Can You Find
a Fundraising Consultant?

Where do you recommend finding a

Q : good fundraising consultant?

As a starting point, I suggest you seek out profes-
Ao sional organizations that have strong codes of ethics.
e For example, the Association of Fundraising Profes-
sionals (AFP) in Alexandria, Virginia, places strong
emphasis on ethical fundraising practices. The AFP can refer
you to a list of consultants in your area or in a specialized
field. Contact them online at www.aft.org.

If you're looking specifically for a consultant in direct mail
fundraising, turn to the Association of Direct Response
Fundraising Counsel (ADRFCO) in Washington, D.C. For a
directory of members, call them at 202-293-9640.

Mal Warwick, Chairman

Mal Warwick & Associates
2550 Ninth Street, Suite 103
Berkeley, California 94710-2516
mal@malwarwick.com
www.malwarwick.com

How Soon Should You

Make the “Second Ask”?
After we have received the first
gift from a donor, how long
should we wait before asking

[ ]
[ J
for a second gift?

A good rule of thumb is to wait

A' three to six months after you

e receive the initial gift. However,

make sure to send the donor a

prompt thank-you note after the first gift and

include them on appropriate mailing lists to

receive general information from your
organization.

Jimmie R. Alford, CFRE

Founder and Chair

The Alford Group, Inc.

1603 Orrington Avenue

Evanston, Il 60201

847-425-9800

www.alford.com

are out of control?

You have a choice of tnsurers, so why not
choose the only ones that are themselves
501(c)(3) nonprofir organizations?

Hunpruﬁls'l:wum.uu: Alliance
of California (NLAC), and

Alliance of Monprofits for Insurance,
Risk Retention Group (ANI-RRG)

We understand nonprofits _
«.recause we are a nonprofit! { ig

CALL Susan Bradshaw ar (B00) 359-6422, ext. 41

Nonprofits’ Insurance
Alliance of California

B HCAD MOl LA RET & MEART RO MDA

January/February 2005

Feel like your liability insurance rates

1t costs notbing to gef a guote and chances are we can save you money!

wavw. Insurance for Nonprofits.org

Alliance.
Nonprofits
wrinsurance

Hizk K ctemtiun Group
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Free Guide to Employing
Disabled People

he majority of people with dis-
Tabilities become disabled during

their working life, and the
incidence of disability increases
steadily from age 45. Employers
need to consider how to make rea-
sonable adjustments to retain an
employee who becomes disabled,
as well as to recruit new staff who
may have disabilities. An excellent
guide, “Employing Disabled People:
A Good Practice Guide for Managers
and Employers” is available for
download at the Disability Rights
Commission’s Web site (www.dre-
gb.org). Although the organization
is based in the UK, much of the
information on its Web site and in
the guide are relevant to employers
anywhere in the world who want to
follow good employment practices
and promote equal rights in the
workplace. B

alert

Blowing the Whistle on Fraud

he Sarbanes-Oxley Act requires public boards to create a whistleblow-
Ter policy — a confidential way for employees who suspect fraudulent

activities to raise their concerns without fear of retaliation. Although
nonprofits aren’t bound by the Act, they would benefit from having such
a policy. Yet only 16% of nonprofit organizations have one, according to
results of a survey by Grant Thornton. And, of those without a policy, only
21% are planning to create one.

“A whistleblower policy is a risk management tool for the board of
directors,” says Grant Thornton’s Chuck Violand. “It minimizes the risk of
serving on a board and provides another avenue for dictating compliance.”

For more information, contact www.grantthornton.com,
charles.violand@gt.com. Also see “The Sarbanes-Oxley Act & Nonprofits,”
Nonprafit World, Vol. 22, No. 5, www.snpo.org.

Deductions Denied without Substantiation Letter

he Tax Court has once again ruled that a taxpayer may not deduct dona-

tions over $250 without a substantiation letter from the charity. In this

case (Hill v. Commissioner, T.C. Memo 2004-156), taxpayers claimed
821,439 in donations but had no substantiation letters to back them up.
Thus, their tax deductions were denied.

It’s always in your best interest as a nonprofit to provide a substantiation
letter when you receive a donation. This letter should state the amount of the
donation and say whether you provided any goods or services in return for
the gift (and if so, give a “good-faith estimate” of the value of these goods or
services). If your donors lose their tax deductions because you failed to provide
such a letter, it’s unlikely you’ll get more gifts from them, and the reputation

Life Cycle of a Nonprofit

new resource from the IRS
Aprovides forms, guides, and
other information to help non-
profits comply with their legal obli-

of your organization and the entire sector will suffer. For more information,
see “Ready Reference Pages 1 and 2” (www.nonprofitissues.com) and “Are
You Giving Your Donors Proper Receipts?” (www.snpo.org).H

gations. See “Life Cycle of a Public
Charity” at http://www.irs. gov/char-
ities. W

Are You Up to the Standard?

unique institute has been established to promote a high ethical standard for nonprofits across the country.

The Standards for Excellence Institute awards a “seal of excellence” to nonprofits that meet the ethical and

accountability criteria. Its benchmark exceeds the minimum legal requirements, covering eight areas of non-
profit operation: (1) mission and program, (2) governing body, (3) conflict of interest, (4) human resources, (5)
financial and legal, (6) openness, (7) fundraising, and (8) public affairs and public policy. The Institute has devel-
oped educational materials, public education efforts, and a certification program to help nonprofits act ethically and
accountably in their management and governance, while enhancing the public’s trust in the nonprofit sector.

The Institute is one of several efforts by nonprofit groups to raise accountability in the sector. Several legislators
are introducing laws to tighten nonprofit oversight, including a proposed requirement that charities reapply for non-
profit status every five years.

“If the sector does not start to self-regulate, it’s going to end up in a world of pain,” cautions Paul Light, a New
York University professor of public service. He urges nonprofits to follow this golden rule: “Do unto yourself before
Congress does unto you.”

For more information on the standards, see www.standardsforexcellenceinstitute.org, www.washington-
post.org.com, and www.fdncenter.org. For ways to assure ethical governance and accountability in your organization,
see these Nonprofit World articles at www.snpo.org: “Turn-around Needed! How to Get Started” (Vol. 22, No. 6), “The
Sarbanes-Oxley Act & Nonprofits: But I Thought That Didn’t Apply to Us” (Vol. 22, No. 5), “A Board Member
Self-Assessment” (Vol. 15, No. 6), “Nonprofits without Audit Committees Risk Disaster” (Vol. 22, No. 2), and “The
Ethics Audit: A Tool Whose Time Has Come” (Vol. 13, No. 6).H
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Fundraising
Onportunity

Life Settiements

Looking for a Big Chunk of Cash you can use any way you want? Here is the answer.

by Jolene D. Fullerton

giving climate, dampened by the erratic stock
market and shaky economy, a new fundraising
opportunity has emerged—life settlements.

Amid fundraisers’ concerns about the charitable

What Is a Life Settlement?

A life settlement is the sale of an
existing life insurance policy for a
lump sum of cash that is more than the
cash surrender value. A life insurance
policy is property, like a car, house,
stocks, and bonds, that can be legally
sold in accordance with applicable
laws. Through a life settlement, a policy
owner can realize value today from an
asset that is generally thought to have
a benefit only when the insured passes away.

How Can Life Settlements Be Used in Fundraising?

You can incorporate life settlements into your
planned giving program in a variety of ways, using
many estate and tax planning strategies. In its sim-
plest terms, the process works like this: A donor who
owns a life insurance policy gives it to your organiza-
tion, and you, in turn, immediately sell the policy for
a lump sum of cash.

To be eligible for a life settlement, a policy must
meet the following criteria:

e The insured individual must be over 65 or have a
serious illness.

¢ The life insurance policy must have a face value
of at least $100,000.

January/February 2005

You can sell
already-donated
policies for cash

and put the
money to work
right away.

e The policy must have been issued over two
years ago.

What Are the Benefits to Donors?
e People can make a donation to their favorite
charity without depleting their cash
reserves or losing income-producing
assets.

* Donors receive a tax deduction for
the fair market value (selling price) of
the life insurance policy instead of
only the cash surrender value.

¢ People can see their donation put
to use during their lifetime.

* Donors no longer need to pay
premiums on the policy.

e A taxable asset is removed from the donors’
estate if the policy was individually held.

What Are the Benefits to Your Organization?

* You receive a donation from someone who oth-
erwise might not have been in a position to contribute
at all.

* Your organization collects a lump sum of cash
today instead of waiting for the insured’s death to col-
lect the proceeds.

* You don’t have the financial burden of paying
premium payments to keep the policy in force.

e The life settlement process provides a valuable
option to donors, encouraging them to make future
gifts to your organization.

¢ Your organization’s annual budget forecasting

ability is improved.
continued on page 8
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CREATIVE FUNDRAISING IDEAS

Team Up with Restaurants

he San Francisco Institute

on Aging holds an annual

event in which they ask
restaurants to donate a certain
number of dinners or to donate a
free dinner for every dinner pur-
chased at a discounted price. It
then groups the restaurants into
price categories. The event is
held on the Tuesday before
Valentine’s Day. (Tuesday is tra-
ditionally a slow day for restau-
rants.) On that evening, the orga-
nization’s supporters have dinner
at the restaurant of their choice
and pay full price. The difference
is donated to the charity. For
more fundraising ideas, see Hank
Rosso’s Achieving Excellence in
Fund Raising  (Jossey-Bass,

Seek Out Second Homes

dentify people on your mailing

list who own a second residence.

They may be helpful in many
ways. For example:

e They may be willing to
donate a free week or weekend
stay at their residence as an auc-
tion item or door prize for your
special event.

¢ They might host a reception
on your organization’s behalf at
their residence.

e The residence could serve as
a retreat location for your board,
staff, or planning committee.

Arranging for someone to loan
you their residence is also a great
way to involve them in your
organization with little work on
their part. For more creative
fundraising ideas, see www.steven

Hold a House Party

ne way to overcome

the fear of asking for

money is to hold a
fundraising house party.
Invite people to come to
the home of someone who
supports your organization.
Make it clear the evening
will be a fundraising event.
When people arrive, serve
them refreshments, and
give a brief presentation.
Then have a peer—some-
one articulate, enthusias-
tic, and respected—ask
everyone to make a contri-
bution. For tips on holding
such an event, see The
Fundraising House Party,
www.warshawski.com.

www.josseybass.com).

How Does a Life Settlement Work?

Once the donor is considering
gifting a life insurance policy to
your organization, the policy
should be appraised. A life settle-
ment broker can determine the
policy’s eligibility for a life settle-
ment and will seek to obtain the
highest possible offer for the policy.

The value of a life insurance
policy is determined by a number
of factors, including, but not limited
to, the age and medical condition
of the insured, type of insurance
policy, rating of the issuing insur-
ance company, and amount of pre-
mium payments needed to keep
the policy in force. Most types of
insurance policies — including
universal, whole life, and converted
term — can qualify.

When a mutually agreed-upon
price is determined, you are paid a
lump sum in cash, and the owner-
ship and beneficiary rights are
transferred from your organization
to the purchaser. All future premium
payments are the responsibility of
the purchaser, and upon the death
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of the insured, the death benefit is
paid to the purchaser.

Your organization can use the
cash proceeds from the life settle-
ment in any way. There are no
restrictions regarding the use of
the funds. You can invest the
money or spend it on current proj-
ects. Because some life settlement
brokers offer fundraising support,
it makes sense to partner with
them for their expertise.

What Laws Regulate
Life Settlements?

Eighteen states have enacted
statutes addressing the sale of life
insurance policies insuring people
who aren’t terminally or chronically
ill. An additional 17 states have
laws that regulate the sale of life
insurance policies only to those
insuring terminally or chronically
ill individuals. Fifteen states don’t
regulate the transaction at all.

What about Policies
Donated in the Past?

Like many nonprofit organiza-
tions, you may currently own life
insurance policies that have been
donated in the past. If there is an
immediate need for funds, or if the

premium payments are becoming
burdensome, you can use life
settlement transactions to sell
those policies for lump sums of
cash and put the money to work
right away. B

Resources

Alford, Jimmie,
Development Videotape.

Clough, Leonard, “Why Planned
Giving?”, Nonprofit World, Vol.
12, No. 2.

Staecker, Delmar, “Insure Your
Fundraising Future,” Nonprofit
World, Vol. 13, No. 2.

Resource

These resources are available
from the Society’s Resource Center,
WWW.SNpo.org.

Jolene D. Fullerton, practicing
attorney for 18 years and
former director and vice
president of the Viatical and
Life Settlement Association of
America, the industry’s trade
association, is general counsel
for a leading life settlement
broker company, First Secured
Life, www.firstsecuredlife. com/
nonprofit.html.
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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
sector, 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
marketing; and provides organizational
management counsel through its TAG
Executive Services LLC, subsidiary.

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

Association Works

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

Web: www.associationworks.com

E-mail: jpaul@associationworks.com

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

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

Campagne Associates

We offer solutions to meet the needs of
nearly every nonprofit. GiftMaker ProT
and its modules manage donor and
prospect information, special events, and
the details of membership and volunteer
programs, as well as identify and track
top prospects. WebCampaignsT uses the
power of the internet to raise money and
awareness.

195 McGregor Street
Suite 410 603-622-5192
Manchester, NH 03102  Fax: 603-622-1843
Web: www.campagne.com

E-mail: info@campagne.com

800-582-3489

Charity Advantage

CharityAdvantage is the largest provider
of websites to nonprofit organizations

in the U.S. Working exclusively with
nonprofits since 1997, we have served
over 17,000 organizations.

Using our website building software,
creating and maintaining a website is a
simple process. Our clients receive full
technical support, free email, hosting,
and unlimited web pages. Visit our site
for a free one-month trial.

1152 Morro Rd Voice: 760-723-1985
Fallbrook, CA 92028 Fax: 790-723-1055
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
latest 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
Weh: philanthropy.com  Fax: 202-223-6292
E-mail: subscriptions@philanthropy.com

DonorPerfect Fundraising Software
DonorPerfect provides flexible, easy-to-
use fundraising software to help nonprof-
its raise more money. The system main-
tains complete donor/prospect records,
pledge processing, gift management, per-
sonalized communications, extensive
reporting capabilities and more. Our
Web-based product, DonorPerfect
Online, allows organizations of all sizes
to manage fundraising information
securely online from anywhere. Free
Demo CD.

540 Pennsylvania Ave, Ste 200

Fort Washington, PA 19034

Toll Free: 800-220-8111

Fax: 215-542-4370

Web: www.donorperfect.com

E-mail: info@donorperfect.com

eTapestry

With over 3000 users around the world,
eTapestry is an ideal fundraising data-
base for nonprofits of all types and sizes.
As a web-based application, eTapestry
gives you access from any Internet con-
nection, complete email communication,
and integration to your website for
online donations. All maintenance, back-
ups, and data storage are taken care of
by eTapestry leaving you free to focus on
your organization's mission.
www.etapestry.com
<http://www.etapestry.com>
5455 Harrison Park Lane
Indianapolis, IN 46216

Fax: 317/545-4180

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

888/739-3827
317/545-4170

Irvine Team

Irvine Team is the leading design & con-
struction strategy company serving mar-
kets across the United States. Irvine
Team integrates customer expectations
with the design and construction
process, ensuring cost control and quali-
ty completion. Irvine Team members
have completed projects totaling in
excess of $250M for Board-driven Not-
for-profit organizations.
One Riverway, Suite 1800
Houston, TX 77056

Web: www.irvinedcs.com
E-mail: dirvine@irvinedcs.com

713-840-1880
Fax: 713-840-1891

Madrigal Soft Tools

Whether your organization schedules
rooms, staff & volunteers, vehicles or
other equipment resources by a fraction
of an hour or by the week, ResSched can
help. Sophisticated, award-winning, low-
cost, easy- to-use ResSched scheduling
software reduces costs by minimizing
time spent scheduling, improving
resource utilization and reduced capital
spending, and avoiding costly double
booking and schedule conflicts. Free
fully-functional trial version can be
downloaded from our web site. Also see
what non-profits are saying about
ResSched on our web page.
201-1290 Broad Street
Victoria, BC, VBW 2A5

Fax: 250/733-2298

Web: www.madrigalsoft.com
E-mail: nonprofits@madrigalsoft.com

888-291-2911
250-733-2294

Metis Associates

Metis Associates is a consulting group
that offers a full range of research, evalu-
ation and information technology servic-
es. For more than 25 years Metis
Associates has helped public and private
organizations achieve results for the chil-
dren, adults, families and communities
that these organizations serve.

90 Broad Street, Suite 1200 877 METISNY
New York, NY 10004 212 425-8833
Fax: 212 480-2176

Web: metisassoc.com

E-mail: inquiries@metisassoc.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 merchan-
dise 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

TCC Group

(formerly The Conservation Company)
Provides smart, strategic consulting serv-
ices to nonprofit, philanthropic,
corporate, and governmental clients,
helping each organization identify oppor-
tunities, solve problems, and plan for the
future. Services include strategic plan-
ning, 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

Telecompute Corporation
Teleconferencing - Nonprofit groups
can save up to 75% off the AT&T
cost of conducting telephone meet-
ings and get a $20 credit against
their first call.

1-800-842-2489 or www.telecom-
pute.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
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Best Software
Assessment
Metis Associates
Budgeting
Best Software
Computer
eTapestry
Metis Associates
Computer Hardware/Software
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Charity Advantage
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Education/Training
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Blackbaud, Inc.
Fundraising
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Blackbaud, Inc.
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How to Talk to
YOUR BOARD

ne of your most crucial jobs
O as a nonprofit executive is to

communicate with your
board. Only if you communicate
effectively with board members
will they stay motivated and pro-
ductive. Here are 10 steps to pow-
erful communication with your
board:

10 ¢ NONPROFIT WORLD

by Larry D. Lauer

1. Nurture Relations with
Your Board Chair.

Your success hinges on your
relationship with the board chair.
When seeking a new chair, look for
someone who’s on your wavelength,
who shares your organization’s
communication and management
styles.

For example, businesspeople
accustomed to an autocratic style
may want to run the show rather
than create a team. If possible, avoid
such people. If that’s not possible,
use these techniques to defuse the
situation:

Give Them Strokes. Appreciate
the good qualities they bring to the
board, and express your apprecia-
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tion often and loudly. Just giving
them the recognition they crave
will often work miracles.

Gain Support from the Whole
Board. Cultivate overall support so
that disagreements between you
and the chair won’t develop into
serious matters. Bring other key
board members up to date — letting
others initiate any comments
about the chair's performance.
Your objective is not to talk about
the chair, but to impress other board
members with your leadership.

Keep Disputes Private. Take
care not to disagree with the chair
in public or in open board meet-
ings. Bringing a disagreement into
the open can cause a disastrous
split. Even if you are right in prin-
ciple, you may lose the support of
good people as a result.

Keep All Board Members
Informed. Launch a regular pro-
gram of telling all board members
everything the organization is
doing. Accurate information can
help put an over-zealous board
chair in perspective.

2. Revisit Your Mission.

It's essential that you meet
periodically with your board to
discuss your mission — what your
organization was founded to do.
Picking the right time for such a
discussion can unite the board
with a crucial sense of purpose.

The right time is usually an
annual retreat or special meeting.
If there is no clear mission state-
ment, the first assignment is to
write one. If there is a clear state-
ment, it is productive to re-articulate
it in light of current marketplace
conditions.

With the mission statement as
a guide, ask board members if the
organization is still on track. If
they believe it is, move on quickly.
If they don't, list the reasons why
and take these reasons to the staff
for further discussion. Then bring
staff suggestions to the next board
meeting. Even disagreements will
lead to greater commitment by
both board and staff.

January/February 2005

3. Emphasize Your Vision.

While mission is what the
organization came into existence
to do, vision is what it wants to
become. To some organizations,
vision is a broad statement of
expectations and desired recogni-
tion. Others state their vision in
the context of specific objectives.

Many CEOs are criticized for
lacking vision or being unable to
articulate it. But the truth is, dif-
ferent people mean different
things by the term. So, the first
order of business for a board is to
define what “we” mean by the
word. What factors must go into
expressing “our” vision? What
statement do members expect
leadership to be making?

There’s nothing
like the joy of
serving on the board
of an organization
that knows where
it’s going.

Again, you and your board
should revisit your vision state-
ment periodically, perhaps annually.
How have environmental condi-
tions changed? How does the
statement hold up? If it needs revi-
sion, take the time to do it. Share
the board's ideas with the staff,
and bring staff members’ thoughts
back to a later board meeting.

This is all an exercise in building
a unified team, and none of it will
be a waste of time. In fact, it will
increase your board’s enthusiasm
for what you do. There's nothing
like the joy of serving on the board
of an organization that knows
where it’s going.

4. Prepare a Board Policy Manual.

We all know that “the board
establishes policy,” but the word
“policy” often creates confusion.
“Policies” are simply the principles
which guide management decisions
in fundraising, financial manage-
ment, marketing, operations, per-
sonnel, and communications.

Produce a book for the board
which describes all these policies
in one place, in simple, non-legal
language. Your board policy manual
should include the following infor-
mation:

Fundraising policies should
declare that all board members are
expected to raise funds and con-
tribute their own money to the
organization. Board members
should approve all budgets associ-
ated with raising funds as well as
annual fundraising goals — includ-
ing how much each of them will
give. They should be available to
rate the giving potential of
prospects from lists provided by
staff and consultants. They should
agree to make solicitation calls, by
themselves or with other volun-
teers or staff. And they should give
generously themselves — so that
they won’t just be asking for
money but asking others to join
them in supporting the cause.

Financial management should
be clearly identified as a board
responsibility.  Approving the
budget, establishing safeguards
related to audits, and overseeing
investments are board tasks which
must have policies to guide them.
Some organizations have a bal-
anced budget as policy; others will
permit deficits under specific con-
ditions. All must review audits and
investments and have policies
guiding the selection of those who
perform these services.

Your marketing policy should
explain what percent of your budget
will be spent on marketing activi-
ties. It should also list the market-
ing duties you expect the board to
perform. For instance, you might
have board members make
speeches. Or start word-of-mouth
efforts with community opinion
leaders. Or ask printers or PR
agencies to donate services. Or
organize special events. Design
your marketing policy to motivate
members to tell “the story” on a
continuing basis.

Operations policies should
clarify the board’s role in managing
the organization’s affairs. Board
members shouldn’t have control of
daily transactions. They should

continued on page 12
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A board newsletter is one of the most

important things a CEO does for the board.

take a wide view, making sure that
management methods are advanc-
ing the organization’s culture, mis-
sion, and values.

Likewise, personnel policies
should make it clear that the board
has no authority over hiring or fir-
ing anyone except the executive
director. Again, their role is a
broad one. They must insure that
benefits are appropriate and that
personnel laws are followed.

Few organizations have com-
munications policies, but they
should. Such policies should
answer the following questions:
What communication functions
will board members and execu-
tives perform? Are they expected
to go into the community and tell
the organization’s story? What pri-
ority is communication given in
the organization? What are the
procedures to follow with sensitive
issues and crises?

5. Draw a Clear Financial Picture.

If fiduciary responsibility is a
primary board responsibility, giving
your board good financial informa-
tion is critical. Be careful, howev-
er, not to give them too much. The
key is to give them only what they
need, in a form they can under-
stand.

Prepare a simplified financial
report especially for board mem-
bers. It should include a simple list
of income categories, expense cat-
egories, balances, investments
with performance noted, and issues
of concern. This format will pro-
vide all the data board members
need. Of course, the finance com-
mittee should ask for more infor-
mation if questions come up which
require deeper inquiry.

6. Create a Board Newsletter.

A board newsletter is an essential
way for you to keep board mem-
bers informed. A newsletter will
insure that political issues and
leadership styles won’t get in the
way of all board members receiv-
ing the same information.

The format of such a newsletter
will vary from organization to
organization. Desktop publishing
allows many formats, ranging from
one laid out to look like a printed
piece to a conventional letter on
the CEO’s letterhead. A memo-
style format, using separate head-
ings and brief explanations, works
well. List activities and accom-
plishments, the status of on-going
issues, and any new financial
information — including new gifts,
bequests, income, or surprise
expenses. Applaud board and staff
achievements.

While you can call your
newsletter “periodic,” you should

Businesspeople may
want to run the show

rather than create
a team.

send it out at least quarterly. Bi-
monthly or monthly would be better.
It should arrive frequently enough
that board members feel a kind of
dialogue with the CEO.

CEOs often say they don’t have
time to produce such a piece.
Usually, however, someone has
already compiled the necessary
information — activities, on-going
issues, finances. That same person
can put the information on a few
sheets of paper, and the CEO’s task
is one of simple editing.

We make time for what’s
important, and a board newsletter
is one of the most important things
a CEO does for the board. It’s the
difference between feeling in
touch and impressed with the
organization and feeling unmoti-
vated and uninvolved.

7. Be Sure Meetings Run Smoothly.

Using a newsletter to report on
activities means that you can keep
board meetings short and uncom-
plicated. During board meetings,
you need give only a quick review
of activities.

The board meeting agenda and
format should be simple. The chair
should lead the meeting, the CEO
should be allowed to comment on
each agenda item, and the number
of items should be limited so that
good discussion is possible.

The board agenda can be set
under three basic headings: (1)
what is going on, (2) problems and
issues for discussion, and (3)
financial update. Don’t provide too
much material; keep it as simple
as possible. Otherwise, boards can
get bogged down in detail and lose
sight of the big picture for which
they are responsible.

8. Hold Social Events.

Communication theory tells us
that the better people know each
other, the better they communicate.
When people’s experience over-
laps, they have not only a shared
background but a common under-
standing of the meaning of words.
When they come to like each
other, they have more tolerance of
their differences. When they share
a common purpose, they will work
harder to keep their differences
from slowing progress.

Thus, board activities such as
annual dinners, picnics, receptions,
and parties are vitally important.
Keep in mind that this is not just
play; it’s serious business. It’s
essential communication, pure
and simple. And it’s necessary for
team building and unified action.

9. Show Appreciation Gonstantly.

Recognition is important not
just for the few hard workers but
for every board member. It can’t
be periodic; it must be constant.

One volunteer for a university
athletic program is especially
effective at giving board members
constant recognition. Every time
he visits them, whether it’s to ask

This is all
an exercise in
building a unified

team, and none of
it will be a waste
of time.
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for a favor or thank them for help-
ing, he takes something with him.
It might be a cap or T-shirt or ticket
to the next game. He has a frame
shop on stand-by and frames
everything from newspaper arti-
cles to old football jerseys. He even
mats and frames ticket stubs of
memorable games to give to those
who helped.

Yes, such recognition costs him
money. But he spends less than
you might think, and the results are
almost unbelievable. People do what
he asks and feel good about it.

The lesson is that you simply
can’t recognize people too often.
Try the athletic program volun-
teer’s approach, and you will be
amazed. Take your organization’s
T-shirt when recruiting a board
member. Give out coffee mugs, key
chains, or other tokens whenever
you have a chance. Frame invita-
tions to special events with per-
sonalized citations to give as
recognitions. And, of course, con-
tinue giving the usual plaques for
special service.

10. Evaluate Board Members.

It's vital to evaluate board
members’ performance and give
constructive feedback. To do so,
you must first have clear expecta-
tions in place. Recruit board mem-
bers with a job description
explaining what you expect of
them, including:

e amount of money you expect
them to raise or contribute
each year

number of hours you expect
them to work for your organ-
ization

e number of board meetings
they must attend

e time you expect them to
spend spreading the organi-
zation’s story.

Once a year, have a nominating
committee review each board
member’s performance. Have
board members who don’t fulfill

Nonprofit World e Volume 23, Number 1 January/February 2005
Published by the Society for Nonprofit Organizations

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

expectations meet with the nomi-
nating committee. They will usually
offer to do better or to resign. If
necessary, be willing to accept res-
ignations and move on. B
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These publications are avail-
able through the Society’s Resource
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Larry D. Lauer is the author of Communication Power: Energizing
Your Nonprofit Organization (Aspen Publishers), from which this
article is adapted.

Rate Your Communication with Your Board

For each question, give yourself a score from 1 to 10
(with 10 being perfect):

Do you review mission and vision statements periodically with
your board to keep everyone operating on the same page?

Do you have a special policy book for board members which
clearly explains management principles for all areas of the
organization? Does this book explain the role you expect board
members to play? Does it include a communications policy?

Do you recruit board members with a job description spelling
out expectations? Does the nominating committee use those job
descriptions to evaluate board members at least once a year?

Do you make a special effort to forge a good relationship with
your board chair?

Do you maintain support throughout the board by keeping all
board members well-informed of what's going on?

Do you work with the board chair to develop simplified board
meeting agendas and materials? Is the board format simple,
keeping information to what's essential?

Do you prepare a special financial report for the board which
tells them only what they need to know in a clear, simple format?

Do you hold regular board activities, such as parties or informal
gatherings at which board members can socialize and get to
know one another?

Does your communication program include a variety of initia-
tives to keep board members informed, motivated, and committed?

Do you send board members a newsletter or executive memo
every few months, updating them on the organization's activities?

Do you make sure the board is active in fundraising and marketing?

Do you recognize all board members often? Do you give tokens
of appreciation at least once a year in addition to other
recognitions for special achievements?

Score: 120-100 = A; 99-79 = B; 78-59 = C; 58-39 = D; 38-0 = F.

January/February 2005
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. Don't Let
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ick”Workers
Undermine Your Organization

In a recent survey, employers report

9Q
\

that 60% of unscheduled absences are

due to reasons other than physical ill-
ness.! Yet even human resource profes-
sionals who recognize the effectiveness of
work-life and absence-control programs
in curbing absenteeism and its cost (aver-
aging $610 per employee per year) report
that their organizations haven’t imple-
mented these practices.

Why Aren’t They Working?

More often than not, calling in “sick”
has less to do with the employee’s health
than other reasons, the survey found.
Cited most often as the reason for no-
shows are:

1. family issues (21%)

2. personal needs (20%)

3. employees’ entitlement
mentality (14%)

4. stress (5%).

The results provide good news and
bad news, says Nancy Kaylor, a workplace
analyst for CCH, which sponsored the
survey. “You can’t cure the common cold,
but you can do something to reduce the
number of unplanned absences due to the
non-illness needs that account for most
no-shows.”

To better understand how organiza-
tions can reduce unscheduled absences,
the survey asked employers about their
experiences with work-life and absence-
control programs. Surprisingly, the sur-
vey found that programs perceived to be
most effective aren’t the ones most used.

Which Work-Life Programs Work Best?

On a scale of 1 to 5 (with 5 being most
effective), the work-life programs ranked
highest by human resource professionals
for reducing unplanned absences are, in
order of effectiveness:

1. flexible scheduling (3.8)
2. compressed work week (3.8)
3. leave for school functions (3.6)
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4. on-site health services (3.6)

5. job sharing (3.5)

6. telecommuting (3.5)

7. employee assistance program
(3.0)

8. work-life seminars (3.0)

9. wellness programs (3.9)

10. child care referral programs
(2.8).

As to what organizations put
into practice, only flexible sched-
uling was used by a majority of
respondents. Two-thirds (66%) of
respondents use flexible scheduling.
However, another of the leading
work-life programs seen to reduce
unplanned time off-compressed
work week-was offered by only
28% of responding organizations.

The work-life program most
employers have in place is an
employee assistance program, with
nearly three-quarters (73%) report-
ing use. Yet employee assistance
programs received only an average
effectiveness rating of 3.0, as did
wellness programs, which 41% of
employers use.

Other work-life programs used
by respondents are: job sharing
(25%), leave for school functions
(24%), on-site health service (23%),
telecommuting (20%), work-life
seminars (25%), and child care
referral programs (14%). Figure 1
summarizes these findings.

On average, employers report
that they have 3.4 work-life pro-
grams in place. The survey found
that the organizations with “good” to
“very good” morale offer a greater
number of work-life programs

Effectiveness and Use of Absence Control Programs

Absence Control Effectiveness | Percentage
Programs Rating Use
(1: Not Very Effective to 5: Very Effective)
Paid Leave Bank 3.9 21%
No Fault 3.7 31%
Disciplinary Action 3.5 88%
Buy Back 3.4 17%
Yearly Review 3.2 58%
Personal Recognition 3.1 33%
Bonus 3.1 21%

(3.6) than those with “fair” to
“poor” morale (3.1).2

Which Absence-Control
Programs Work Best?

While employers realize that
absence-control programs can
reduce absenteeism, there is,
again, a disconnect between the
programs they rate most effective
and those they actually put into
use. On a scale of 1 to 5, the
absence-control programs ranked
most effective are:

1. paid leave banks (3.9)
(Paid leave banks, also known
as paid time-off programs,
provide employees with a
bank of hours to be used for
various purposes instead of
traditional separate accounts
for sick, vacation, and personal
time.)

2. no-fault systems (3.7)
(No-fault systems limit the

Effectiveness and Use of Work-Life Programs

Work-Life Programs Effectiveness | Percentage

Rating Use

(1: Not Very Effective to 5: Very Effective)

Flexible Scheduling 3.8 66%
Compressed Work Week 3.8 28%
Leave for School Functions 3.6 24%
On-Site Health Services 3.6 23%
Job Sharing 3.5 25%
Telecommuting 3.5 20%
Wellness Programs 3.0 41%
Work Life Seminars 3.0 15%
Employee Assistance 3.0 73%
Child Care Referrals 2.8 14%

January/February 2005

number of unscheduled
absences allowed, regardless
of circumstances, and take
specific disciplinary actions
if that number is exceeded.)

3. disciplinary action (3.5)

4. buy-back programs (3.4)
(Under a buy-back program,
employees are compensated
for the allotted time off that
they don’t use.)

5. yearly review process (3.2)

6. personal recognition programs
(3.10)

7. bonus programs (3.10).

As these results show, the most
effective programs give employees
control over their own time. Paid
time-off programs provide the best
way to avoid unscheduled absences,
because employees can plan ahead
to meet upcoming personal needs
rather than calling in “sick” at the
last minute for personal appoint-
ments they may have known about
well in advance.

Although paid leave banks are
the most effective program, only
21% of the organizations offer
them to employees. Disciplinary
action is the most-used program,
with 88% reporting use. Over half
the respondents (58%) use the
yearly review process, while 33%
use personal recognition programs,
31% use no-fault systems, and 17%
use buy-back programs. Figure 2
summarizes these findings.

What Do These Results
Mean for You?

If you're serious about curbing
unplanned absences, the survey
points a clear path for how to do
so. You need to step back from the

continued on page 16

NONPROFIT WORLD » 15



day-to-day management of employ-
ees who call in “sick” at the last
minute and approach the problem
strategically. Rather than use tools
you already have in place, such as
disciplinary action or a yearly
review, consider new approaches,
such as these:

1. Reconsider what a “work
week” looks like. That may mean
providing more flexible hours,
compressed work weeks, time off
for school events, or other
arrangements that will help your
employees strike a successful bal-
ance between their personal
demands and their jobs.

2. Give employees more con-
trol over their time. Provide paid
time-off programs that let employees
use their “sick” time for personal
reasons.

3. Offer programs that encour-
age proactive, cooperative absence
planning between employers and
employees.

4. Understand your employees
and the issues they face.
Implement programs and policies
that are responsive to their needs.
See “Ten Steps to Reduce Absences”
on this page.

5. Take back control. Many
employers are slow to adopt new

Organizations
with “good” to
“very good”

morale offer
more work-life
programs.

human-resource programs for fear
of losing control over their
employees, the study found. The
irony is, employers don’t actually
have control, only the illusion of
control. In many cases, employees
have taken charge, determining
when and how they want to use
“sick” days. By helping employees
balance work-life demands, employ-
ers become partners with their
workers in managing workflow.
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“You can’t cure
the common cold,
but you can

reduce absences
due to non-illness
needs.”

6. Take a new look at costs.
The survey found that many
organizations avoid new work-life
and absence-control programs for
fear they will cost too much. As
the survey shows, however, ignor-
ing such programs can be even
more costly to an organization.

As Kaylor points out, “There is
no one-size-fits-all solution, and
not all work-life or absence-control
programs are appropriate for all
organizations. You need to under-
stand your workforce and what
programs will best support your
people. Then, carefully consider
the cost and effect of implementing

those programs against the cost of
standing still. Only with that
analysis can you make the decision
that’s best for your organization.”m

Footnotes

1 The “CCH Unscheduled Absence
Survey” was conducted by CCH (2700
Lake Cook Road, Riverwoods, Illinois
60015, 800-449-9525, www.hr.cch.com),
a leading provider of human resource
and employment law information.

2 See “Building Morale: The Key to
Successful Change,” Nonprofit World,
Vol. 13, No. 3 (www.snpo.org).

Resources

Glasrud, Bruce, “Here Comes
Your 21st Century Workforce!”,
Nonpraofit World, Vol. 17, No. 4.

Neddermeyer, Dorothy, “Employee
Assistance  Programs: Tackling
Employee Dysfunction in the
Workplace,” Nonprofit World, Vol.
4, No. 5.

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

fill any gaps you identify.

regularly.

Ten Steps to Reduce Absences

1. Find out why employees aren’t at work. One way to do so is with
a focus group or survey. Track absences for a six-month period.

2. Take a demographic snapshot of your workforce to help
understand your employees’ needs. Be sure to capture different
employee constituencies, if applicable, to determine if there are
any specific patterns of which you should be aware.

3. Review your organization’s policies, benefits, and programs to
determine what is currently offered.

4. Measure usage of existing programs.

5. Compare the fit between existing programs and the current and
projected needs of your workforce. If differing employee needs
surfaced in the demographic snapshot, make sure your comparative
analysis considers these needs.

6. Identify new policies and programs, or fine-tune existing ones, to

7. Consider your organization’s culture and workflows to ensure
that your proposed programs will support your organization’s
objectives and that people will use them.

8. Communicate and reinforce the value of balancing work
responsibilities with personal and family needs, and make people
aware of your benefits and programs.

9. Evaluate your absence-control and other employee programs

10. Measure unscheduled absences at set intervals to see if offerings
continue to make sense for your organization.
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Legal counsel

Y
now 1o ASSESS

WORKPLAGE INVESTIGATIONS

by Melanie A. Kastl, Louis Avitabile, & Brian H. Kleiner

roblems such as harassment
and violence in the workplace

are growing and always
require an investigation of some
depth. When workers make a com-
plaint, it’s the employer’s responsi-
bility to look into the charges. You
should be able to answer “yes” to
these questions:

e Are complaints taken seri-
ously and investigated promptly?

e Can employees validate your
sincerity and objectivity in investi-
gating complaints?

* Do you know what you want
the investigation to accomplish?

e Do all participants in the
investigation receive fair treat-
ment?

e Are the investigation’s find-
ings reported? Is the report useful
and thorough?

e Is the investigation designed
to prevent similar problems in the
future?

Is an Investigation Needed?

When someone brings a prob-
lem to your attention, the first step
is to decide if an internal investi-
gation is required. To make this
decision, answer these questions:

e Do the charges place your
organization in danger of breaking
laws or organizational policies?

e Is more than one employee
involved?

* Do you need more information
before you can make a decision?

e Is expertise required from
others in the organization to make

18 ¢ NONPROFIT WORLD

an informed and accurate determi-
nation of the facts?

If the answer to any of these
questions is yes, an internal inves-
tigation may be necessary. If the
answer to all these questions is no,
you may be able to resolve the
issue by talking to the people
involved and explaining the appro-
priate policies and guidelines.

The interviewer’s
role is that
of information
gatherer,
not judge.

Who Should Lead the
Investigation?

If you decide an investigation is
warranted, the next question is:
Are you the proper person to
investigate the complaint? Use this
checklist to determine the answer:

¢ Do you have any conflicting
interests such as personal relation-
ships, bias, or anything to gain
from the investigation?

e Are you able to meet dead-
lines and keep information confi-
dential?

e Will you put the best inter-
ests of the organization first?

e Are you fair and impartial?
Can you keep from being influ-
enced by peer pressure?

e Can you instill confidence

and establish rapport with the
respondent, complainant, and
other interviewees?

¢ Are you able to diffuse anger
and tension?

If you don’t have the time,
skills, or neutrality to lead the
investigation, find someone who
does.!

How Should Interviews Be Conducted?

Here are steps for the inter-
viewer to take:

e Prepare interview questions
in advance, based on your knowl-
edge of the facts.

e Whenever possible, give
face-to-face rather than telephone
interviews so that you can assess
the non-verbal messages being
sent.

e Create a comfortable envi-
ronment by being cordial and
respectful to interviewees. Thank
them for their participation, and
stress that their disclosures will be
kept as confidential as possible
and revealed only on a “need-to-
know” basis.

¢ Explain the process and pur-
pose of the interview, seeking the
interviewee’s commitment to full
disclosure.

e Ask interviewees to describe
the event in their own words. Then
use a checklist to gather other need-
ed information. Hearing interviewees
tell their own stories is the best way
for you to assess their truthfulness,
consistency, and credibility.

¢ Listen attentively, and watch

Volume 23, Number 1



for non-verbal cues, such as atti-
tude, body movements, and facial
expressions. Such body language
makes up 50% to 60% of a conver-
sation.

e Keep in mind that the inter-
viewer’s role is that of information
gatherer, not judge. Seek to under-
stand the experiences and percep-
tions of the witness.

e Jot down your impressions
during the interview. If possible,
have someone else there to take
more detailed notes. It is difficult
to watch people’s body language
and take notes at the same time.

e When gathering information,
use open-ended questions, which
require more than a “yes” or “no”
answer. Such questions give you a
chance to probe, explore, and clar-
ify feelings and situations.

e Keep the conversation
focused while challenging the
interviewee with confrontational
exchange.

e Allow enough silence for the
witness to think and for you to
observe body language.

¢ Near the end of the interview,
summarize the evidence, and
review it with the interviewee to
assure accuracy.

How Do You Judge Credibility?

After the interview, the next
step is to assess the credibility of
the complainant, respondent, and
witnesses. Sometimes — in sexual
harassment cases, for example —
the validity of the allegations may
rest on a single person’s testimony.
Thus, your ability to evaluate the
reasonableness of the facts is vital.
Here are ways to assess credibility:

e Evaluate the truth of the
information given by different par-
ties. Give less weight to facts that
are vague, sketchy, or contradictory.
Give more weight to information
presented honestly and straight-
forwardly without attempts to hide
or exaggerate.

e Be suspicious if a person
shows lack of cooperation or
inability to recall important details.

® Weigh people’s body language.
It can point to inconsistencies,
contradictions, and other signs of
deception. See Figures 1 and 2 for
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The Basics of Posture

There are two groups of body postures: (1) open or closed and (2)
forward or back. People who sit forward with their body relaxed and
their arms out are willing to communicate freely. Those who sit back and
hunch their body closed, crossing their arms, are unwilling to cooperate.

RESPONSIVE

FORWARD

COMBATIVE

OPEN

REFLECTIVE

> BACK

FUGITIVE

CLOSED

details on decoding body language.

e Go with your gut feelings. If
interviewees strike you as reluc-
tant or hostile, there is probably
good reason to be wary.

e Pay attention to people’s
hand movements when they
answer questions. If they gesture
away from the body, the answer is
probably truthful. If their hands
touch their body — wiping the
forehead or nose, for example —
their answer is most likely decep-
tive.?

e Consider people’s posture. It
shows three things: their level of
interest, their level of confidence,
and their emotional involvement.
(See Figures 1 and 2.)3

¢ Draw conclusions from the
way interviewees' use pronouns,
nouns, and verbs. When trying to
draw attention away from them-
selves, people use words such as
“they” or “them,” rather than “I”
and passive phrases such as “The
files were lost” rather than “I lost

the files.”
continued on page 20

Decoding Body Language

There are four forms of body language. The first two show truth-
fulness and willingness to cooperate. The third and fourth indicate
someone who has something to hide and is unwilling to cooperate.

1. RESPONSIVE

Engaged: leans forward with open
body, open arms, open hands

Eager: leans forward with open
legs, feet under chair, on toes

Ready to Agree: closes papers,
nods, puts pen down, lays hands flat
on table

3. FUGITIVE

Bored: stares into space, doodles,
taps foot, has slumped posture

Let Me Go: looks around, buttons
jacket, aims feet toward door

Rejecting: sits or moves back,
folds arms, frowns, looks down

Defensive: points feet toward each
other, clenches hands

2. REFLECTIVE

Listening: tilts head, nods, makes
lots of eye contact, has high blink rate

Evaluating: sucks glasses or pen-
cil, strokes chin, looks up and right,
crosses legs or puts ankle on knee

Attentive: smiles, puts arms
behind back, stands with feet apart

4, COMBATIVE

Let Me Speak: taps fingers, taps
foot, stares

Aggressive: points finger, clenches fist,
leans forward in a threatening way

Defiant: puts hands on hips,
shakes head, glowers

Lying: touches face, puts hand
over mouth, pulls ear, looks down,
glances at you out of corner of eyes
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¢ Notice the pitch and tone of people’s voices and
whether they answer questions too quickly or too
slowly.

* Gain additional evidence by asking people to
write their version of the incident in their own hand-
writing and by tape-recording their statements.
Sometimes clues will jump out at you when you read
or listen to these transcripts. If not, you may need to
hire a professional to analyze the transcripts.

How Do You Reach a Conclusion?

After you've reviewed all materials and assessed
people’s credibility, it’s time to make a decision.

e Decide whose version of events is most believ-
able. Based on this conclusion, determine whether you
need to discipline anyone.

* Review results in light of laws and organizational
policies, and decide what action to take.

e Match the disciplinary action to the severity of
the infraction. You may, for example, provide
resources to help employees change unacceptable
behavior or order them to undergo sensitivity training.
Or, if the offense is serious enough, you may need to
suspend or terminate the guilty party.

e Be sure the disciplinary action is legal, enforce-
able by law, and will stand up to a challenge by the
employee in court.

Glossary of Legal Terms

Person who has a complaint or grievance.
Always thank the complainant for bringing an
issue to your attention.

Worthiness of belief. Credibility is the watchword
of any investigation and is the ultimate source of
strength when litigation is inevitable.

Complainant:

Credibility:

Due Diligence: A complete amount of work expended toward a
subject. When a worker complains about an
action, it is the employer’s responsibility to
exercise all due diligence — that is, to take
whatever steps are necessary to lessen the
effects of the action.

Harassment: Behavior of one or more employees which
unreasonably interferes with another worker’s
performance or creates an intimidating, hostile, or
offensive working environment. Make it clear to
everyone that harassment will not be tolerated in

your organization.

Investigator:  Person who gathers information in a search for
the truth. It is important to choose an investigator

who employees respect.

Neutrality: Taking neither side, no position. The investigator
must assume a position of neutrality throughout
the investigation. Doing so will promote confidence
by employees and the feeling that the investigation

is in the organization’s best interests.

Respondents: People who are called upon to answer a complaint
about them. Body language is especially important
when interviewing respondents, since they may
have reason to disguise the truth.

How Full Is Your Toolbox?

Every manager’s kit should contain these tools to maintain

stability in the workforce and to prevent employee litigation:

e complete and updated policy manuals, including
anti-harassment and anti-discrimination policies

e frequent performance evaluations

e performance improvement plans

e an internal complaint and disciplinary process

e an in-house investigation process, such as the one
described in this article.

e Once you have concluded the investigation,
communicate the results to the involved parties as
soon as possible.

e Monitor the situation to be sure the unaccept-
able behavior has ceased. B

Footnotes
1 See Angelica in “Resources.”

2 See Techniques of Legal Investigation (Illinois: Thomas),
Get the Facts on Anyone (New York: Macmillan), If You Only
Knew (California: Griffin Publishing), and Gentle Art of
Interview and Interrogation (New York: Prentice Hall).

3 See these online articles: “Decoding Body Language”
(http://johnmole.com/articles18.htm), “Evaluating Hand Behavior
During an Interview” (http:/reid.com/materials), “Statement
Analysis: New Investigative Processes to Help You Uncover
the Truth” (http:/www.pimall.com/nais/n.intera.html), and
“Template for Investigating Discrimination and Harassment
Complaints at the University of Alberta” (http:/www.ualberta).
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Conroy, Charles, “Sexual Harassment: Don’t Let It
Destroy Your Organization,” Nonprofit World, Vol. 10,
No. 2.

Doyle, Tanya & Brian Kleiner, “The Most Likely
Lawsuits—and How to Protect Yourself,” Nonprofit
World, Vol. 19, No. 1.

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

Van Vlaenderen, Heidi & Brian Kleiner, “Your Duty
to Investigate Workplace Complaints,” Nonprofit
World, Vol. 19, No. 3.
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Melanie A. Kastl is a researcher with special interest
in minimiging workplace investigation bias. Louis
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Volunteers

TTlg

here’s one type of job volunteers

can’t do. Everything else, yes,
they can do. They can raise
money. They can recruit people
for you. They can do drudge work,
and they can do the core work of
your mission.

They can get your message out.
They can supervise other volun-
teers. They can help you select and
screen staff hires. They can research,
investigate, and report. They can
explain, counsel, and listen.

They can handle money and
finish the accounting. They can
provide legal advice and other pro-
fessional services.

You can give volunteers almost
any type of job, except one. Don’t
ask volunteers to conduct scientific
polls.

Why? Because scientific polling
requires objectivity. Since volun-
teers are inherently enthusiastic
and subjective about your cause,
they’re liable to prejudice any poll
they conduct for you.

Studies have shown that seem-
ingly little things affect the way
people answer survey questions.

”

G

e

by Nick Levinson

Even the name a pollster uses
skews answers. People tend to say
what they think the pollster wants

People tend to
say what they

think the
pollster wants
to hear.

to hear. To prevent such bias, poll-
sters can’t be people who care how
respondents answer their questions.

If caring about content is a bad
idea, are volunteers useless in
helping you with surveys? No it’s
just the direct, hands-on polling
and canvassing they shouldn’t do.
They can still design the study
(because joint editing, thoughtfully
and sensitively done, can reduce
biases). They can compile results,
even sophisticated cross-tabula-
tions of data.

If you asked open-ended ques-
tions, you might want to have out-
side consultants categorize the

Job

an’t Do

What’s the

one task you

should save
for the paid
consultant?

answers, using scientific methods.
But once you have the conclusions
of your study, volunteers can apply
the results to your problems and
implement the necessary reforms,
if any. They can edit and publish
results, disseminating them to a
variety of audiences. That’s espe-
cially useful for studies on public
policy.

Being blasé is the one thing vol-
unteers can’t do well. But that
leaves so much they can do that
you shouldn’t have any trouble
using enough volunteers to fill a
phone book. Go ye, then, and fill
your phone book.H

Nick Levinson (P.O. Box
8386, New York, N.Y. 10150)
hopes you didn’t mind a little
teasing, but there’s a desperate
need to get a lot of work done
among nonprofits, so it’s an
abomination that volunteers are
idle most of the time.
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How to Prevent

Don’t neglect this
key aspect of
risk management.
Once disaster
occurs, it’s too late.

magine the crisis you would face

if you lost records crucial to

your organization’s operation.
To prevent such an information
disaster, you need to establish a
vital-records protection program.
Here are the steps to take:

Maintain a backup of your
main computer file server. Keep
backup copies of key databases
and financial files. Vital records
include:

e contracts that prove ownership
of property, equipment, vehicles,
and products

e operational records such as
current or unaudited accounting
and tax records, current per-
sonnel and payroll records,
client account histories, and
shipping delivery records

e current case history files.

Back up your data at least once
a week. Store a copy offsite or, if
that’s not feasible, store your data
in a fireproof safe. Most organiza-
tions, especially since 9/11, are
shifting to a combined on and off
site storage. This is sometimes
referred to as a “belt and sus-
penders” approach.

Store one copy of your insur-
ance policies, vehicle and property
titles, vehicle registrations, and
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by Van Carlisle

bank account numbers in either a
fireproof safe or a safe deposit box
(which will be fireproof by default).

Procure fire-resistant safes and
filing cabinets for on-site storage.
You will always, at one point, have
vital records on site, and obviously,
no one can predict the precise
time a business interruption will
oceur.

Be wary of products
that claim to
be “built to” a
certain UL class
specification claim.

Many managers believe that
standard filing equipment offers
fire protection. This thinking is
erroneous and dangerous. Remem-
ber, you're protecting your most
vital information assets. Seek
products tested by Underwriters’
Laboratory (UL) or other nationally
known independent testing labs.
Steer clear of equipment with
manufacturers’ or non-independent
ratings. UL is the best, as no other
testing and standards organization
matches its reputation.

Be wary of products that claim
to be “built to” a certain UL class

specification claim. This is market-
ing-driven wordplay, pure and
simple. It leads people to falsely
believe they're getting a UL rating,
but in reality it’s just the manufac-
turer’s dubious claim. UL has
never tested it, and how it will
stand up to a real fire is anyone’s
guess. ®
Resources

For a crisis-management fact
sheet, see www.nonprofitrisk.org.
Also see these Nonprofit World
articles at www.snpo.org:

e Will You Be Ready When
Disaster Strikes?, Vol. 18, No. 3.

e Too Precious to Lose:
Backing Up Your Data, Vol. 7, No. 1.

e Do You Need a Record-
Saving Policy?, Vol. 19, No. 6.

e Contingency Planning:
Facing Disaster and Surviving,
Vol. 11, No. 3.

Van Carlisle became CEO of
Fire King, a security and loss
prevention company, at age 24 in
1975 and acquired controlling
interest in the company a year
later. He studied criminal justice
at the University of Louisville and
served six years in the Air National
Guard Security Police Force.
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Expressive
Dimension

to Work

any people criticize non-
M profit organizations because

they’re not like businesses.
The cure, they think, is to make
profits and eliminate volunteers.
Believing that economic produc-
tion is the only reasonable motive
for human effort, they regard any
entity that fails to generate a sur-
plus of wealth as dysfunctional.

What such critics don’t under-
stand is that all organizations,
especially nonprofits, have two
dimensions:

1. The instrumental dimen-
ston includes behavior that leads
to a concrete, measurable goal,
such as a profit.

2. The expressive dimension
includes action for direct, intangi-
ble gratification rather than for a
defined goal. Expressive behavior
is play for the sake of play, work
for the sake of work, energy spent
for the sake of the spending.

January/February 2005

FOURTH
IN A
SERIES

by David E. Mason

We often start and sustain
organizations because we want to
do something (expressive behavior)
as much as because we want
something done (instrumental
behavior). Organizations in the

We need
expressive
activity. We
hunger for it.

nonprofit world lend themselves to
doing for the sake of doing. They
are a positive, expressive arena of
choice.

We aren’t compelled to be
involved in the voluntary world.
We get involved because nonprofit

T

To gain the most from employees, cultivate an expressive culture.

organizations can fulfill both our
desire to act and our desire to
accomplish. Nonprofits are instru-
ments for people who want some-
thing done and arenas for people
who seek expressive involvement.
Those who want to understand
nonprofit organizations and oper-
ate them at full capacity must
understand and use both their
instrumental and expressive
dimensions.

Has the Pendulum
Swung Too Far?

Expressive behavior — activity
for its own sake — is characteristic
of our species. We've been forming
organizations to enhance such nat-
ural activity since prehistoric
times. We need expressive activity.
We hunger for it. If the govern-
ment outlawed it, we would go
underground to get it.

continued on page 24
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On the other hand, we also like
to improve things. We spend much
energy cleaning things and putting
them in order. We like to fix bro-
ken things. Occasionally, our ardor
pushes us to fix unbroken things.

This urge to improve swung
like a pendulum in the direction of
the nonprofit world in the early
1960s. American business was
doing so many good things follow-
ing World War II that some of us
wondered how to apply this know-
how to nonprofit organizations.
When we tried it, it worked. Our
nonprofits became more efficient,
more effective, and more account-
able. They grew and prospered and
spawned more organizations.
Outsiders began to notice the vol-
untary sector as if it had just been
born.

Any organization
will appear
inefficient if an
observer compares
its costs to only

part of its outputs.

The pendulum may now have
swivelled too much. Nonprofits’
successes are attracting those who
should be in business. They want
nonprofit tax benefits, so they
devise joint ventures to link those
benefits to the profit motive. They
try to transform nonprofits into
for-profits. Some even start their
new businesses under a nonprofit
cloak.

Some financially challenged
nonprofit leaders have piggybacked
on this trend. The changes they’ve
made in their organizations verge
on throwing the baby out with the
bath water. They're losing the
motive power that nonprofits gain
from expressive behavior. The
swing of the pendulum has helped
the sector by bringing in some pos-
itive business practices, but it’s
now time for the pendulum to

Who can say that benefits to the learners
are more important than benefits
to the teachers?

move toward the center again,
before it ceases to be a pendulum
and becomes a wrecking ball.

Specifically, the nonprofit world
has swung far from its base of
broad voluntary participation and
too far toward the practice of hir-
ing paid professionals to do what
volunteers once did. It has swung
too far from support by contribu-
tors and toward fees for service. It
has swung too far away from prin-
ciple and toward expediency, away
from affiliation toward efficiency,
away from serving participants
toward serving managers, and
away from independence toward
dependence on government, cor-
porate, and foundation grants.
Most of all, it is swinging away
from the expressive dimension.

We need a new point of view.
We need to recognize nonprofit
organizations' relationship to peo-
ple’s expressive needs. That new
perspective may tilt the pendulum
in a better direction, conserving
the best from our recent gains but
also capturing our new enlighten-
ment.

How Great Is the Chasm
between Sectors?

We have only recently recog-
nized the commonalties among the
diverse entities that make up the
nonprofit world. Indeed, voluntary
nonprofit sector is itself a new
term, and the study of the sector is
still maturing. Gifted scholars are

shining a light into many dark
crevices and making significant
discoveries. Yet a problem affects
their studies: Many of them know
more about their discipline than
about the inner reality of nonprofit
organizations. Moreover, they start
with theories developed for other
species of organizations. And when
they look at nonprofit organiza-
tions through those lenses, they
search for a reality that is not the
nonprofit reality, and they often
ignore the expressive dimension.

A profound cultural chasm sep-
arates the business and govern-
ment sectors from the nonprofit
world. Typically, business owners
worry that expressive activity may
undermine profits; to them, it is
dysfunctional. So they work to
reduce expressive activities or to
harness them for instrumental
ends. Their norms say, “Do that
sort of thing on your own time.
You're here to work!” In nonprofit
organizations, on the other hand,
we optimize expressive activities;
we often see them as ends rather
than means, as legitimate in them-
selves.

Government’s power controls.
Businesses’ exchange mechanisms
produce profit. Nonprofits, accord-
ing to Peter Drucker, produce
changed human beings.! Similarly,
Thomas Jeavons writes, “The work
of business revolves around wealth.
The work of government revolves
around power. Around what, then,
does the work of...nonprofit organ-
izations revolve? I would contend

Consider how often we base our images
of individuals on information about

their group affiliations.
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that the answer to this question is
values.” Nonprofits are engaged in
both “providing a service and mak-
ing a statement about the values
that undergird their motivation for
and commitment to service.”2

As organizations that empha-
size human values above profit,
nonprofits elicit great commit-
ment and loyalty. They are com-
munities where individuals can
function without economic pres-
sures and reach goals consistent
with their personal agendas.
Nonprofits are incubators for inno-
vation without utilitarian con-
straints. They’re where individuals
are appreciated for who they are.
In short, they are our primary
expressive arenas.

Are Expressive Outputs
Worthwhile?

Expressive behaviors have
been ignored and condemned for
so long that it’s vital to ask
whether they are valid organiza-
tional outputs. If the answer to
that question is yes, nonprofits
suddenly appear in a different
light. Those who have had a prob-
lem fitting nonprofits into their
paradigms will have to realize that,
far from lacking an important
ingredient, nonprofits have a dou-
ble advantage, since their outputs
are both instrumental and expres-
sive.

Expressive outputs, unlike
instrumental outputs, are often
unstated. Yet satisfied expressive
participants are both consumers
and products of nonprofit organi-
zations. Should we not have organ-
izations that feed the needs of peo-
ple whose other activities restrict
their expressive behavior? Is that
not a legitimate goal? For example,
an adult literacy program involving
volunteer tutors has the instru-
mental output of X number of
adults increasing their reading
ability by Y number of grade levels.
It also has the expressive output of
A number of tutors learning B
number of skills and experiencing
C amount of satisfaction. One
might add the serendipitous bene-
fit of Z amount of cross-cultural
rapport. Who can say that benefits

The expressive dimension should be

consciously acknowledged, enhanced,

encouraged, and enshrined among

nonprofits’ cultural norms.

to the learners are more important
than benefits to the teachers?
Surely, both benefits contribute to
society.

Any organization will appear
inefficient if an observer compares
its costs to only part of its outputs.
Effective evaluation of nonprofit
organizations must include both
their instrumental and expressive
outputs. There is no reason to see
expressive behavior as dysfunc-
tional and to attempt to purge it.
Our society has a robust business
sector for organizations that
exclude “unnecessary” expressive
action. For nonprofit organizations,

the expressive dimension is crucial
and should be consciously acknowl-
edged, enhanced, encouraged, and
enshrined among their cultural
norms.

Expressive activity in organiza-
tions is important not only
because people need it as an end
in itself but also because the
opportunity for expressive activity
attracts and motivates partici-
pants to work for instrumental
purposes. As one example, volun-
teers who work for charitable
causes are more likely than other
people to contribute money to
charity.

continued on page 26
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Participation in expressive
organizations influences decisions
that affect people’s lives. Listen in
at an informal reunion of people
who once worked together on a
campaign or project. The conver-
sation will revolve around humor-
ous, difficult, or even unsuccessful
problem solving and decision mak-
ing. Participation “plugs people
in,” giving them a functional iden-
tity.3

Consider how often we base
our images of individuals on infor-
mation about their group affilia-
tions. Participation establishes
part of our reality. We see this
when people change their affilia-
tions and then begin to see the
world from a different point of
view.

Though studies tend to dis-
count expressive behavior, we
need to recognize it as natural,
legitimate, and potent in achieving
a wide range of ends. The more we
understand expressive behavior
and apply this understanding, the
more effective our nonprofit lead-
ership and our nonprofit organiza-
tions will be.®

Footnotes

1 Drucker, Peter, Managing the
Non-Profit Organization, New York:
HarperCollins (www.harpercollins.com).

2 Jeavons, Thomas, “When Manage-
ment Is the Message: Relating Values
to Management Practice in Nonprofit
Organizations,” Nonprofit Management
and Leadership, 1992, 2(4).

3 Mason, David E., “How to Build a
Cohesive Organization,” Nonprofit
World, Vol. 22, No. 6 (www.snpo.org).

In addition to his work with
nonprofit organisations, David E.
Mason (3352 Ocean Drive, Corpus
Christi, Texas 78411) is himself a
successful entrepreneur. He is listed
in Who’s Who in Finance & Industry
and has received ARNOVA’s Award
for Distinguished Lifetime Achieve-
ment. This article is adapted from
his book Leading and Managing the
Expressive Dimension.
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20 Ways to Optimize Expressive
Outputs in Your Organization

Encourage expressive behavior through rituals and ceremonies.

When measuring outcomes, include expressive criteria as
part of the calculation.

Provide training not only for utilitarian reasons but also to
help employees learn skills of personal value to them.

Constantly remind employees — both paid and volunteer —
of your organization’s traditions, purposes, and objectives.

Use teams and task groups to boost comradery and reinforce
common values and goals.

Develop a communication plan that inspires, motivates, stim-
ulates interaction, and builds cohesion among everyone in
your organization.

Acknowledge and enhance expressive behavior by making it
part of your organization’s cultural norms.

Celebrate successes throughout the organization.

Make employees feel part of the organization by sharing
stories of its founding and key events in its history.

Give employees a sense of ownership in the organization’s
plans, goals, and decisions by encouraging their input and
keeping lines of communication open.

Add an expressive dimension to your staff meetings by asking
people to share personal triumphs.

Create an environment of integrity, openness, and sincerity in
which trust can flourish.

Offer frequent occasions for employees to socialize and have
fun together.

Paint word portraits of the dream you envision so that others
can picture it and share in its attainment.

Tell personal stories of how you overcome problems and
reach goals to show others in the organization how to do the
same.

. Give employees opportunities for self-expression, personal
challenge, visible achievements, and development of abilities.
Let them try new things.

Recognize and reward accomplishments, and praise the work
of both teams and individuals.

. Ask volunteer and paid employees about their personal goals,
and match those goals to the work they do.

. Help people make the connection between their work and the
organization’s mission and vision. Reinforce to them how they
are making a difference in the world.

. Break the routine. Provide new perspectives. Help people see
things in different ways.

For more on creating an expressive culture, see the series of articles on

communications by Larry Lauer in Nonprofit World, Vol. 11, No. 5 to Vol. 15,

No

. 2, WWW.SNpo.org.
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How Much
Are You
Really Worth?

Here’s the latest on

nonprofit salaries.

highest annual income in a non-

profit organization in the U.S. is a
CEO of an international, national, or
state organization with 10 or more
employees and an annual budget of 85
million or more. While the median
income of nonprofit CEOs is 881,000,
some of the highest-paid CEOs in non-
profit organizations make well over
$700,000.

The median incomes of other non-
profit jobs are shown below.

This information comes from a sur-
vey of over 89,000 employees in 130
benchmark jobs reported by 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. W

The composite executive with the
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Median Annual Incomes in Nonprofit Organizations

PSychiatriSts .........cccooeevvviiiiiiiiiiiiciiea, $138,175 INEErPreters ....oooovviiviiieeeeeeiieeeeeeeieeeeen. $38,804
Chief Legal Officers .........ccocvvvevviiiieeen. £102,506 Building Superintendents .............c........... $38,127
Directors of Government Relations 888,000 Social Workers ..........cccccoiiiiiiiiiieiieiiiiin, 838,075
Chief Financial Officers .............cc............ 874,893 Grant Proposal Writers ............ccccooceennee. 838,000
Publishers ...............ccccociviiiiiiiiiiiiiiceeeen. $67,810 Training GeneralisSts ............cccccoeeeeeeeiinnnn. 837,250
Planned Giving Managers ......................... $66,653 Secretaries to the CEO ...........ccccoooeen. 836,077
Directors of MIS .........ccccoivvviviiiiiiiiiiiiein, $66,653 Physical Therapy Aides ..............cccoeeeeenn. $35,810
Directors of Marketing ............................. $60,350 NULFIONISTS .oeeeiiivieeeeiiiiieee e 835,546
Directors of Conventions ......................... $60,000 Client Records Managers ......................... 834,750
Member Services Director ....................... 854,591 Food Service Managers ............................ 832,532
Human Resources Managers .................... $50,880 Senior Account Clerks ...........cccccccvennnnnn. $33,525
Marketing Development Managers ........... 850,783 Directors of Volunteers ............................ 832,458
Directors of Public Relations ................... 850,327 Payroll Clerks .........cocovvvviiiiiiiiieiiiiiieeen, 830,996
Directors of Program Services ................. 850,259 Gift Shop Managers ..........cccc.ceevviveeeennnn. 830,950
Editors (Books & Periodicals) .................. £50,000 Outreach Workers ..........cccccooeeviiiiieennnnn, 825,814
Artistic Directors .........cccocveveeviiiieeeeennnnn.. £49,000 Maintenance Workers ...........ccccoeeeevnnnn... 825,157
Registered NUurses ..........cccccvvvviveiieeeeeennnnn, 848,855 Clerk-TYPiStS ..oeveeeeieeiiiiiiiiiiiiieeeeee e $24,758
Directors of Information ......................... 847,330 Medical Assistants ...........cccccccccvveveeeeeeenn. $24,136
Sales Managers .............cccccevvveeeeiiieeeeeennn, $46,000 Day Care Teachers ............cccccoeeeviiniiienn. $24,000
Speech Pathologists ................cceeeeeunnnnnnne. $46,000 Landscaping Services Workers ................. $21,825
CUFALOTS .ovviiiiiiiie e $43,100 COOKS .o $20,800
Field Staff Directors ...........cccccccceeeeeeenn.. 842,000 Activity SpecialiSts ...........ccceeeviiiiiiieenn. $19,697
Donor Research Managers ....................... $40,000 Residential Living Assistants ................... $19,615
Special Events Fundraising Managers ...... 838,808 JANItors ... $18,944
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Fixed Asset

Management

The Key to Stretching Your Funds

any nonprofit organizations
M overlook the importance of

managing fixed assets and
taking advantage of depreciation
regulations. Fixed asset manage-
ment can dramatically impact an
organization’s month-to-month acti-
vities and save both time and
money — two invaluable resources
for any nonprofit.

Where Gan You Start?

Fixed asset management starts
with taking an inventory of your
organization’s  capital  assets,
including computers, furniture, file
cabinets, phones, and the like. Set
a cost limit on the assets you

by Elisabet Hardy

include in your inventory. You
don’t want to track assets that are
too small, like office supplies and
other items with low dollar values.
Next, decide what information
to capture for each fixed asset.
Detailed information will help
when it’s time to run inventory
reports and track the whereabouts
of assets. If you have a lot of fixed
assets, you may decide to track
less information to limit the time
needed to conduct the inventory.
Let’s say your organization has
decided to inventory all assets
over 81,000 and track 10 attrib-
utes for each asset. Attributes
could include such information as
location, description, condition,

and custodian (owner) of the asset.

You can conduct your invento-
ry in several ways. You can take
inventory by hand, using a clip-
board and paper. Or you can use
spreadsheet programs or a soft-
ware system.

By-hand or spreadsheet options
are less expensive than special
software. But a software solution
takes far fewer hours and may save
money in the long run. “Using [an
automated fixed asset manage-
ment| system is so much more
efficient than trying to keep track
of fixed assets by hand or on a
spreadsheet,” says Diane Rowland,
director of accounting services at
Promise Keepers, a Denver-based
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nonprofit. “The solution’s great
because it allows us to view fixed
asset groups in a number of differ-
ent ways. In accounting terms, it’s
our subsidiary ledger.”

Not only does software reduce
the time spent conducting the
inventory, but it also makes it easy
to consolidate information into
reports showing the history, condi-
tion, and current value of all capi-
tal assets. Such reports are vital for
auditing your organization’s books
and providing your board and con-
stituency with an accurate financial
picture.

What’s the Right Solution for
Your Organization?

As a nonprofit organization with
fixed assets, you should consider
several things when selecting a
tool to help make sense of it all.
Ask yourself the following questions:

Can barcode scanning devices
be used? Hand-held barcode scan-
ners, used to scan barcode tags
attached to your property, can
reduce the time it takes to com-
plete a fixed asset inventory.
Scanners will read and log the bar-
code tag number. If you use bar-
codes, be sure the inventory solu-
tion you choose can interact with
scanners, as well as automatically
upload the collected data from the
scanner to an inventory module
for further analysis and reporting.

Can information fields be cus-
tomized? When evaluating soft-
ware solutions to manage fixed
assets, make certain they can
track information in a format that
fits your organization’s needs. A
comprehensive solution should
offer a multitude of information
fields, with options to customize
fields.

Are reports generated auto-
matically? Standard reports should
be included in your fixed asset
management solution. Report tem-
plates speed up the time needed to
generate reports. That means you
can start reporting your fixed
assets soon after you complete
your first inventory. The benefit of
standard reports is that they’re

generated directly from the sys-
tem, so they don’t require you to
write report queries or use third-
party reporting tools, which can be
complicated.

“The standard reports built
into [our fixed asset management
solution] facilitate our year-end
accounting entries for deprecia-
tion, additions for the year, and
gains or losses upon disposal, and
provide our outside auditor with
the necessary information for our
annual audit,” says Sharon
Peterson, accounting supervisor at
Sacred Heart League, a Walls,
Mississippi-based nonprofit using
automated fixed asset manage-
ment software since 1987.

Eliminating ghost
assets can be a
direct benefit of

proper fixed asset
management.

Can the inventory data be
exported to a general ledger?
General ledger solutions use differ-
ent reporting templates and fields
to generate financial year-end
reports. A complete fixed asset
management solution lets users
export information to industry-
standard general ledger systems,
without requiring them to refor-
mat data. Export utilities should
automate the transfer process,
decreasing the time it takes to
share data between systems.

Is the product easy to use?
Selecting a fixed asset manage-
ment solution with a user-friendly
interface is especially important
for nonprofits, since turnover rates
within organizations can be high.

Necessity or “Nice To Have”?

The most common mistake
organizations make when consid-
ering a fixed asset management
solution is deciding it would be “nice
to have” but not really necessary.
It’s not until the savings, in time
and dollars, are revealed that
organizations see the real value.

Many mid-sized organizations with
one or several offices have trouble
pinpointing the location and con-
dition of their fixed assets.

If you don’t track and manage
your assets on an ongoing basis,
the task becomes time-consuming
and prone to human errors —
errors that can cost your organiza-
tion money. Accurate fixed asset
management and tracking can
eliminate the purchase of dupli-
cate assets, thus helping you max-
imize your resources.

Insurance is another large
expense for nonprofit organiza-
tions. “Ghost assets” are assets
that no longer exist or whose use-
ful life has expired. If fixed asset
inventories are inaccurate, you
can continue to pay insurance pre-
miums for assets that should no
longer be in your inventory.
Eliminating ghost assets can be a
direct benefit of proper fixed asset
management.

Mission = Fixed Asset
Management

Your bottom line is about fur-
thering your mission. You shouldn’t
have to spend a great deal of your
most valuable resource — people
— on administrative tasks or wor-
rying about the location and con-
dition of equipment. An automated
fixed asset accounting and inven-
tory solution can minimize time
spent on these tasks, freeing up
staff to focus on mission-critical
activities.

Elisabet Hardy is a product
manager at Best Software, Inc., a
leading developer of business
management products and servic-
es. The company delivers easy-to-
use, scalable, and customizable
applications through its portfolio
of leading brands, including FAS
Nonprofit fixed asset management
solutions, MIP Fund Accounting
solutions, and MIP Fundraising
solutions, developed especially for
nonprofit organisations of every
sige and budget.
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Relevant reviews

The Value of
Capacity Building

(Two books explore ways to boost nonprofit performance. )

by Terrence Fernsler

Capacity Building for Nonprofits

Edited by David J. Kinsey, J. Russell Baker III, and Lilya D. Wagner.
117 pages. Softcover. Hoboken, NJ: Wiley Periodicals, www.wiley.com.

his book is number 40 of the New Directions for Philanthropic Fundraising series. Using the McKinsey

capacity building tool, nonprofit leaders share their experiences with capacity building.

What does it mean to build capacity? It means focusing on your organization’s core activities, such as
mission, vision, values, strategy, and effectiveness. Capacity building is a long-term, imperfect process, but
it can transform your organization into high performance.

Capacity building is often ignored, because program work is still commonly favored over organizational
work, especially by major funders. Also, nonprofit leaders are often confused about how to build capacity and
frustrated because it takes time to show results.

But increased capacity does lead to increased impact. Setting a clear purpose and strategy is often the
first step toward dramatic improvement. The sooner organizations and funders realize this, the better they,
the people they serve, and society will be.

Investing In Capacity Building: A Guide to High-Impact Approaches

By Barbara Blumenthal.
278 pages. Softcover. Nexw York, NY: The Foundation Center, www,fdncenter.org.

In this groundbreaking book, Barbara Blementhal investigates three innovative ways funders can improve
nonprofits’ management practices. The first is to use capacity grants to help nonprofits identify needs and
hire consultants for on-site work that is otherwise beyond their means. The second is for grantmakers to
select a consulting group, called a development partner, to work with a nonprofit. The third is to require non-
profits to go through specific steps in exchange for consulting support.

All three approaches depend on consultants, which goes against conventional wisdom. It is widely
believed that consulting isn’t suited to capacity building for three reasons: An organization may not be com-
mitted to input offered by consultants; consultants are reluctant to deal with critical issues for fear of losing
the organization’s support; and consultants typically address the presenting issue (which is usually only a
symptom of a larger problem) rather than emphasize the need for change and learning. Blumenthal explains
how to address these concerns by using what she calls developmental consulting, which encourages client
candor, defines roles and expectations, and incorporates learning.

The book is written primarily for grantmakers, but it can also help nonprofits clarify their case for capacity
building assistance and discover the approach best suited for them. It is essential for anyone concerned
about nonprofit effectiveness.

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

Top Causes of Stress at Work

A ccording to a survey by Worklife Report, the causes of work-related
stress, from most to least stressful, are:

1. Deadlines
2. Budget restraints
3. Financial stress/earnings
4. Constant change
5. E-mail overload
6. Poor organizational
communication
7. Layoffs/reduced staff
8. Performance expectations
9. Urgent tasks
10. Co-worker conflicts
11. Family pressure

Planning for Risk

To lead your organization to suc-
cess, you must have the courage
to take risks. But you need to man-
age those risks in a strategic way.

Strategic risk management dif-
fers from traditional risk manage-
ment, as a new book, Enlightened
Risk Taking: A Guide to Strategic
Risk Management for Nonprofits
(Nonprofit Risk Management Center,
Washington, D.C., www.nonprof-
itrisk.org) explains. Traditional risk
management focuses on the down-
side risks of accidental loss.
Strategic risk management aims to
enhance opportunities for gain.

This 112-page guidebook shows
you how to prepare for upside sur-
prises, such as unexpected funding,
and downside risks, such as a finan-
cial crisis. It presents a five-step
process that will help you seize
opportunities for gain, counter loss-
es, and make strategic choices to
prepare for the future.®

— reviewed by Terrence Fernsler

12. Meetings

13. Dealing with the problems
of others

14. Political stresses

15. Personnel-related grievances
16. Job security

17. Personal financial concerns

18. Personal health
concerns/lack of sleep

19. Pressure from subordinates

Confidence
in Nonprofits

Remains Low

The number of Americans express-
ing little or no confidence in
nonprofit organizations soared
between July 2001 and May 2002,
largely due to controversy sur-
rounding disbursement of 9/11
funds and scandals regarding sev-
eral large charities and founda-
tions. The hoped-for rebound has-
n’t occurred, and confidence in
nonprofits remains 10-15% lower
than in the summer of 2001.

It's not that people question
whether nonprofits have the right
priorities. Rather, many increas-
ingly wonder if nonprofits have the

continued on page 32
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Confidence in Nonprofits Remains Low (continued)
right fiduciary and capacity-building systems, as Paul Light of the Brookings
Institution explains in Sustaining Nonprofit Performance. Survey findings
reveal that only 11% of Americans believe that nonprofits do a very good job
of spending money wisely, and 70% believe nonprofits are inefficient.

These findings “support the notion that confidence will not rebound
without demonstrable action to improve actual performance,” Light says.
“The charitable sector will not pull itself out of the current crisis by telling
more success stories, complaining about negative media coverage, or fretting
about legislative change. Rather, [nonprofits] need to embrace the call for
reform, invest in core operating improvements, and police [their] poor per-
formers. The sector does not need to invest its scarce resources in convincing
Americans that charities make miracles every day — Americans already
believe it. Rather, philanthropies, donors, boards, and executive directors
would be wise to invest in the core capacity needed to assure the highest
level of organizational performance.”

For more information, see www.brookings.org. Also see “Turnaround
Needed! How to Get Started,” Nonprofit World, Vol. 22, No. 6
(Www.snpo.org)

Report Probes Need Web
Nonprofit Partnerships Assistance?

“Partnerships between Large and Small e s Trenmet AeeEEs

Cultural Organizations” (www.urban.org) Fand help with Web

examines how nonprofits with vastly differ- design, contact ( eNon-
. . . i *

ent financial resources and audlenqes profits.org). This Internet-

worked together as part of the Community . ..

: L service organization offers
Partnerships for Cultural Participation comprehensive Web and
(CPCP) initiative. The lessons they learned P .

X e-mail services to non-
can help you evaluate the benefits and chal- fits. m
lenges of partnerships and conduct more Pros.
successful collaborations. B

R-e-s-p-e-c-t, Find Out What It Means to Employees

Surveys have found that half of all American employees think they’re not

treated with respect by their employers. When this happens, employees

become resentful, less motivated, and no longer committed to the organization.

How can you minimize this problem?

¢ Begin at the top of your organization. If senior managers treat each other
and their subordinates with respect, this sets the stage for respect among
all employees.

e Act on employee suggestions. Simply asking for input isn’t enough. Acting
on good suggestions is an imperative. And be sure to give employees credit
for their ideas.

e Allow for scheduling flexibility. Letting employees come in late or leave
early on occasion is a strong way of showing respect.

e Don’t keep finances hidden. Making employees aware of the financial
condition of your organization and the reasons for decisions lets them
know you trust them.

e Avoid layoffs if at all possible. Other methods of cutting costs should be
made first, and employees should be made aware of these efforts.

e Invest in employee training and career development. It’s an investment
in the employees themselves, and they will respect the organization that
provides it.

¢ Provide immediate and positive feedback at all times. If you want employees
to do good work, compliment them to encourage their behavior. B

— adapted from www.discoverysurveys.com

Ten Steps to
High Morale

. Keep jobs interesting. Give work-

ers constant feedback about
how their jobs contribute to the
organization’s success. Involve
them in figuring out ways to do
their jobs better. Rotate mundane
tasks as often as possible.

. Treat people fairly. Be consistent.

Make sure rules and regulations
are necessary, appropriate, and
equitable.

. Assign responsibility. People will

welcome responsibility as long
as it fits their abilities.

. Invite new ideas. Actively encour-

age employees to share their
suggestions and insights. Without
new ideas, organizations die.

. Foster a sense of accomplishment.

If people throughout your
organization feel they have an
important role to play, morale
will be high.

6. Recognize effort. Find visible ways

to acknowledge that people’s work
is important and helpful.

7. Offer fair and appropriate compen-

sation. Salary, benefits, and
incentive plans reveal how hon-
estly management backs up
its expressions of recognition
and fair treatment.

. Support personal growth. Personal

growth is the opposite of shrink-
ing as a person. Don’t let that
happen to your employees!
Encourage them to take courses,
learn new skills, and meet new
challenges.

. Promote a sense of belonging.

Promote a healthy level of par-
ticipation and involvement. Help
people encourage each other.

10. Provide opportunity. Offer a ladder

of success for people to climb.
Foster an ongoing sense that
your organization is alive with
hope for the future.®

— from Leadership When the Heat’s On,

by Danny Cox (McGraw-Hill)
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