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Three Great Resources
to Help You Manage Your Organization

Nonprofit Resource Center
A DIVISION OF WILLIAMS YOUNG, LLC

1700 Rockville Pike � Suite 400 � Rockville, MD 20852

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

Our Model Accounting Policies 
and Procedures on CD-ROM includes
hundreds of critical policies ready for you
to customize for use in your organization;
Prepare a current accounting manual 
in a fraction of the time it would take to
draft one from scratch.

Our highly-acclaimed seminars and training 
programs, presented throughout the U.S., on a variety 
of accounting, fundraising, grant, tax, fraud prevention and 
other financial management issues of nonprofit organizations.
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For more information about these or any of our 
consulting services, log on to our web site:

or call us at (800) 883-6247.

www.nonprofitresource.com

NONPROFIT RESOURCE CENTER
Helping nonprofit organizations for more than 12 years
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Is the day of the manager over? When it comes to
working with people, the answer is yes.

“We manage things. We coach people,” notes Terri
Levine, author of Stop Managing, Start Coaching
(www.comprehensivecoachingU.com). She recom-
mends dropping the word “manager” altogether and

using the term “leader
coach” instead. The most
successful organizations are

those that don’t “manage”
their employees but, rather,
coach and mentor them (see
“Five Mistakes Managers
Make” on page 32).

Have you integrated the
role of this new kind of leader? Can you answer “yes”
to these questions?

1. Do you make sure that every employee
embraces the organization’s mission and vision? Such
a shared commitment is the best route to a strong,
productive organization. To promote such consensus,
see “Creating a Values-Based Road Map” on page 22.

2. Do you share leadership with your employees?
Rather than basing your plans on educated guesses, do
you involve staff in brainstorming when seeking solu-
tions and making plans? Do you include them in the
evaluation process? (See “Four Steps to Evaluation
Success” on page 19.)

3. Do you motivate staff with praise, not criti-
cism? Rather than focusing on what’s wrong, do you
start with what’s working and build from there? Do
you reward accomplishments?

4. Do you trust your employees? Do they know
they can trust you? Fear and lack of trust are the most
destructive practices in the workplace, as the authors
of “Lessons from the Sports World” (page 24) point out.

5. Do you help workers set their own goals and
evaluate results? Do you delegate a task and then step
back and let the employee do it?

6. Do you create a culture that celebrates diversity?
Does everything from your employee handbook to
your Web site promote inclusiveness? (See “Breaking
Down Online Barriers for People with Disabilities” on
page 16.)

7. If you feel it’s necessary to downsize, do you
include employees in the planning? Are you honest
with them about your plans? Do you explain how
downsizing will serve your organization’s mission and
vision in the long run? (See “How to Develop a Layoff
Strategy” on page 14.) 

8. Does your workplace have soul? Is it a fulfilling,
creative place to work? Is there a sense of caring and
mutual respect? (See “What Makes Today’s Nonprofit
Leader?” on page 32.)

Today’s employees have different ideas about work
than past generations. They won’t be “managed.”
Instead, seek out their talents, create an environment
in which they will grow and thrive, and help them rec-
ognize the greatness in themselves.

Jill Muehrcke
Editor, Nonprofit World

Editor’s page

“We manage
things. We coach

people.”

Jill Muehrcke, Editor

Why It’s Time to Stop Managing



Inconsistent donations can disrupt
the flow of your organization.

The search for a dependable revenue source is over.

With CloseCall Affinity Telecom, you can offer your

donor base discount telephone and internet services,

and receive 5% from each bill – month after

month. CloseCall Affinity offers three money-saving 

telephone plans, including a very popular 

Unlimited Plan for just $44.95 per month.

For each subscriber your organization enrolls, you

receive 5% of each bill in royalties.In these competitive

times,that kind of reliable donation can make  a huge

difference in the services you provide. Just ask

organizations like the American Red Cross and

The Special Olympics. To connect with your

donors, connect with CloseCall Affinity Telecom.

Keep it moving by offering Affinity’s discount phone
service and receive 5% of each bill every month.

Call us today at (248) 642-9800, Ext. 1012 (Dave Kummer)



Looking for Clarification:
Can Board Members Be on

Audit Committee? 
Enjoyed your article on the

Sarbanes-Oxley Act (“The Sarbanes-
Oxley Act & Nonprofits: ‘But I
Thought That Didn’t Apply to Us,’ ”
Vol. 22, No. 5). I have a question,
however, regarding your com-
ments on establishing the audit
committee. The article notes that
the organization’s board members
should not be part of the audit
committee. This statement is con-
trary to our interpretation of the
Act. My understanding is that non-
profit boards should establish an
independent audit committee that
is composed of the organization’s
board members. The “independ-
ent” piece of the Act does not
require that the audit committee
be composed of non-board members
but, rather, that they not receive
compensation (directly or indi-
rectly) from the organization as
consultants for other professional
services and are not part of the
organization’s management team.

Could you please further clarify
your statement regarding the need
for non-board members to com-
prise a nonprofit organization’s
audit committee? Thanks.

Keith H. Liederman, Ph.D.
Executive Director

Kingsley House, Inc.
New Orleans, Louisiana

Thanks for your careful reading
of the article and for pinpointing
a common confusion. It’s true that
the audit committee should be
made up of “outside directors,” but
that doesn’t necessarily mean
non-board members. Board mem-
bers who serve on the audit com-
mittee should not be in a decision-
making position, such as president,
vice president, or a member of the
organization’s finance committee.
The more independent the audit
committee is from the organization,

the better. Ideally, the audit com-
mittee would be made up of non-
board members with financial
expertise, but that is not the reality
for most nonprofits.

–Ed.

Buzz Words Redux
The language we use reflects

deeper needs. We use it to compete
effectively, to manage our work,
and to embark on new needs and
successes. In “What’s the Buzz
(Word) All About?” (Vol. 22, No.
2), Gary Snyder is correct to a
point, but understanding funda-
mental causes will make managing
organizations easier.

Most critically, we must explore
new possibilities. Sitting still in a
changing world courts disaster.
Basics aren’t enough. We need
inventions, brilliance, balance, and
thoughtfulness. Sometimes, even
absent a track record, we must
take a chance. Having chosen
something new, we usually have to
convince others to implement it. If
those charged with carrying it out
believe there was nothing wrong
with the way things were, but
orders are orders and they can't
object, they might simply glue new
words onto old habits. Terminology
loses meaning through misunder-
stood complexity. And active dis-
agreement masked with silence
also will do it. Linguistically, words
get their meanings from practice.

Confusion then spills down-
ward and outward. Other people
hear new lingo while seeing little
change in substance. The lingo
becomes hollow. But it can’t be
dropped. People want to keep their
jobs, and if new words are what the
boss seems to want, new words are
what will be served up.

There are two solutions for
those instituting new concepts:
Sell the ideas so other people want
to join in. And monitor what’s hap-
pening beneath the wordy reports.
To accomplish both these things,
you must communicate, and that
means using the language your
audience understands–and expects.

For example, to “revise” sounds
too small. Nitpickers revise. To

“revamp” sounds too random.
Bulldozers revamp. To “reengi-
neer” sounds like you're in control
and don’t care about others’ input.
The key is to relieve tired clichés
before they’re exhausted. Find the
word that says what you really
mean.

When you put policies into
writing, on the other hand, you
need to take a different tack.
What’s important here is the pre-
cise legal term. You must carefully
craft your message to preclude lia-
bilities. In this case, then, using
the precise legal term is more
important than avoiding jargon.

Know your audiences, and rec-
ognize their differences. Then they’ll
understand your message well.

Nick Levinson
New York, N.Y.

Insights Are Right On
The latest issue of Nonprofit

World is excellent! Nearly every
article relates to an activity we’re
currently pursuing or an issue
we’re wrestling with. Thanks for
the insights!

buddy@aldoleopold.org

Thumbs Up for New Look
I love the new look! And, as

always, the content is fantastic,
too. It’s the best magazine I get for
nonprofits.

Larry Erlandson
Holland, Michigan
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Letters to the editor

Please Get in Touch
We would love to hear your response to
anything in Nonprofit World, your com-
ments about any aspect of the nonprofit
sector, and your concerns about your daily
work. Please get in touch in any of the fol-
lowing ways:

Drop us a note at: Letters to the Editor,
Nonprofit World, P. O. 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!



We are a small nonprofit
organization with limited
resources and a tight
budget. How do we attract

the resources we need to develop a
marketing plan so that we can get
the word out about our organiza-
tion and find supporters?

I’m assuming you already
have a strategic plan,
understood and approved
by your board, which

spells out the mission, key con-
stituencies, and direction of the
organization. Use this plan as a
guide.

Developing a marketing plan
takes insight, research, and time.
Where do these resources come
from? Here are some ideas:

You may find some practical
assistance from a board member
or other volunteer in your organi-
zation. Many people involved in
small businesses have developed
their own marketing plans and are
happy to share their expertise.

In many parts of the country
there are groups of retired busi-
nesspeople who volunteer their
time and skills to help nonprofits.

Approach the chair of the mar-
keting department of your local
college or university. See if a facul-
ty member would be willing to
work with you, possibly as a
course project.

Some MBA programs have con-
sulting groups — student-run clubs
where members gain experience
by working on practical problems.

Hire an MBA student as a sum-
mer intern. One source of MBA
interns is the MBA-Nonprofit
Connection (MNC), which works
nationally to encourage MBA stu-
dents to consider careers in the
nonprofit sector. It promotes a lim-
ited number of summer intern-
ships, which run about 10 weeks
and must pay at least $400 a week.
Some nonprofits arrange for com-
munity foundations or other donors
to cover these summer salaries.
For more information, contact
MNC at www.mnconnection.org.

Of course none of these ideas is
a panacea. If you use interns,
someone in your organization
must be able to mentor them.
Whatever strategy you use, be sure
to involve everyone in the organi-
zation. Remember, marketing is too
important to be left to the marketers.

Karen Fox 
Associate Professor of Marketing

Santa Clara University
Santa Clara, California 94053 

kfox@scu.edu

Note: For more advice, see
these Nonprofit World articles
(available on CD-ROM at http://
www. snpo.org/resources/product
catalog.php): 

“Are You Making the Most of
That Intern?” (Vol. 7, No. 5), “Using
Interns Creatively,” (Vol. 10, No. 2),
“Supervising Interns Effectively”
(Vol. 11, No. 4), “Putting Retiree
Talent to Work for Nonprofits”
(Vol. 10, No. 2), “Universities
Offer Marketing Key” (Vol. 4, No. 1),
and “Nonprofit Communications
on a Shoestring” (Vol. 8, No. 2).
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ADA Case Holds Valuable Lessons

A landmark case in the federal district court for the District of
Maine offers lessons in what not to do when an employee suffers

from a mental health disability. The suit (Case No. CV-02-36-B-S)
alleged that Land Air Express of New England violated the Americans
with Disabilities Act (ADA) when it discharged Donna Malone because
she was hospitalized for depression and post-traumatic stress disorder.
The suit was ultimately settled before trial, with Land Air paying
Malone $360,000 and agreeing to distribute an ADA policy to all
employees and to provide managers with ADA training. Here are seven
tips to be learned from this case:

Familiarize yourself with ADA requirements, including the need to
use an “interactive process” to develop reasonable accommodations.

Draft cogent policies, and review them whenever dealing with an
employee who may qualify as a person with a disability.

Encourage open dialogue with employees seeking disability
accommodation. Work with them to find ways of meeting their needs
without causing your organization undue hardship.

Stay informed about the condition of any employee who seeks
accommodation for a disability.

Treat all employees compassionately and fairly. Make decisions
guided by your established policies.

Never base decisions on assumptions about a disability, no matter
how sure you are that your “gut” instinct is correct.

Consult an expert whenever you have questions as to the best and
most lawful course of action. A few dollars spent early in the process
may save thousands later.

For additional information on this and other personnel topics, con-
sult “Human Resources Management” at hr.cch.com. For a step-by-step
guide to the “interactive process” required by ADA, see “How to
Accommodate Disabilities under ADA, Nonprofit World, Vol. 18, No. 5,
available free at www.snpo.org/members).

Take Care to Avoid Retaliation Claims

A woman who worked for a nonprofit research foundation has been
permitted to proceed with a retaliation claim under the

Americans with Disabilities Act, even though her termination wasn’t
because of a disability, notes Don Kramer in Nonprofit Issues
(www.nonprofitissues.com). Although the woman was ill, the Court
rejected her claim that she was terminated because of a disability. The
Court permitted her retaliation claim, however, because she alleged
that she wasn’t terminated until after she had investigated filing a dis-
crimination claim (Sacay v. the Research Foundation of the City
University of New York). The law states that an employer may not
retaliate against anyone who files or threatens to file a charge or com-
plaint with a court, agency, or union.

Retaliation claims are the fastest-growing type of workplace com-
plaint. To avoid such lawsuits, be sure to develop a retaliation policy.
In your employee handbook, include a statement promising that the
organization won’t retaliate against anyone who reports incidents of
discrimination or harassment. For detailed advice, see “How to Avoid
Retaliation Claims” in Vol. 21, No. 6 of Nonprofit World (available free at
www.snpo.org/members).

Suit Challenges
Terrorist Watch Lists

A coalition of national non-
profits and the American

Civil Liberties Union have filed a
lawsuit against the Office of
Personnel Management’s Combin-
ed Federal Campaign (CFC). The
suit seeks to declare illegal and
unconstitutional the new require-
ment that all participating organ-
izations check their employees
and expenditures against several
government watch lists for ter-
rorist activities. For more infor-
mation, contact OMB Watch
(www.ombwatch.org).

EGTRRA? JGTRRA?
FMAP? MOE?

A lphabet soup getting you
down? A batch of new

entries from the Tax Policy
Center were recently added to
the Urban Institute’s Policy
Decoder (http://www.urban.org/
content/Experts/PolicyDecoder/
policydecoder.htm), a handy tool
for making sense of national and
local policy debates.

IRS Revises Tax-
Exempt Application

The IRS has revised Form
1023, which nonprofits must

complete to gain tax-exempt sta-
tus. The new form focuses on
potentially abusive transactions,
such as conflicts of interest,
donor-advised funds, and opera-
tions abroad. While the new form
will take more time to fill out, the
IRS says it will reduce the need
for follow-up and speed the time
for determination. The form is
available on the Web (www.irs.gov),
and the IRS will require its use
after April, 2005. 

First alert



Charitable bequests repre-
sent the bread-and-butter
planned gift for virtually all

nonprofit organizations. They can
and should be promoted whether
or not your organization has a full-
blown planned-giving program in
place.

Bequest promotion is easy,
cost-effective, and wonderfully
productive. In many cases, it’s
simply a matter of reminding your
constituents to remember your
organization when they create or
update their wills. Here are 19 tips
to help you get started in bequest
promotion or develop your exist-
ing program:

1. Create a Will Information Kit.

Have this kit ready to send to
anyone who expresses interest. It
should include such items as: a 

letter from the CEO; a brochure on
wills and basic estate planning; a
brochure on how to make a chari-
table gift through a will; sample
bequest language with the correct
legal name of your organization;
and a response card. You could
also include a fact sheet about
your organization. Follow up with
a phone call or letter a week after
you send out the kit.

2. Engage the Full Board.

Every member of your board
should make provisions for a
future gift to your organization
through their estate plan. In fact, it
should be a prerequisite for board
service! After all, asking others to
make bequests rings hollow unless
the governing body shows leader-
ship in this area. Even if it’s only a
contingency bequest, the fact that

each member’s will bears the orga-
nization’s name will do more to
inspire imitation by constituents
than just about any other single
thing. Gain your board chair’s sup-
port in promoting wills to the
board. The best way to earn the
board’s support is through your
own example by including the
organization in your will.

3. Develop Testimonial Cards.

A small, colorful card, suitable
for slipping into a No. 10 envelope,
can be a positive reminder that
bequests count. The card should
bear the photo of a person or cou-
ple who have included your organ-
ization in their will and the rea-
sons they decided to do so. It
should include the phone number
and Web address of your organiza-
tion’s planned-giving officer or
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Fundraising forum

continued on page 8

If you don’t 
have a bequest 

program, it’s 
time to start.

How to
Obtain

More
Bequests

By G. Roger Schoenhals



other contact person. It should
also offer a complimentary Will
Information Kit to anyone who’s
interested.

These cards can be used as
“receipt stuffers” to accompany
gift receipts. They can also be
inserted in targeted mailings or
more general direct-mail efforts.

4. Print Reminders on Gift
Receipts.

Every time someone makes a
charitable gift to your organiza-
tion, you send a gift receipt to
acknowledge the gift. Why not
print the following words at the
bottom of the receipt: “Please
remember ABCharity in your
will”? It doesn’t cost anything
extra to do this, and it provides a
gentle reminder to those who care
enough about your organization to
make a cash gift.

5. Use Organizational Publications.

Your organization probably
provides one or more newsletters

to your constituents as a way to
provide information and build sup-
port. A brief article, perhaps in a
planned-giving “corner,” could
highlight individuals who have
recently included your organiza-
tion in their estate plans. You can
also use this space to announce
bequests that have “matured.”

By using existing publications,
you eliminate the time and mone-
tary costs of developing separate
materials. In fact, you might make
a case for including “Please
remember ABCharity in your will”
at the bottom of just about every
printed piece your organization
uses, including stationery.

6. Place “Ads” in Local Media.

Consider providing a boxed
“ad” to local newspapers that
might contain a finger with a string
attached and the words “Remember
to include ABCharity in your will.”
Or you could do a series of ads,
each featuring a photo and the
caption, “We included ABCharity
in our will.” The ads needn’t be
large to be effective. A more
important feature is frequency.
Throughout the year, you might
also run 15-second spot ads on the
radio with words something like
this: “Leave a lasting legacy
through your will. Include a
bequest to ABCharity. For a free
Will Information Kit, call (number).”

7. Include a “Button” on 
Your Web Site.

Your organization likely has a
Web site. The home page could
include the words “Please remem-
ber ABCharity in your will” with a
hyperlink to the planned-giving
section, where further information
is available. Or you could do some-
thing like, “For a free Will
Information Kit, click here.” Offer
your free kit by mail, and also
make it available as a pdf file for
those who want to print it out.
More and more older people are
using the Internet, and your site
should be ready with attractive
and compelling information about
planned gifts in general and
bequests in particular.

8. Generate News Releases.

Every bequest that matures is a
newsworthy event. Someone in
your office should be charged with
the responsibility of generating
and distributing a release to staff,
board members, your primary
organizational publication, and
outside media outlets. Such news
not only shows “insiders” the
value of the planned-giving pro-
gram, it also promotes bequests
indirectly to everyone by demon-
strating that people care enough
about your organization to give
you part of their treasured estates.

9. Involve Your Staff.

Every member of your staff
needs to be sensitized to the
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Beneficiary: One named in a will, trust, or other legal document to
receive an interest in an estate.

Bequest: A direction in a will to pay over or distribute personal property.
Also called a legacy.

Estate: Everything in which a deceased person owns an interest at the 
time of death.

Irrevocable Trust: A trust that can’t be changed or dissolved.

Legacy: A disposition of personal property by a will.

Life Estate: A gift of property in which the donor retains the right to 
use the property for life.

Life Income Trust: A plan whereby gift assets are placed in trust for
the lifetime benefit of an income beneficiary, with the remainder 
going to another beneficiary.

Planned Giving: Arrangement in which a donor sets aside money or
property for a charity’s future use.

Remainder: The amount remaining in a trust after income payments
have ended. A remainder is vested when payable to a designated 
beneficiary. 

Revocable Trust: A trust that can be changed or dissolved at any time
by the grantor.

Testamentary Trust: A trust established through a will.

Trust: An arrangement whereby property is held by an individual or 
institution for the benefit of others.

Will: A legal instrument disposing of property at the time of someone’s
death.

A Few Planned-Giving Terms

Every member of
your staff needs to 
be sensitized to the

importance of
“thinking bequests.”



importance of “thinking bequests.”
Those who are soliciting donors
for annual gifts can easily insert a
comment such as, “The next time
you update your will, I hope you
will include a bequest for
ABCharity in your estate plans.”
Staff should have copies of your
Will Information Kit to hand out.
Also, be sure the staff has referral
forms to let you know about any
prospective planned-giving donors.

10. Sponsor Estate-Planning
Seminars.

These seminars can include a
local estate-planning attorney talk-
ing about the basic ingredients of a
sound estate plan, followed by
your own presentation on planned
giving. Sometimes it works best to
target these seminars to special
groups, such as widows and retired
couples. Seminars should be held
at easy-to-find locations and dur-
ing times best suited for the partic-
ular audience. Smaller versions of
these seminars could be held in
the home of a board member or
key donor.

11. Promote Bequests by Phone.

Some organizations are finding
success in calling people on their
donor list. The call might go some-
thing like this: “Thank you for
your ongoing support of ABCharity.
I’m calling to let you know how
much we appreciate your generos-
ity and to ask whether you would

consider naming ABCharity in
your will. [pause] If this is some-
thing you may be interested in, we
would like to send you a free Will
Information Kit. It provides basic
information for those who don’t
have a will or who want to update
their existing will. [pause] Would
you like us to send you this com-
plimentary packet of information?”

12. Make Responding Easy.

When an article or conversa-
tion offers further information, the
means to receive this material
needs to be simple and clear. If
you’re sending a direct-mail piece,
include a response device and self-
addressed, stamped envelope.
Some organizations slip in a small
pencil to make it even easier to
respond to a checklist on a
response card. Articles, display
“ads,” and information on the Web
should include a toll-free number.
After inviting someone to learn
more about planned giving, roll out
the red carpet of immediate service.

13. Mail an Annual Appeal.

At least once a year, send a
bequest mailing to all members of
your constituency, asking recipi-
ents whether they’ve named your
organization in their will and, if so,
in what way. You will find new
names popping up from every
mailing, providing you with new
planned-giving prospects. The
appeal should also ask whether
any prospective donors would be

willing to consider including a
bequest for your organization. These
respondents deserve a follow-up
visit soon and a concerted effort of
sincere cultivation.

14. Target Special Mailings.

In addition to an annual
“sweep” mailing, you can focus in
on special segments of your con-
stituency for specific attention.
For example, annual fund support-
ers who have young children might
receive a letter urging them to
consider estate planning for their
children’s sake, including provi-
sions for guardians and trusts. A
bequest might be promoted in
terms of a contingency provision,
thereby providing maximum sup-
port for the children during their
dependent years. Another target
audience might be widows, who
may appreciate the simplicity of a
bequest program in making future
estate gifts.

15. Time Your Mailing Efforts.

Your planned-giving prospects
may be more receptive to bequest
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If your organization isn’t part of a Leave a Legacy� effort in your
community, look into joining or starting one. Leave a Legacy� is
a public awareness campaign conducted by the National

Committee on Planned Giving (NCPG) to help the public learn about
planned giving through a will or from an estate. 

According to research, only about 8% of donors continue their
support through a charitable bequest. NCPG decided that nonprofits
could multiply their effectiveness in reaching planned gift prospects
through a community-wide marketing effort. By offering the Leave a
Legacy� concept as a collaboration of nonprofits in a community,
NCPG offers a cost-effective marketing solution.

Leave a Legacy� is sweeping North America and raising the
awareness of charitable gift planning as nothing before. It is bringing
people of good will together and enriching the charitable fabric of our
communities. For more information, see www.leavealegacy.org or
www.ncpg.org.
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promotion at certain times of the
year. As people approach summer
and consider extended travels, for
instance, they may want to be sure
that estate-planning decisions and
documents have been taken care
of in advance. Consequently, a tar-
get mailing to retired couples
about wills might be good for late
spring. Birthdays might also be a
good time to address bequest pos-
sibilities. 

Look at the calendar and plan
your mailings accordingly. Keep
alert for happenings that can sen-
sitize people to estate-planning
concerns. A national disaster or
news about international unrest, for
instance, may prompt people to be
more receptive to will information.

16. Herald Your 
Recognition Society.

If you don’t have a recognition
society for your planned-giving
donors, you’re missing one of the
best vehicles for promoting
planned gifts. Get such a society
started soon, and select a name
that fits your organization. Use

this society to draw together those
who’ve made estate-planning 
provisions, including bequests.
Periodically arrange for special
programs, and include updates
from your organization’s presi-
dent. Sponsor an annual dinner to
induct new members into your
society. Announce the happenings
of this society throughout your
constituency, and make it special
to belong.

17. Involve Professional Advisers.

Lawyers, CPAs, insurance pro-
fessionals, and financial planners
are in the business of talking to
people about their estate plans.
Get to know these advisers in your
community, and make sure they’re
well acquainted with your organi-
zation. Provide them with a file
folder, updated annually, with a
few of your recent annual reports,
sample bequest language, informa-
tion about your recognition socie-
ty, and a supply of your business
cards. As these professionals come

to respect and trust you, they’ll be
more likely to make bequest sug-
gestions to their clients that will
benefit your organization.

18. Provide Suitable Recognition.

Once a person has designated
your organization for a bequest or
other planned gift, provide a cer-
tificate of appreciation, life-long
membership in your recognition
society, and other special indicators
of your appreciation. Sincere grat-
itude will help cement a revocable
gift (like a bequest designation)
and cause your donors to feel so
good they’ll want to tell their
friends about their happy experi-
ence with your organization. You
simply can’t say thank you enough.

19. Repeat, Repeat, Repeat.

The key to successful bequest
promotion is repetition. Again and
again, your constituents need to be
reminded that leaving a bequest to
your organization is possible and

important. Just sending out a few
mailings each year and including a
“remember us” note on a gift
receipt isn’t enough. Never tire of
telling others to leave a bequest to
your organization. Let it be your
mission to lead the charge by pro-
moting bequests vigorously, creatively,
and with a positive spirit.
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At least once a 
year, send a 

bequest mailing.

Use these Nonprofit World
articles to develop your planned-
giving program. These and many
other planned-giving resources
are available from the Society
at www.snpo.org/articles.

Planned Giving with Gift
Annuities (Vol. 14, No. 2)

Why Planned Giving? (Vol.
12, No. 2)

Put the Government on a
Tax Diet with a CRT (Vol. 14,
No. 6)

How to Start a Planned
Giving Program (Vol. 9, No. 3)

Insure Your Fundraising
Future (Vol. 13, No. 2)

Untangling the Confusion
of Planned Giving (Vol. 17, 
No. 5)

Don’t Miss the Planned
Giving Opportunity (Vol. 13,
No. 3)

Attract Major Gifts with a
CRT (Vol. 18, No. 1)

Use Your Fundraising
Campaign to Increase Planned
Giving (Vol. 7, No. 1)

Attorneys and Planned
Giving (Vol. 11, No. 1)

Is Planned Giving Right for
You? (Vol. 22, No. 5)

How to Market Planned
Giving to Donors (Vol. 22, No. 6)

Your Planned-Giving 
Survival Kit

G. Roger Schoenhals is publisher
and editor of Planned Giving Today
(100 2nd Avenue South, Suite 180,
Edmonds, Washington 98020,
roger@pgtoday.com, www.pgto-
day.com), from which this article
is adapted. He has served as the
chief planned giving officer for a
university and as the director of
the Seattle Pacific Foundation.





To handle termination and layoff,
you need to understand how they
differ. Doing so will help you pre-

vent lawsuits, develop clear communica-
tion with employees, and improve your
organization’s productivity. Let’s start
with the legal definitions and then see
how you can create effective policies.

Layoff and Termination: 
What’s the Difference?

The chief difference between termi-
nation and layoff is the cause of dis-
charge. Layoff is a temporary interrup-
tion of the employment relationship at
the direction of the employer because of
lack of work. Termination is the unilateral
severance of the employment relation-
ship by the employer for cause.1

When dealing with termination, the
first thing you need to understand is the
cause. There are three grounds for termi-
nation:

1. Substandard performance. The
main reason employees are terminated is
that they don’t meet performance stan-
dards. The failure may be due to incom-
petence, negligence, or dishonesty.

2. Violation of rules. Rule violations
are of two types: Minor infractions
include ignoring attendance policies, tak-
ing advantage of organizational privi-
leges, and making personal phone calls
during working hours. Discharge may be
the final punishment if warnings aren’t
effective or less severe punishments
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don’t solve the problem. Major
violations include fraud, robbery,
extortion, and sexual harassment,
as well as alcohol and other drug
use. These serious violations don’t
call for prior warnings since
employees are simply expected not
to perform such actions. Major vio-
lations may lead to fines and prison
sentences as well as dismissal.

3. Interpersonal incompetence.
Sometimes the cause of dismissal
is simply that a person can’t get
along with coworkers, clients, or
others. A common cause is imma-
turity, defined as the inability to
accept one’s strengths and short-
comings, to admit criticism, and to
take responsibility for one’s own
actions.

How to Develop a 
Termination Strategy

Employees who commit harm
to the workforce, such as assault
or murder, may be terminated
immediately, without probation.
However, for less severe violations,
such as job incompetence, negli-
gence, or misconduct, you should
follow these steps:

1. Create a policy. To avoid
legal problems, be sure to set up a
policy related to termination. The
policy might state, for instance,
that employees will be terminated
if they have three consecutive
below-average performance apprai-
sals or three missed performance
objectives. Make it clear that dur-
ing the hours of employment,
employees must follow the organi-
zation’s rules and their supervi-
sor’s instructions. If they don’t fol-
low these rules, they will assume
the risk of discipline, which may
lead to termination. 

2. Counsel violators. When
employees violate the policy for
the first time, their direct supervi-
sor should counsel them. The
supervisor should point out the
problem, give guidance, and
explain how to avoid making the
same mistake in the future.
Document each counseling session
in memo form, and keep this
record in the employee’s file.

3. Write a reprimand. If coun-
seling doesn’t correct the problem,
send the employee a written repri-

mand, with a copy in the employ-
ee’s file. The reprimand should
describe the infraction, emphasize
its importance, and specify the
expected standard of performance.
Also, identify the period of time to
correct the deficiencies and the
consequence of failure to do so.

4. Give a final warning. After
writing up a specified number of
reprimands, usually no more than
three, the supervisor should
inform the employee that if the
infraction happens again, the
employee will be terminated for
cause. The final warning should
contain these elements:

• a copy of the memorandum of
the original counseling session

• copies of all reprimands
• specific area the employee

should improve
• a specified period of time

within which the infraction
or unsatisfactory performance 
needs to be corrected

• a statement that this is the
final opportunity to improve
performance and that failure
to do so will result in termi-
nation.

5. Dismiss the violator. Before
taking this last step, the supervisor
should verify that the employee
doesn’t meet the minimum per-
formance standard and that the
employee is fully aware of the rep-
rimand and final warning. When
these steps are covered and docu-
mented, the supervisor should
inform the employee of the termi-
nation action, including any sever-
ance package or economic assis-
tance provided while terminated
employees are looking for a job. It’s
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up to the department head to decide
on the amount of severance.

How to Develop a Layoff Strategy

Layoffs usually occur when an
organization is in financial trouble
and its leaders hope to cut costs by
downsizing. Downsizing, however,
usually has more costs–both psy-
chological and monetary–than
benefits.2 Therefore, you should use
downsizing only as a last resort. 

Before laying off employees,
exhaust all possible alternatives,
such as shortening work weeks,
cutting pay, using relocation pro-
grams, encouraging employees to
take unpaid vacations, or asking
for voluntary resignations. When
layoffs are the only option, follow
these steps:

1. Craft a credible vision. Once
you’ve decided you must down-
size, integrate the decision into
your organization’s vision. Specify
how downsizing will serve your
mission and vision in the long term. 

2. Form a team to plan the lay-
off strategy. Include people from
all levels and functions of the
organization, including human
resources, finance, public relations,
and legal affairs. By consulting as
many groups as possible in the
planning, you will demonstrate your
concern for employees’ interests.

3. Identify stakeholders, includ-
ing laid-off employees, survivors,
employees’ families, members of
the community, funders, and gov-
ernment agencies. Recognizing
these stakeholders’ needs and esti-
mating potential risks and prob-
lems will help prevent bad publicity
and a negative image for your
organization.

4. Provide training to managers.
Managers responsible for firing
employees always feel guilt and
stress. They need to be trained in
communicating bad news with
empathy. It may help them to role-
play with a trusted colleague. Be
sure they understand that the lay-
off is not their fault, nor is it the
employees’ or executives’ fault. It’s
just the way it is.

5. Announce the layoffs. The
1988 WARN Act requires that you
give employees 60 days’ notice
when closing a facility or laying off
workers. It’s best to make the
announcement at the beginning of
the week, in the morning. Making
an announcement on Friday or
toward the end of the day is inap-
propriate, because the laid-off
employees won’t have time to get
answers to their questions. Like-
wise, it’s better to deliver the mes-
sage in a face-to-face meeting than
by fax, e-mail, phone, memo, or
newsletter. Be prepared to answer
questions and explain the rationale
for the layoffs clearly and com-
pletely. Once you’ve spoken to all
employees, deliver the news to
other stakeholders.

6. Provide career counseling
and other assistance. Both internal
and external counselors can be
helpful in finding new jobs for laid-
off workers. If possible, provide
training for additional skills to help
laid-off employees meet the demand
in the current marketplace.

7. Don’t forget the survivors.
You need to provide training for
your surviving employees, since
they will take on the laid-off work-
ers’ tasks. Training will develop
teamwork and improve survivors’
morale, confidence, and compe-
tence to work in the new environ-
ment. 

Along with training, hold 
frequent meetings to improve sur-
vivors’ perception of your organi-
zation. In the wake of layoffs,
they’re likely to feel distrustful,
insecure, and demoralized. As a
result, they may resist the change
and avoid innovation, which will
decrease your organization’s pro-
ductivity. To boost morale and
commitment, be direct and honest
about your long-term plan and
vision.

8. Use experts to smooth the
transition. Dealing with outside
experts, such as counseling or out-
placement firms, will help you pre-
serve employees’ feeling of
empowerment and trust. These
consultants know how to handle
the reactions of laid-off employees,
gain the support of surviving
employees, and keep spirits up.
They can also help you bolster
your organization’s reputation and
minimize the potential for lawsuits
in the wake of layoffs.

Footnotes
1 The Employment Standard Act, 1997.

2 See Beylerian in “Resources” below.
Also see “Preserving Employee Morale
During Downsizing,” Sloan Management
Review, http://web4.searchbank.com.info-
tra...sion/647/695/25969055w3/22!xrn_100
.

Resources
*Beylerian, Marc & Brian Kleiner,

“The Downsized Workplace,”
Nonprofit World, Vol. 20, No. 3.

*Conroy, Charles, “Sexual Har-
assment: Don’t Let It Destroy Your
Organization, Nonprofit World,
Vol. 10, No. 2.

*Rosenberg, DeAnne, “Elimi-
nating Resistance to Change: The
Magic Formula,” Nonprofit World,
Vol. 10, No. 5

Wiggins, Dave, “Firing: When
and How to Do It,” Journal of
Environmental Health, http://web.1.
searchbank.com/infotrac/ses-
sion/652/852/1962699w5/11!xrn_1.

*Starred resources are avail-
able from the Society’s Resource
Center. The articles from Volumes
14-23 are available free on-line at
www.snpo.org/members, and
articles prior to Volume 14 are
available on CD-ROM at www.
snpo.org/publications/articles.php.
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Retapol Teratanavat is a
researcher specializing in 
termination issues. Brian H.
Kleiner, Ph.D., is professor of
human resource management
at California State University,
Fullerton. You may contact
the authors at 551 Santa
Barbara Avenue, Fullerton,
California 92835-2463.
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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.

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.O. Box 741325 800-986-8472
Dallas, TX 75374 214-221-7881
Fax: 214-553-5585
Web: www.associationworks.com
E-mail: jpaul@associationworks.com

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 Pro�
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. WebCampaigns� uses the
power of the internet to raise money and
awareness.
195 McGregor Street 800-582-3489
Suite 410 603-622-5192
Manchester, NH 03102 Fax: 603-622-1843
Web: www.campagne.com
E-mail: info@campagne.com

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
Web: 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 888/739-3827
Indianapolis, IN 46216 317/545-4170
Fax: 317/545-4180
Web: www.etapestry.com
E-mail: info@etapestry.com

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 713-840-1880
Houston, TX   77056 Fax: 713-840-1891
Web: www.irvinedcs.com
E-mail: dirvine@irvinedcs.com

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 888-291-2911
Victoria, BC, V8W 2A5 250-733-2294
Fax: 250/733-2298
Web: www.madrigalsoft.com
E-mail: nonprofits@madrigalsoft.com

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

Accounting
Best Software

Assessment
Metis Associates

Budgeting
Best Software

Computer
eTapestry
Metis Associates

Computer Hardware/Software
Campagne Associates
Charity Advantage

Consulting
The Alford Group Inc.
Association Works
Irvine Team
Metis Associates
TCC Group

Database
eTapestry

Design & Construction
Irvine Team

Donor Software
eTapestry

Education/Training
Association Works

Financial
Best Software

Free Merchandise
NAEIR

Free Supplies
NAEIR

Fund Accounting Software
Blackbaud, Inc.

Fundraising
The Alford Group Inc.
Best Software
DonorPerfect Fundraising Software
eTapestry

Fundraising Software
Best Software
Blackbaud, Inc.
DonorPerfect Fundraising Software
eTapestry

Internet
eTapestry

Offset Printing
The Technicom Group

Job Placement
Chronicle of Philanthropy

Payroll
Best Software

Program Evaluation & Policy Analysis
Metis Associates

Publications
Chronicle of Philanthropy

Risk Control
TCC Group

Scheduling
Madrigal Soft Tools

Software
Campagne Associates
Madrigal Soft Tools

Strategic Planning
Metis Associates
TCC Group

Telecommunications
Telecompute Corporation

Web Sites
Charity Advantage

ALPHABETICAL BY
ORGANIZATION

ALPHABETICAL BY
PRODUCT/SERVICE
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In the 14 years since passage of the
Americans with Disabilities Act
(ADA), businesses and organizations

nationwide have made strides in accom-
modating people with disabilities. But
while physical barriers in public build-
ings and workplaces continue to disap-
pear, the designs of many Web sites
stand like a flight of stairs between dis-
abled users and the Internet’s potential.

What is an accessible Web site?

An accessible Web site is designed to
account for differences in abilities and
technologies among Internet users
worldwide. Accessibility issues include:

• Mobility: Some people have trou-
ble using a keyboard or mouse.

• Vision: Some people don’t see well,
or they may be using a screen reader or
a small screen. Others may be connecting
to the site through a slow Internet con-
nection.

• Hearing: Those who are deaf or
hard of hearing need captions or visual
descriptions for sound and video files.

• Cognition: Some users can’t under-
stand certain types of information due
to mental disabilities.

Accessible design follows the princi-
ples of usable design, emphasizing fast
download times and site architecture
that’s easy to navigate. Site visitors who
may not consider themselves “disabled”
— for example, people recovering from
an injury or who have difficulty reading
small type on a screen — also benefit.

A thoughtfully designed site offers a
flexible interface to meet each person’s
needs. Accessible sites usually include
images with alternative text tags for
graphics and image maps, captioned
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Be sure your 

Web site doesn’t 

shut out 

the disabled.

One in five
Americans

has a 
disability.



audio, and descriptions for video.
They also avoid the use of frames,
confusing navigation, and low-con-
trast text. 

Why should your organization 
provide access for people 

with disabilities?

People with disabilities are the
nation’s largest minority group.
According to the U.S. Census’ dis-
ability data, one in five Americans
(20%) has a disability. In the past
25 years, many more children
born with disabilities have not

only survived, but also have
received a public school educa-
tion, graduated from high school,
earned undergraduate and post-
graduate degrees, and entered the
workforce. Meanwhile, their Baby

Boomer parents, now in their 50s
and 60s, are beginning to experi-
ence the effects of aging, more fre-
quently reaching for the ibuprofen
and reading glasses. Their grand-
parents are living longer and work-
ing to maintain their independence.

Equality for people with dis-
abilities, including access to the
Internet, is a matter of civil rights.
It’s also good business sense.
Ignore people with disabilities, and
you ignore their combined discre-
tionary income of $175 billion.

Easter Seals has supported the independence of people with disabilities
for more than 80 years. A leader in promoting access offline, Easter
Seals recently took a hard look at its online presence — about 90 

Web sites representing national and local offices — and decided to 
invest in accessibility tools for people affected by a full spectrum of 
disabilities. These tools ensure that visitors to Easter Seals’ Web sites 
can find services, information on specific disabilities, and solutions 
to common challenges.

In 2001, Easter Seals planned a strategic overhaul of 
www.easter-seals.org and affiliated sites to create a more 
effective network of Web sites. To achieve its goals, the 
organization chose Convio (www.convio.com), 
a leading online Constituent Relationship 
Management (eCRM) company serving 
the nonprofit sector. 

Convio's commitment to Web 
accessibility was a key factor in that 
choice. Convio offers an accessibility 
checker in its content management 
product. With one mouse click, the 
accessibility checker scans each 
page for accessibility violations 
according to the W3C’s guidelines 
(www.w3c.org/WAI).

Although the Internet hasn’t 
yet realized its full potential to 
serve users with disabilities, 
Easter Seals’ plan to make its 
90 Web sites accessible will 
move the world another step 
closer to achieving that important 
goal. Easter Seals hopes not only 
to better serve its constituents, 
but also to be a model for how an 
organization can makes its Web site 
more accessible, usable, and valuable 
to a broader range of people.

March/April 2005

Barbara Gordon of Easter Seals meets
with Wade Wingler, manager of the Ruth
Lilly Assistive Technology Center, at
Easter Seals Crossroads.

A Model for Equal Access OnlineA Model for Equal Access Online

Photo by Mark Avery

Ignore people with 
disabilities, and 
you ignore their 

combined discretionary
income of $175 billion.
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Who will help you create an 
accessible site?

There are several good resources
to help make your Web site acces-
sible. The World Wide Web
Consortium (W3C) has developed
common protocols that promote
the evolution of the World Wide
Web and ensure its interoperabili-
ty. The U.S. government also has
provided federal accessibility
guidelines in Section 508, the
1998 Congressional amendment to
the Rehabilitation Act of 1973,
which requires federal agencies to
do all the following:

• Eliminate barriers in infor-
mation technology.

• Make new opportunities
available for people with disabili-
ties.

• Encourage development of
technologies that will help achieve
these goals. 

How can you make your existing
site more accessible?

• Always use the alt attribute,
an alternate text description added
to a Web page’s code, to describe
the function of each image.

• Provide captioning and tran-
scripts for audio and video.

• Use hypertext links that
make sense out of context. For
example, instead of “Click here,”
use “Click here for financial infor-
mation.”

• Use relative rather than
absolute font sizes for the text on
your site. This allows users with
visual impairment to increase the
size of the font from within their
Web browsers so that they can see
it more clearly.

• Visit www.w3c.org/WAI for a
full list of tips.

Resources
Brinckerhoff, Peter, “Nonprofits

and the Americans with Disabilities
Act,” Nonprofit World, Vol. 11, 
No. 2.

Elges, Mary, “Designing for Web
Accessibility: More Benefits than
You May Imagine,” Nonprofit World,
Vol. 21, No. 4.

Hoffman, Leslie & J.P. Frenza,
“Building Your Web Site: HTML
Basics,” Nonprofit World, Vol. 16,

No. 3.
Kleiner, Brian & Eric Neumann,

“How to Accommodate Disabilities
under ADA,” Nonprofit World, Vol.
18, No. 5.

These resources are available
from the Society’s Resource Center.
The articles from Volumes 14-23
are available free on-line at
www.snpo.org/members, and arti-
cles prior to Volume 14 are avail-
able on CD-ROM at
www.snpo.org/publications/arti-
cles.php.
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Shirley Sexton is Director,
Internet Marketing, Easter
Seals national headquarters.
Sexton leads Easter Seals
Internet strategies, developing
and managing organization-
wide initiatives for online serv-
ice delivery, brand building
and fundraising. Andrea
Knudsen is Internet Marketing
Manager, Easter Seals national
headquarters. Knudsen man-
ages site content and brand
strategy, builds personal and
corporate relationships with
Easter Seals clients and donors,
drives site traffic, analyzes
online marketing efforts, and
facilitates staff Web publishing.

WE WANT TO HEAR FROM YOU!
Your ideas are important to us and of benefit to

all in the nonprofit world. Join in the sharing
process!

There are many ways you can make a contri-
bution. Here are a few:

1 Send us your reactions to articles in Nonprofit
World so that we can be sure we’re tuned in to

your needs and concerns.

2 Send us creative ideas which you or others
have used to raise funds. We’ll add them to our

list of “Creative Fundraising Ideas.”

3 Send us ideas for subjects you’d like covered in
Nonprofit World.

4 Turn one of your ideas into an article for
Nonprofit World.

5 Send a color photo, slide, drawing, or other
graphic that captures the essence of your

organization along with a few paragraphs about
your organization and its mission. We’ll feature
your organization on the cover of Nonprofit World.

Send all the above to: Editor, Nonprofit World,
P.O. Box 45346, Madison, Wisconsin 53744-5346,
e-mail muehrcke@charter.net.



When it’s time to evaluate a program or project,
most managers begin by reviewing their origi-
nal objectives. This approach has grave flaws.

Because the objectives were determined at an earlier
time, they overlook changes in the operating environ-
ment. 

Consider, for example, a project that was planned
and launched a year earlier. When evaluating the project,
managers typically compare objectives outlined in the
plan against those actually accomplished. This
approach measures performance, but it doesn’t sug-
gest improvements. Opportunities to strengthen the
project are lost.

The best way to remedy this problem is to use a
four-step evaluation model. Let’s see how you can use
these steps to improve results and stay abreast of a
dynamic world:

Step 1: Take a Strategic View

Begin your evaluation at the highest level of the
model. Ask, “What changes and trends might impact
the plan? Is the plan’s original intent still on target?
Will it continue to serve the organization’s needs in the
future?” Answering these questions will give you per-
spective on how changes in the environment may
affect your tactics.
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This first step is the one most
often overlooked by managers.
The assumption is that a three-
year plan will remain accurate for
the total three years. One can find
many examples of this lack of big-
picture thinking. The telecom
industry, for instance, invested in
capacity levels well beyond market
demand. The consequence has
been soaring competition combined
with low earnings. 

Step 2: Review Objectives

Second, consider your strategic
plan and objectives in light of the
environmental changes you identi-
fied in step 1. Measure your results
against those changes. Ask these
questions:

• Are your results consistent
with current trends? 

• Does your plan include all
parts of the operation? 

• Do your objectives integrate
all levels of the organization?

• Are the original plan and
objectives still valid? If not, how
should they be adjusted? 

Step 3: Examine Performance

Next, assess how well you’ve
achieved your original objectives,
bearing in mind the insights you
gained in steps 1 and 2. Tying this
process to the first two steps
assures that you connect perform-
ance to larger goals. Too often,
people achieve high performance
without doing what’s required to
move the organization closer to
achieving its mission. 

Step 4: Make Changes

Now that you’ve taken a strategic
view, reviewed your objectives,
and examined performance, you
can see what changes you need to
implement. The importance of the
implementation process is some-

times overlooked, especially if too
much value is placed on planning.
Don’t focus on planning at the
expense of activating the plan.

Ideally, you should perform
your planning and assessment
processes at the same time. That
way, you can use the feedback
from your evaluations to update
your plans. 

Feedback is vital in the assess-
ment process. Research shows
that feedback systems improve
performance. When gathering
feedback, focus not only on inef-
fective performance and problems
but also on results and goals
accomplished. Then use that feed-
back to make changes and support
successes.

Tips to Make the Process Work

Here are do’s and don’ts to
assure that you get the most out of
your assessment:

Evaluate more often. Organi-
zations traditionally conduct eval-
uations once a year. That isn’t
often enough. Perform evaluations
every four months. Such a time
frame lets you consider new rev-
enue opportunities. It also flags
changes in personnel, funding, and
service demands that will require
you to amend your plans.

Don’t forget the relationship
between assessment and planning.
The nearer the connection between
the two, the greater the advantage
of adjusting to change and identi-
fying opportunities.

Include all levels of the organ-
ization in the evaluation. Often a
different individual is responsible
for each organizational function.
This fragmentation of functions
creates an environment of differ-
ing priorities and focus. For
instance, the program manager,
executive director, and board chair
may each see a different issue as
the highest priority. Unless you
include all these people in the
evaluation, the organization may
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Four-Tiered Assessment Model
A Strategic View

• Scan the external environment for changes and trends.
• Identify opportunities for your organization.
• Weigh stakeholder priorities.

Objectives
• Review your original objectives in view of environmental changes.
• Gauge the impact of your organizational structure and resources.
• Reassess goals, taking current trends into consideration.
• Adjust your assumptions to meet your strategic needs.

Performance
• Consider achievements in both short and long time frames.
• Check your projected budget against actual money expended, 

and study the effectiveness with which resources are being used.
• Analyze customer satisfaction.

Implementation
• Use feedback to identify adjustments you need to make.
• Create action-oriented measures to meet objectives.

The first step 
is the one most

often overlooked
by managers.
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make inconsistent changes. The
four-tiered model assures consis-
tency by encouraging organization-
wide inclusion, broad and narrow
views of planning, and long and
short time frames.

Put as much emphasis on eval-
uation as on planning. Most organ-
izations focus a great deal of atten-
tion on planning and don’t realize
that assessment is just as important.
The best plans are generated from
effective evaluation. 

Use the four-tiered approach
for grants, programs, and as part
of strategic planning. Doing so will

increase feedback to the planning
process, encourage program coor-
dinators to look beyond daily oper-
ations, and give you a great deal
more control. Once you start using
this model, expect to identify
undiscovered opportunities, see
higher levels of commitment and
cooperation, avoid wasting re-
sources on lower-priority activities,
and improve your organization’s
response to a changing and chal-
lenging environment.

References
*DuBois, Ann, “Is It Time for

an Organizational Assessment?”,
Nonprofit World, Vol. 13, No. 1.

Herold, D. M. et al., “Individual
Differences in the Generation and
Processing of Performance Feed-
back,” Educational and Psycholo-
gical Measurement, February 1996.

Young, Dennis, “What Does Feed-
back Have to Do with Governance?”,
Nonprofit World, Vol. 14, No.6.

*Starred references are avail-
able from the Society’s Resource
Center. The articles from Volumes
14-23 are available free on-line at
www.snpo.org/members, and
articles prior to Volume 14 are
available on CD-ROM at www.
snpo.org/publications/articles.php.
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Here’s how to build an organization that will prosper.

By Peter Smergut

Values are vital to your orga-
nization’s success.You can’t
fulfill your mission unless

you clarify your values and infuse
them through every system in
your organization. 

How do you create such a value
structure? Here are some sugges-
tions to guide the way:

Build Consensus.

Organizations often fail to take
advantage of their most important
resource — committed staff. The
best way to gain commitment and
consensus is to be sure your staff’s
values are aligned with those of
your organization.

Without a shared-values frame-
work to guide them, people some-
times get in the way of the mis-
sion. Thus, the organizational
structure must promote a safe
environment where opinions are
accepted and differences encour-
aged. 

Make sure your organization’s
values are clearly defined. Then
repeat them continually so that
employees can see how their work
relates to those values. 

When communicating your val-
ues, acknowledge your staff’s
diversity. Bringing people’s differ-
ent perspectives into alignment
with your values creates a synergy
that will strengthen your organiza-
tion.

Ask How You’re Doing.

Now that you’ve established
the values, create a survey to see
how those values resonate in the
organization. Have staff answer the
survey anonymously.

When the survey results are
back, prepare a report card

announcing staff’s responses.
Share it with everyone in the
organization.

Create a Values Committee.

One of the worst things you
can do is receive information and
then sit on it. To avoid this trap,
assemble a values steering com-
mittee. This committee, made up
of high-potential staff, can evaluate
the survey results and follow
through on issues that result from
the feedback. The committee
should ask and answer questions
such as these:

• Is communication effective? 
• Is our work environment

employee-friendly? 
• How are differences between

management and line staff addres-
sed as a result of the organization’s
values? 

This committee becomes an
ongoing working group, insuring
that the values are a critical part of
the evolving organization. Com-
mittee members can offer staff
feedback as new ideas are intro-
duced. They can help you deter-
mine if all you need is a new water
cooler or if it’s time to reroute all
the plumbing lines.

Use Focus Groups.

When interpreting survey
results, it’s often difficult to see
what dynamics shaped the

responses. That’s why you need a
focus group. 

With help from the steering
committee, establish a focus group
that represents a cross-section of
the organization. This group should
reflect line, administrative, and
supervisory staff and all others
who have an impact on your
organization. 

The focus group’s role is to sug-
gest ways to address the survey’s
findings. Ask the group such ques-
tions as these:

• What is it about our commu-
nication system that isn’t working? 

• How can we clarify our orga-
nization’s values?

• What elements of our staff
support plan fall short? 

• How can we improve the
organization’s systems?

Make Change Happen.

Now that you have your survey
results and a clear direction set by
the steering committee and focus
group, create an action plan that
addresses the issues raised.
There’s often a propensity to gather
data but not bring closure to the
process. Don’t let that happen to
you. 

Listening to your staff isn’t
enough. You must lay a clear trail
showing how and when the sugges-
tions will be implemented. Use
whatever form of communication
you wish, as long as the message is
clear. Failure to implement is
worse than never making an effort
in the first place.
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Values

Integrate Your Values.

You’ve identified, evaluated,
and articulated your values. Now
what? To unite all members of the
organization into a cohesive group,
launch the following strategies:

• Review your job descrip-
tions. Do they reflect your values?
Or do they simply chronicle job
tasks?

• Assess your interview
process. Does it embody your val-
ues? Are interviewers trained to
ask value-laden questions that
highlight your organization’s
vision?

• Reorganize your training
program so that values are an inte-
gral part of all principles and prac-
tices.

• Check your annual perform-
ance appraisals. Do they encom-
pass your values? Remember, you
evaluate what you value. If per-
formance appraisals don’t mirror
your values, how will employees
know if they’re meeting expecta-
tions?

Be a Hedgehog.

In Good to Great, Jim Collins
expands on Isaiah Berlin’s essay
“The Hedgehog and the Fox,”
based on the parable, “The fox
knows many things, but the hedge-
hog knows one big thing.”
Although the fox is clever and has
many strategies for attacking the
hedgehog, he will never win,
because at the last moment the
hedgehog always curls into a ball
of spikes and defeats the fox’s
plans. 

All great organizations are
hedgehogs — simple, dowdy crea-
tures that know one big thing and
stick to it, Collins argues. Not-so-
great organizations are foxes —
cunning creatures that know many
things but lack the consistency that
comes from a deep understanding
of their values. Hedgehogs, says
Collins, simplify a complex world
into one great concept, guided by
their answers to three questions: 

• What can we be the best in
the world at doing? 

• What’s the best way for us to
generate sustained cash flow? 

• What are we deeply passion-
ate about? 

With the answers to these
questions and the set of values
you’ve pinpointed, you’re well on
the way to building a truly great
organization. The key is to con-
centrate on what you’ve identified
as essential and ignore everything
else. Such a relentless focus on a
single crystalline idea, based on
shared values, is the path to great-
ness.

Prepare for the Long Haul.

Don’t glamorize the values
process as the next great cure.
Focus on your staff, and help them
feel connected to the organization
and its vision. Change is slow, and
it’s most lasting when all employ-
ees channel their energies in the
same direction. A strong values
commitment can fortify this
process and help you maintain a
competitive advantage in an ever
more competitive environment.
Good luck!

Resources
Collins, Jim, Good to Great

(New York: Harper Business,
www.harpercollins.com).

*Brinckerhoff, Peter, “Using
Surveys & Focus Groups to Gather
Market Data,” Nonprofit World,

Vol. 13, No. 3.
*Jenson, Donna, “Sharing the

Vision: Every Leader’s Obligation,”
Nonprofit World, Vol. 8, No. 5.

*Simon, Judy, “How to Conduct
Focus Groups,” Nonprofit World,
Vol. 17, No. 5.

*Starred resources are avail-
able from the Society’s Resource
Center. The articles from Volumes
14-23 are available free on-line at
www.snpo.org/members, and
articles prior to Volume 14 are
available on CD-ROM at www.
snpo.org/publications/articles.php.
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Just as Shakespeare believed that “all the world’s a
stage,” so 21st century America could echo his
sentiments with “All the world’s a game and all the

men and women merely players.” In our culture, ath-
letic competition has become the national amusement
and, like Elizabethan theater, serves as a unifying force
that crosses economic, social, educational, ethnic, and
gender boundaries.

We can learn a great deal about a society by observ-
ing the games people play. And we can learn about
ourselves by looking at our performance in those
games. For example, are you a relaxed golfer or a tense
one? Do you want to hit first or last when playing in a
captain’s-choice golf tournament? Do you bet the
favorite or the underdog at the horse track?

Athletics provides valuable lessons in other aspects
of life. This is particularly true for managers in today’s
dynamic nonprofit environment. Let’s look to some
popular American sports for personal and professional
direction. Answer the questions in each category to
see if yours is a winning team.

LESSONS FROM THE GRIDIRON

Football is a powerful game, two teams plotting
separate strategies and implementing them in a series
of controlled collisions. Next time you watch a football
game, take time to consider the management lessons
to be learned from the gridiron. The competition for
donors, resources, and media attention is fierce. The
price of a mistake is high. The gratification of success

is sweet. Let’s talk about what we can learn from
watching a football game.

Be Ready to Take One for the Team.

In a football game, one defender is assigned the role
of wedge buster, that unselfish act of throwing one’s
body into the blockers’ path in an attempt to disrupt
their unity. The wedge buster takes one for the team. 

So it goes in today’s ever-changing environment.
There are times when managers must be willing to 
sacrifice personal gain for the well being of the organ-
ization. Ask yourself these questions:

• Do you balance personal goals and team goals so
that both are possible? 

• Do your associates appreciate the need for
unselfish acts of professionalism? 

• Are employees willing to “take one for the team”?

Prepare Others to Make Decisions.

Coaches must train players to make quick decisions
amid the chaos of the game. At the core, a coach is a
facilitator, arranging players into positions of probable
success. 

• Are you a thoughtful facilitator who prepares
and empowers associates to make quick and appropriate
decisions? 

• Do you delegate responsibility, letting others make
choices? Or are you a control freak, guarding all
important decisions as your own?

• Do you remember that your success is in your
staff’s hands?
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Answer these questions to see how to turn your organization into a winning team.



• Do you cultivate a sense of
teamwork that builds on existing
strengths and allows for the per-
sonal development of your team? 

Appreciate the Unknown Heroes.

Everyone recognizes the name
of the 100-yard rusher, the 5-
reception receiver, the 200-yard
passer, or the 3-3 field goal kicker.
But what about the folks up front
blocking to make the successes of
those individuals possible? What
about the decoy receiver who
allows the other player to draw
single coverage from the defense?
What about the guy who snaps for
the field goal? These players sweat
the details to ensure the success of
others. Ask these questions:

• Do you recognize the unsung
heroes in your organization? 

• Do you acknowledge the
thorough custodian, the pleasant
receptionist, and the accurate data
entry person? Do you keep in
mind that their success makes the
work of others possible?

Seek Improvement Constantly.

Rarely will you find a coach
who is 100% satisfied with the
team’s performance. Coaches are
always looking for ways to
improve. That’s a good thing!
Leaders in the quality movement
point out that the road to high
quality is a never-ending journey
as the environment and critical
success factors continue to
change. The quality movement hit
the gridiron long before it hit the
nonprofit sector.

• Do you assess performance
and recognize strength?

• Do you build on positions of
strength and improve areas of
weakness?

• Are you continually looking
for ways to do things better?

Keep Your Old Fans Coming Back.

The coach accepts the respon-
sibility to deliver a game that’s
competitive and entertaining,
knowing that’s the way to sustain
fan support. This is relationship
marketing in action. It is less
expensive to maintain existing
donors and clients than to culti-
vate new ones. 

• Do you focus on developing
fans for your organization?

• Do you provide donors and
clients a value-added experience?
Do you give them a reason to keep
coming back?

LESSONS FROM THE HARDWOOD

Basketball, a truly American
sport, provides numerous lessons
for nonprofit managers.

Keep People on Zone Defense.

In a zone defense, each defender
covers an area rather than a spe-
cific player. Think of the delegation
of your employees as basketball’s
zone defense.

• Do you carefully assign each
person a particular task?

• Do you keep people focused
on their assigned task? Do you
make sure they don’t wander into
other areas unless doing so won’t
jeopardize performance in their
domain?

• Do you cultivate each person’s
special strengths?

Use a Motion Offense.

In a motion offense, players
work aggressively without the ball,
creating diversions and screens to
free up teammates for open shots.
The key to success is the willing-
ness to do the “little things” result-
ing in open shots for all. Does this
sound familiar? Don’t you need
your supporting cast? Ask yourself
this:

• Do all employees understand
how they contribute to the larger
picture — the success of your
organization?

• Are you careful not to take
anyone for granted?

• Do you make sure that
employees appreciate the contri-
butions of everyone in the organi-
zation?

• Do you keep in mind that the
activity behind the scenes (non-
donor or client contact) makes the
moment of donor and client contact
possible?

Run the Fast Break.

A fast-break opportunity
results when members of the
offensive team beat the defense
back up the floor for a momentary
advantage (such as two offensive

players against one defender). An
effective break scores quickly
before the defense recovers to
erase that momentary advantage.
Isn't this another way of viewing
the sudden changes in the market-
place? 

• Are you alert to windows of
opportunity for success in your
local service area?

• Can you act quickly before
that window closes and your
opportunity is lost?

• Do you act decisively rather
than react defensively?

• Are you ready to “run the
court” and “beat the defense” to
your goal?

Protect the Back Door.

An aggressive attacking defense
should open the offensive passing
lanes. When three offensive play-
ers are on (say) the right side of
the court, the offense may sneak a
player along the left baseline to
take a pass and make an easy
score. This is referred to as a back-
door play.  In essence, the defense
over-commits, and the offense
exploits the opportunity. You face
the same scenario daily.

• Do you prioritize your activ-
ities so as not to over-commit to
less productive activities?

• Do you allocate your time
based on the projected return for
your time investment?

Free Throws Should be Automatic.

When a player is fouled, a free
throw shot may result. Here, the
offensive player is given an uncon-
tested 10 seconds to shoot from
the free-throw line. The line does-
n't move. The basket doesn't
move. Each free throw is the same.
Yet  modern players struggle to be
successful over 70% of the time.
Think about it. They know they
will shoot from the same spot
under the same conditions. Yet the
success rate is relatively low, and
getting lower each year. 

How well do you make your
free throws? Ask yourself these
questions:

• Do you prepare your staff to
respond to all reasonably foreseen
happenings?
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• Do you empower your team
to handle people’s requests at the
point of contact?

• Do you have contingency
plans ready to activate when prob-
lems arise (as they inevitably will)?

LESSONS FROM THE DIAMOND

Baseball is the consummate
chess match with human game
pieces creating numerous meta-
phors for nonprofit managers.

Wait for Your Pitch.

Great hitters study the pitch-
ers. They wait for the pitch that
meets their needs. When they get
their pitch, they hit it with pin-
point accuracy.

• Are you patient and disci-
plined?

• Do you adhere to your long-
range plans? Or do you abruptly
change course given a new funding
source?

• Do you evaluate the good-
ness of fit between your organiza-
tion and potential partners?

• Do you “wait for your pitch”
and move your “runners” into scor-
ing position?

Call It in the Outfield.

A fly ball anywhere on the dia-
mond requires teamwork that’s
not necessarily recognized by the
crowd.  Inevitably, some balls will
find the seams between defenders.
Sometimes, players collide for lack
of communication. To avoid this
mishap, someone must make deci-
sions and communicate them to
affected parties. 

• Do you take charge and
direct action with confidence?

• Do you communicate impor-
tant issues clearly and directly? 

• Are you conscious of what
you say and how you say it?

• Do you clarify expectations
so that all employees know what
you expect of them?

• Do you have a communica-
tions policy in place?

• Do you have a mechanism to
explore conflicts in the work-
place?

Execute the Hit-and-Run.

One of the most exciting plays
in baseball is the hit-and-run. As
the pitcher winds up to make the
pitch, the runner at first base
dashes for second. Ideally, the bat-
ter directs the ball toward the gaps
created by the middle infielders so
that the player on second makes it
to third base. Trust is the key,
making it more likely that the run-
ner will score.

Fear and lack of trust are the
most destructive practices in the
workplace. As trust grows in an
organization, more opportunities
to deliver in the clutch will arise.

• Do you use encouragement
rather than criticism to motivate
employees?

• Do you instill unity and
encourage teamwork?

• Does everyone in your
organization understand and sup-
port the mission?

• Do you give employees input
in decisions that affect them?

• Does your organization’s cul-
ture inspire loyalty, trust, and
team spirit?

• Do your employees know
they can count on you and believe
what you say?

Never Make the Third Out 
at Third Base.

Third-base coaches perform a
key service. They make split-sec-
ond decisions on whether to send
runners from second to third or
from third to home. Too few run-
ners advancing is too cautious
while too many runners thrown
out is too aggressive. In essence,
the coach must balance the desire
for aggressiveness with safety.

• Do you balance aggression
with caution, risk with reward?

• Do you analyze possible
actions and move on those that
contribute to your overriding goals?

• Do you postpone actions till
the right resources are in place?

• Do you know how much risk
you and your board members are
willing to take on behalf of your
organization? 

• Can you tell in an instant
which risks are too great?

LIFE’S LESSONS
Effective coaches put players

into position to be successful.
While coaches encourage intensity,
they use people skills to remove
tension. Excess pressure keeps
people from performing up to their
natural ability. In the workplace it
saps creativity and confidence.
Manage your time, your personnel,
your resources, and yourself for
maximum performance. Envision
yourself as a coach and your signa-
ture events as your Super Bowl,
NBA Final, or World Series.
Prepare yourself and your team for
a run at the title!

Resources
Adams, Tom, “Do You Need a

Coach?”, Nonprofit World, Vol. 17.
No. 5.

Glasrud, Bruce, “Being Proactive
Means Being Pro-Future,” Nonprofit
World, Vol. 18, No. 5.

Neck, Christopher & Robert
Ashcraft, “Inner Leadership: Mental
Strategies for Nonprofit Staff
Members,” Nonprofit World, Vol.
18, No. 3.

Piersall, Joanne, “Contingency
Planning: Facing Disaster and
Surviving,” Nonprofit World, Vol
11, No. 3.

Vitale, Katherine, “Teams: the
Essence of Quality,” Nonprofit
World, Vol. 13, No. 3.

These resources are available
through the Society’s Resource
Center. The articles from Volumes
14-23 are available free on-line at
www.snpo.org/members, and
articles prior to Volume 14 are
available on CD-ROM at www.
snop.org/publications/articles.php.
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Hermann Goring (Hitler) was
one, so was Clyde Tolson (J.
Edgar Hoover), and so is

Ayman Al-Zawahiri (bin Laden).
Such individuals rarely share the
limelight of their bosses, and the
public quickly forgets them; yet,
they play a vital role in furthering
their organizations’ purposes by
complementing their bosses’ work.
They have a reputation for being
fiercely loyal, brutally honest, and
completely trustworthy. In busi-
ness enterprises they’re commonly
called Chief Operating Officers
(COOs), and in the nonprofit sector
they’re called deputy directors or
administrators.

Given their extensive organiza-
tional knowledge, the question
arises: Why are seconds-in-com-
mand so often ignored as potential
successors to chief executive offi-
cers (CEOs) and executive direc-
tors (EDs) in the nonprofit sector?
The main reason is that boards
tend to seek high-profile individu-
als not currently working with the
organization. Seconds-in-com-
mand must often contend with
outsiders who have established
national reputations, who are polit-
ically well-connected to funding
sources, or who excel at fundraising. 

Too often, boards believe that
appointing an outsider gives the

organization a certain aura and
that outsiders bring something
magical with them. However,
board appointments of outsiders
often signal a departure from cur-
rent operating strategy and call for
dramatic organizational change.
Boards would be wise to look closer
to home. Here are some reasons
why seconds-in-command often
make the best successors to the
top leadership position:

• Executive directors rely on
seconds-in-command to provide
administrative oversight and lead-
ership. While the executive direc-
tor attends to external matters
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By Joseph C. Santora

Does your board
look for 

leadership in all 
the wrong places? 

Here’s the right
place to look —

and why.

Seconds-in-Command
as Logical Heir Apparents

continued on page 29
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Scenario 1
The founder of this nonprofit organization had

been leading the enterprise for 20 years when he
learned that he needed corrective heart surgery. Only
then did he inform the board of his choice of a suc-
cessor. He recommended that his second-in-command
be appointed to succeed him should he become inca-
pacitated or die as a result of surgery. 

He survived the heart surgery, and the issue of suc-
cession was never again mentioned in his presence.
The second-in-command assumed that he was still the
“heir apparent” and would lead the organization when
the founder retired. Then, at a staff meeting, the
founder remarked in passing that he had no intention
of ever retiring from his position. He would “die in the
saddle.”

A few years later, the second-in-command received
a job offer from another organization. Believing he had
little chance of becoming CEO at his current organi-
zation, he left after 15 years of service. His resignation
created a serious organizational brain drain and
placed the organization in jeopardy. In the six months
since his departure, the organization has yet to fill the
huge void created by his departure.

Scenario 2
This organization’s founder led the nonprofit for 20

years, building it from a storefront to a large, thriving
enterprise. During the initial years, she mentored sev-
eral younger employees but refused to discuss the
issue of succession.  She reported directly to the board
of directors. Her autocratic leadership style prevented
her from appointing a second-in-command. When she
died in office without the benefit of a successor in
place, the board was forced to scurry around to seek a
new CEO.

After several months of searching, the board
appointed an outsider as CEO. It took a few months
for the board to realize that the new CEO didn’t fit the
organization’s needs. Over the next five years, the
board hired and fired five outside interim and perma-
nent CEOs, and the organization teetered on the brink
of disaster. Fortunately, the organization was able to
recover by appointing a board member—an insider
with intimate knowledge of the organization — as the
CEO. It was he, as a turnaround specialist, who
returned fiscal stability to this organization.

Scenario 3
The founder of this nonprofit led the organization

for more than 35 years before he voluntarily retired (a
very rare occurrence) at age 72. For the 20 years

before his retirement, he invested time mentoring his
deputy director. He promised her that she would be
his replacement when he retired. He helped prepare
her for the position by having her attend board meet-
ings, prepare board reports, and make presentations
to the board.

True to his word, upon retirement, he recom-
mended her as his replacement. Board members
unanimously endorsed his recommendation, since
they knew her, trusted her abilities, and felt comfort-
able that she could continue the founder’s work. The
founder had truly mentored and empowered his sec-
ond-in-command. He retired knowing that the organi-
zation was in good hands and that his legacy would
continue. Organizational stress was non-existent, and
service delivery continued uninterrupted. Stakeholders
viewed the transition from second-in-command to
executive director as seamless. Today the organization
continues to attract funders and serves a broader con-
stituent base. 

Each scenario contains an important message to
nonprofit leaders. Scenario 1 shows what happens
when a founding CEO creates an impenetrable glass
ceiling for the second-in-command. When an oppor-
tunity presents itself, the second-in-command will
leave and place the organization in jeopardy.

In Scenario 2, we see the outcome of an autocratic
leader who refuses to choose a successor. This stance
puts the organization in a precarious position,
because the executive pipeline is empty. Board deci-
sions to hire an outsider can be costly and time-
consuming, especially if the selection process is
unsuccessful.

In Scenario 3, the organization’s leader displayed
forward thinking by mentoring his second-in-com-
mand. Having a succession plan in place ensured
organizational continuity.

These descriptions show what happens to organ-
izations when their leaders overlook seconds-in-com-
mand as replacements. The profiles also demonstrate
how organizations can succeed when they create a
smooth transition by mentoring a second-in-com-
mand to replace a departing CEO. This analysis sug-
gests that nonprofit organizations are doing them-
selves a major disservice by not appointing a second-
in-command to the top leadership position when the
CEO leaves.

Here are three second-in-command scenarios*

in nonprofit community-based organizations:

*The three scenarios are based on consultancies.  Some facts have been
slightly altered to preserve the organizations’ anonymity.



such as fundraising and politics,
seconds-in-command have the
awesome responsibility of control-
ling internal operations. Their
many roles include, but aren’t lim-
ited to, the following: They man-
age and evaluate staff, implement
and monitor programmatic activi-
ties, work with consultants, and
support the organization’s infra-
structure. Their work roles follow
the 80/20 rule: They spend 80% of
their time addressing internal
affairs and 20% dealing with exter-
nal affairs. (Conversely, executive
directors devote 20% of their time
to internal affairs and 80% to
external affairs.) Without seconds-
in-command, organizational lead-
ership and performance would be
less effective. 

• If they’ve done their jobs,
seconds-in-command have become
an integral and almost indispensa-
ble part of the organization. They
know the major organizational
players, the system and its opera-
tion, and organizational nuances. 

• The decisions and recom-
mendations of seconds-in-com-
mand have major organizational
implications. They constantly han-
dle sticky situations. They’ve had
their mettle tested.

• Seconds-in-command have
passed an endurance test. Their
work performance has been
appraised, and their dedication to
the organization is unquestion-
able. Appointing seconds-in-com-
mand as executive directors sends
a crucial signal throughout the
organization — that hard work and

dedication, coupled with other
important leadership traits, leads
to promotion within the organiza-
tion and maintains organizational
continuity. Equally important,
appointing seconds-in-command
prevents them from seeking posi-
tions elsewhere, leaving the organ-
ization weak and vulnerable.

Seconds-in-command who as-
sume the top leadership position
may not always be dynamic, nor a
“replacement” for a charismatic
leader or founder; however, they
can create a thriving environment
for their organizations through
their commitment. They should be
given the right of first refusal.

Resources
*Jenson, Donna, “In Search of

the Balanced Leader,” Nonprofit
World, Vol. 16, No. 6.

*Peck, David, “Choosing a
CEO: The Board’s Six Biggest
Mistakes,” Nonprofit World, Vol.
10, No. 2.

Santora, Joseph C. and James 
C. Sarros, “CEO Succession in

Nonprofit Community-based Organ-
izations: Is There Room at the
Top?”, Career Development
International, 6(2).

*Santora, Joseph C., “Planning
for Leadership Succession: Are
You Ready?,” Nonprofit World,
Vol. 22, No. 4.

*These resources are available
from the Society’s Resource
Center. The articles from Volumes
14-23 are available free on-line at
www.snpo.org/members, and
articles prior to Volume 14 are
available on CD-ROM at www.
snpo.org/publications/articles.php. 
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The right fundraising
software for the job

800.582.3489 
www.campagne.com
info@campagne.com

C A M P A G N E
a s s o c i a t e s

Tailor online efforts to
reach your goals

GiftMaker ProTM is an intuitive & understandable donor management sys-
tem that helps you get your job done.

WebCampaignsTM gives you the tools you need to accept online dona-
tions, & to spread the word about your a-thons, events, campaigns, &
advocacy goals.

Only Campagne offers the powerful combination of an
online tool & a donor management system.

WebCampaigns is integrated with GiftMaker ProTM, putting a complete
picture of your donors at your fingertips.

• Customized Development DashboardTM with quick reports
• Constituent, contact, & gift management
• Extensive reporting & analysis options

• Unlimited number of fully customizable donation pages
• Supporters create their own donation/sponsorship pages
• Interactive power of the web grows your constituency base

Seconds-in-command
have the awesome
responsibility of 

controlling internal 
operations.

Having a succession
plan in place ensures

organizational 
continuity.
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Making sure your organiza-
tion’s e-mails reach the
intended recipients is key

for effective e-mail marketing.
There are many ways an e-mail
can be derailed on its journey from
your organization to targeted con-
stituents. A filter could misclassify
it as spam before the constituent
ever sees it; constituents could
misinterpret it as spam and delete
it; or, constituents could simply
overlook it in an inbox clogged
with junk e-mail. Here are a few
tips to ensure your e-mails get
through:

Check the Content
Keep the following points in

mind when creating e-mail mes-
sages:

• Use a concise subject line to
catch the reader’s eye so your e-
mail stands out in the recipient’s
inbox, which probably is packed
with both legitimate e-mails and a
growing volume of spam. Limit the
subject line to 40-60 characters so
that it shows up completely in the
in-box list.

• If you send an e-mail
newsletter or other ongoing com-
munication, always start each sub-
ject with the same prefix (for
example, “MyOrg e-News:”).

• Don’t use sensationalized
headlines or overuse capitalization
and punctuation; doing so will
make your message look like spam
to both humans and automated
spam filters.

• Choose both a display name
and e-mail address for the “From:”
line that accurately identify your
organization. The name should
also be concise (20-30 characters).
Avoid using an individual's name,
as most spam appears to be from
individuals. Also make sure that
your organization has people avail-
able to read and answer any
replies to that address.

• Be conscious of current
spam themes, including mort-
gages, medications, and pornogra-
phy, and avoid using words that
might be associated with them.

• Format content with some
graphics to make your message
more appealing. However, avoid
sending a flashy e-mail composed
solely of images — again, features
typical of spam.

• Include prominent calls to
action with multiple links (but no
more than 10-20). An excessive
ratio of links to content is typical
of spam.

• Provide a plain-text version,
even if it’s just a paragraph and a
link to Web site copy. 

• Use a spam checker which

alerts you if your e-mail contains
elements likely to trigger today's
spam filters. Run e-mail messages
through the checker, then view
and correct potential spam viola-
tions.

Test the E-Mail Message
Set up test e-mail accounts

with some of the biggest e-mail
providers and Internet Service
Providers (ISPs). Yahoo and Hotmail
are free; the most important for-
fee ISP is AOL because it is the
largest (AOL users constitute a
quarter of most nonprofit e-mail
lists) and because the e-mail soft-
ware it supplies to members is pro-
prietary. Then, test your message
two ways:

• Send an e-mail to your test
accounts, logging in and checking
that the e-mail has been delivered
to each account and isn’t being
misclassified as spam. 

• Look at your e-mail in a
range of e-mail clients. This is
especially important when using a
new design style or letterhead for
the first time. Set one of your test
accounts to receive the plain-text
version of the e-mail so you can
check that as well. 

Consider the Timing
People who read their e-mail

frequently tend to do so at certain
times of day and on certain days of
the week. When they do so, a
recent e-mail is more likely to grab
their attention than one that’s a
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An excessive ratio
of links to content
is typical of spam.

By David Crooke

E-MAIL

Be sure your e-mail messages stand out so they won’t get tossed out.

E-mail Deliverability:
Increase Your Chances 
of E-mail Getting Through

People and Technology



day or two old. Time e-mails to
arrive in the early morning hours
for the start of people’s e-mail
reading day (this also makes for
faster delivery since ISP servers
are less busy at this time), or to
arrive in the late morning to be
read over lunchtime (a peak time
for Web traffic for many nonprofits). 

Be Consistent
Communications are more

likely to be read and less likely to
be mistaken for spam if they’re
expected and have a consistent
appearance. (This doesn’t preclude
ad hoc e-mails in response to cur-
rent events — a powerful outreach
tool.)

• Send newsletters on a regular
schedule — for example, on the
same day every week at approxi-
mately the same time.

• Always use the same "From:"
address, and use a consistent ele-
ment in the subject line.

• Use a consistent style, layout,
and appearance, with a letterhead
that brands the organization. 

Handle Challenge-Response
Systems

A growing trend in spam filtering
is the use of a challenge-response
system (a tiny fraction of Internet
users currently employ one, but its
popularity is increasing). The first
time an e-mail is sent to one of
these recipients, the e-mail will be
held from delivery and a “chal-
lenge” message will be sent back to
the “Reply-To:” or “From:”
address, with a task designed to be
comprehensible only to a human
so that it can defeat spammers'
attempts at automation.

Typically, this requires clicking
on a link and transcribing a word
on a Web form. Once the task has
been completed, the original 
e-mail is delivered, as are all sub-
sequent ones from the same
source (another reason to use the
same “From:” address in every 
e-mail).

How your organization handles
these challenges depends on the
lifetime value of an e-mail address.

In a typical nonprofit e-mail file,
this value is great enough that it’s
worth having a staff member spend
60-90 seconds each to respond to
these challenges.

Stay Up-to-Date
Although these techniques

won’t guarantee e-mail delivery
100% of the time, they’ll help
ensure that the vast majority of
your e-mails will get delivered.
Remember, too, that the Internet
environment for e-mail marketing
is changing rapidly. Look to your
e-mail software provider to update
you frequently on technology
changes and best practices to keep
the e-mail flowing.

Resources
Allen, Nick, “Using E-mail &

the Web to Acquire & Cultivate
Donors,” Nonprofit World Vol. 21,
No. 1.

Bhagat, Vinay, “Online Advo-
cacy: Mobilize Supporters to Take
Action,” Nonprofit World, Vol. 21,
No. 6.

Bhagat, Vinay, “The New
Marketing Model for Nonprofits,”
Nonprofit World, Vol. 22, No. 6.

Frenza, JP & Leslie Hoffman,
“Fundraising on the Internet:
Three Easy Strategies,” Nonprofit
World, Vol. 17, No. 4.

Roufa, Mike, “Can Nonprofits
Really Raise Money On the
Internet?,” Nonprofit World, Vol.
17, No.3.

These resources are available
free on-line at www.snpo.org/mem-
bers. 
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Relevant reviews

What Makes Today’s Nonprofit Leader?
Two books illuminate the way to great leadership.

By Terrence Fernsler

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

Improving Leadership 
in Nonprofit Organizations

Edited by Ronald E. Riggio & Sarah Smith
Orr. 320 pages. Hardcover. San Francisco: John
Wiley & Sons, www.wiley.com.

This guidebook, derived from a conference at
Claremont McKenna College, is a valuable tool

for leading organizations of today and tomorrow.
Providing a wealth of ideas for leadership, it fea-
tures chapters written by such experts as Francis
Hesselbein, Florence Green, and Jay Conger. It
discusses transformational, visionary, and servant
leadership and how to bring together the best of
all three.

In the book’s conclusion, Sarah Smith Orr
looks at all the ideas presented and finds the com-
mon threads. Effective nonprofit leaders ensure
soul in the workplace. They embrace change,
diversity, evaluation, and collaboration. They
have integrity, perseverance, curiosity, empathy,
respect for others, and — above all — passion for
the organization’s mission.

As Frances Hesselbein reminds us, “What we
will do as a sector will determine the health, the
quality, and the performance of the twenty-first
century society.” The challenge for leaders is to
transform and innovate for the best results.  This
book will put them on the right path.

The Nonprofit Leadership Team
By Fisher Howe. 198 pages. Hardcover. San

Francisco: John Wiley & Sons, www.wiley.com.

To be successful, nonprofit executives must
share leadership with the board. They must

have a deep understanding of the board’s responsi-
bilities and their own.

Simply, the board governs, and the executive
director manages.  There is some overlap in these
roles and a great need to work cooperatively. But if
the board micromanages or the executive sets —
rather than just recommends — direction, the
organization will fall out of balance. Each person
has a role, usually clearly delineated. For the
organization to advance, all must work in concert.

This clear, concise book shows how an organi-
zation’s leaders can work as a team to fulfill each
of eight key functions. It also explores the impact
that a variety of new management concepts and
technological tools have on shared leadership.
Whether you want to fix an imbalance or to under-
stand why your team works well so that you can
keep it that way, this helpful book will keep you on
track.

Nonprofit brief
Five Mistakes Managers Make

1. They base their solutions on assumptions. Instead, they should have proper systems in place to tell them
exactly where the problems are. They should involve employees in brainstorming solutions.

2. They dump unrealistic workloads on staff. Instead, they need to help employees set their own goals and
measure their own progress.

3. Their instructions aren’t clear. Instead, they need to ensure that employees understand not only what they
are doing but why.

4. They are quick to point out problems rather than focusing on what’s working. It’s important for managers
to support employees with praise, encouragement, and rewards.

5. They don’t trust their staff. They act as dictators and think their way is the only way. Instead, they need
to be coaches and partners, listening to their employees and helping them be their best.

— adapted from 
Stop Managing, Start Coaching, www.comprehensivecoachingU.com



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

This Library, including three publications, Guidebook for the Directors of Nonprofit Corporations, Second
Edition; Nonprofit Governance and Management; Nonprofit Resources: A Companion to Nonprofit
Governance, offers legal guidance on directors' duties, rights, risks and obligations; practical how-to-
commentary; sample forms and letters; handy checklists; and pointers for both nonprofit directors and
staff. Also, the third title in this Library is a reference listing books, handbooks, professional journals,
government publications, foundation reports, case and statutory citations, and Internet sites related to
nonprofit governance. TThhee  TThhrreeee  ppuubblliiccaattiioonn  ttiittlleess  wwiitthhiinn  tthhee  LLiibbrraarryy aarree  ddeessccrriibbeedd  aass::

11))  GGuuiiddeebbooookk  ffoorr  DDiirreeccttoorrss  ooff  NNoonnpprroofifitt  CCoorrppoorraattiioonnss,,  SSeeccoonndd  EEddiittiioonn
By the Committee on Nonprofit Corporations, ABA Section of Business Law
2002  280 pages  7 x 10   Paperback

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

22))  NNoonnpprroofifitt  GGoovveerrnnaannccee  aanndd  MMaannaaggeemmeenntt
Edited  by Victor Futter, Judith A. Cion and George V. Overton
2002   744 pages   7 x 10    Paperback

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

33))  NNoonnpprroofifitt  RReessoouurrcceess::  AA  CCoommppaanniioonn  ttoo  NNoonnpprroofifitt  GGoovveerrnnaannccee
Edited by Victor Futter
2002   80 pages    7 x 10   Paperback    
A reference containing hundreds of helpful up-to-date listings of books, handbooks, professional 
journals, government publications, foundation reports, case and statutory cites, and Internet sites.

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